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INTEGRATION AND CONFLICT IN EDUCATIONAL
ORGANIZATIONS: AN EXAMINATION OF
SECONDARY SCHOOL SYSTEMS

By

Charles William Given

Thils dissertation examines the impact of specializa-
tion and the structure of decision-making upon integra-
tion and conflict 1n educational organizations. Research
in secondary education has not made full use of organiza-
tional perspectives and paradigmns. In this research
schools will be treated as a type of organization employ-
ing highly trained personnel to carry out the basic
function of teaching. The relationships between teachers,
orincipals, and the central administration will comprise
che major focus of this study.

After a review of the organizational and educa-
tional literature concerning the concepts in question,
two general propositions were developed to guide the
inquiry, and to provide a basls for the development of
-he specific hypotheses.

1. As the degree of specialization increases, the

greater the social interdependence among all

positions associated with the completion of a
serles of tasks.
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2. As the actual decislon-making roles assumed
by superordinate positions exceeds the
legitimacy extended to these positions by
subordinates, conflict will arise between
the subordinate position and each of the
superordinate positions.

Following the development of the specific hypotheses,
the concepts under study are operationalized, the methods
for gathering the data are described, and the background
characteristics of the five school districts are explored
in some detail.

The hypotheses dealing with speclalization, and its
relationship to integration and conflict are tentatively
accepted., Not all findings meet the accepted levels of
significance, but there 1s a clear indication that speciali-
zation serves to increase horizontal as well as vertical
integration among those positions associated with the
performance of a series of tasks.

The hypotheses concerned with legitimacy and dis-
crepancles in decislon-making were generally rejected.
However, it was found that legitimacy was an effective
device by which subordinates could influence the way
superiors utilized thelr authority. Discrepancies between
positions over decision-making tended to lower the integra-
tion between those positions. Most important was the
finding that discrepancies between teachers and super-

intendents lead to a reduction in integration between

teachers and all other positions. Thus, the higher the
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position at which discrepancies occur, the more disruptive
it will be for all participants 1n the organization.

The conclusions from this study are that specializa-
tion and legitimacy must be examined within the context of
the tasks being performed by the organization. Where
tasks are complex and non-routine, speclalization seems
to foster greater integration between different levels,
and to increase the legitimacy extended superordinate
positions for completing organizational tasks. It is
argued that future research must pay closer attention to
the type of tasks that participants undertake in behalf
of the organizatilon.

The dissertation closes with an extended discussion
of the relationship between integration and conflict, and
their use in empirical research. It 1s strongly urged,
in 1ight of the findings presented here, that integration
and conflict not be treated as unideminsional concepts,
with one measuring a positive aspect of a relationship
while the other measures the negative aspects. Instead
what 1s needed is more conceptual work dealing with the
conditions under which aspects of integration and conflict
may exist simultaneously, or, in varying degrees, depend-
ing upon the type of relationships existing among organiza-

tional participants.
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CHAPTER I

THE ORGANIZATION OF SECONDARY

EDUCATION

The Introduction to the Problem

Public secondary education in the United States
has always been responsive to the economy which utilizes
the training and talents it produces. The technological
revolution, coupled with the advent of cybernation, has
fostered a new demand for technically tralned personnel.
Likewlse, the rapidly expanding service economy has
opened new demands for the professionally educated. As a
result variety has become the cornerstone of secondary
education. Secondary schools must prepare a balanced
curriculum, ranging from an emphasis on technical educa-
tion for the terminal degree student, to the college pre-
paratory for those -who wish to continue thelr education.

Martin Trow has traced the development of the
secondary school system through two successive trans-

f‘ormations.l According to Trow, the first 1lmportant

lMartin Trow, "The Second Transformation of American
Secondary Education," International and Comparative
Journal of Sociology, Vol. 2 (September, 1961), 1044-165.
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transformation occurred during the mid 1870's when
secondary schools began to recelve an influx of students
who desired additional training in order to qualify for
positions in the emerging industrial economy. Prior to
thls time secondary schools were to some extent privately
endowed and dedicated&to training an elite group of
students who planned to continue their education in such
areas as theology, philosophy, and to a lesser extent in
the natural sciences. After 1875 a high school education
was no longer an experlence for the priviledged, but was
turned into a practical program for students seeking a
higher terminal degree. During this time college pre-
paratory courses were de-emphasized, the demand for
technically trained personnel also grew, as a result
secondary schools found that they must provide a dual
curricula to satisfy both the college bound as well as
the technically oriented student. Thils transformation
occurred at a time of rapid increase in the numbers of
students entering high schools creating an additional
burden upon the school system.

The nexus of these events has served to produce a
conslderable amount of strain in the organization of
secondary education. Thls specialization of teaching
personnel to meet a wider variety of societal demands,
has created a need for additional administrative per-

sonnel to coordinate and integrate a variety of



educatlonal programs. To accommodate these changes school
organizations have specialized theilr personnel and
standardized many of their procedures. This raises an
important issue: to what extent can secondary school
systems be legitimately conceptualized as complex organ-
izations and thus subject to the concepts and paradigmns
found in the literature.2 Treating school systems as a
complex organization i1s relatively new, and research in
both areas has not been interwoven to any extent as
Bidwell admits.

Few students of organizations have turned their

attentlon to schools and few students of schools

have been sensitive to their organizational

attributes . . . As a result this empirical 3
literature 1s fragmentary and discontinuous.

Considering schools as complex organizations has
occurred only recently, though many educational researchers

have utllized concepts from the area of organizations.q

2David Goslin, The School in Contemporary Society

(Illinois: The Scott Foresman Co., 1965), 46-48,

3Charles Bidwell, "The School as a Formal Organiza-
tion," Handbook of Organizations, Edited by James G.
March (New York: Rand McNally and Co., 1965), 972.

uEducational researchers have been aware of socio-
logical writings on organizations for some time. Early
theoretical pileces 1n educational journals attest to this
fact. Education has preferred to incorporate organiza-
tional concepts rather than the entire paradigmn; they
have examined the relationship between principal and
teacher and the satisfaction and effectiveness of the
teachling staff. See Charles Bidwell, "Some Effects on
Teacher and Administrator Behavior: A Study in Role
Theory," Administrative Science Quarterly, Vol. 2
(September, 1957), 163-181. Another example of this pilece-
mean use 1s Robert E. Sweitzer, Role Expectations and
Perceptions of School Principals, A Report to the United
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The recent interest in examining schools as organi-
zations has come from a realization that the problems which
secondary schools face are, to a large extent, organiza-
tional in character. The size of school systems is rapidly

increasing to accommodate a wider variety of courses.

States Office of Education, January, 1963 (Research Foun-
dation, Oklahoma State University, Still Water, Oklahoma.)

In general, there has been a rather distinct
chronological ordering to the emergence of organizational
thinking into the educational literature. The earliest
work 1n this area was Willard W. Waller, The Soclology
of Teaching (New York: John Wiley and Sons, 1932).
Followlng this work by some years was a theoretical
article by Getzels and Guba which became the basis for
organizational research in education. J. W. Gftzels and
E. G. Guba, "Social Behavior and the Administrative
Process," School Review, Vol. 65 (Winter, 1957), 423-441,
Also see R. O. Carlson "Research on the School System
as an Organization," School Review. Vol. 66 (Winter,
1958), 473,

Other studies which attempted to identify dimensions
of school organizations by examining the climates which
develop within them include Andrew Halpin, Theory and
Research in Administration (New York: The Macmillan
Co., 1966), 22-80. Another analysis of schools employing
a human relations perspective was done by Daniel Griffiths,
Human Relations in School Administration (New York:
Appleton Century Crofts, 1962). Probably the most com-
plete empirical work done by a socilologist on the school
system as an organization is that of Corwin. See Ronald
Corwin, Development of an Instrument for Examining Staff
Conflict (Cooperative Research Project No. 1934;
Washington, D. C.: Office of Education, U. S. Department
of Health Education and Welfare, 1963). Also see his
textbook, Ronald O. Corwin, A Soclology of Education:
Emerging Patterns of Class Status and Power in the Public
Schools (New York: Appleton Century Crofts, 1965).

A most thorough exploration of the relationship between
soclology and education 1s presented in a book of essays
edited by Robert Hanson and Joel Gerstl where the authors
explore a varilety of topilcs concerning the area of educa-
tion. Joel Gerstl and Robert Hanson, eds, On Education-
Sociological Perspectives (New York: John Wiley and

Sons, 1967).
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This in turn is leading to increased specialization and
to greater administrative overhead. Corwin has sum-
marized a wlde range of data depicting the changes which
have taken place in American school systems (see Table 1).
The development of specialized teaching functions
along with centralized decislon-making by the school
administration is for Corwin prima facle evidence that
POV R Y R

schools represent a type of organization. According to
him, social units may be legitimately treated as organiza-
tions when they exhiblt these two characteristics.
Drawing on the work of Weber, and other students of the
formalized relationships in organizations, he states:

But technically speaking, bureaucracy essentially

consists of two principles, coordination and

specialization. Specialization, the process of

breaking work down into standard components, 1s

accomplished through a hierarchy of offices which

establish spheres of delegated responsibility.

Offlcials are to be appointed rather than elected

to office, and they should qualify on the basis

of skill rather than social status. Thus, the

basis of an official's superiority in bureaucracy

rests both on the fact that he occupies an office

and on the fact that he has specilal compe’cence.5

There 1s some evidence to suggest, however, that

this functional relationship between increasing speciali-
zation and more centralized decision-making may not

survive the strains of actual school system operation.

Specialization allows teachers to focus their energiles

5Corwin, A Sociology of Education,. 38.




AR




upon cne limited area of the total curriculum, at the

same time however, it engenders a set of attitudes and
promotes associations which may subvert the work of

school officials who must coordinate these specialities
into a unified. educational program. Specialization also
permits the teacher to become an expert in a limited
subject matter, thus making him more able to meet a variety
of contingencies which arise on the job. But, traditionally,
specialization required increased adminlstrative control
over the teaching situation; thus 1if the school 1s to
operate properly the teacher must be restricted from
making independent decisions which he has been trained

to exercise,

Not only does specialization create problems of
coordination but 1t also has an impact upon the incumbents
of speclalized positions. As tralning becomes more
limited and more intense, teachers turn to others in their
speciality for advice and support on problems that arise
within the classroom. Administrative positions in many
cases do not possess the expertise to provide the infor-
mation teachers need to solve pertinent problems. Thus,
as teachers develop closer ties with others in the
specialty, they reduce their communication with admin-

istrators.



There 1s counter-argument running through the
literature which suggests that specilalization, and the
expertise upon which it 1s based, does not conflict with
administrative control. In fact one author found that
teachers experienced a greater sense of power under a
more bureaucratic administration than they did in less
bureaucratic environments.6 These conflicting points of
view indicate that there 1s no clear association between
specialization, centralization of decision-making and
their effect upcn teachers and administrators in the
school organization.

Much of the confusion surrounding the relationships
between specilalization and expertise 1s a function of the
literature from which the arguments were taken. These
arguments assume an industrial setting with a particular
type of contrcl structure, and a certain type of task to
be performed. With few excepticns, the writings in the
area of organizations are based upon studles completed in
industrial contexts. Applying these findlings to other
organization settings without first scrutinlzing their
differences is extending inferences beyond thelr empirical
support. Where the tasks are different, methods of

control are llkely to change, and accepted standards for

6Ger'ald Moeller and W. W. Charters, "Relation of
Bureaucratization to a Sense of Power Among Teachers,"
Administrative Science Quarterly, Vol. 10 (March, 1966),
LLL-165,







their performance must be revised, both of which might
lead to alterations in the system of authority. This
study is premised on the condition that educational
organizations cannot be equated with industrial organiza-
tions without first taking some of these variables into
account. By understanding the type of tasks involved,

the structure of control, and how both produce certain
types of relationships among particlpants in the organiza-
tion, it will be possible to extend the generallzatlons
concerning complex organizations.

In summary, the research to be undertaken in this
dissertation 1s designed to investigate the impact of
specialization and the organization of decision-making
upon social relationships in secondary school systems.
There is adequate evidence to suggest that the functional
relationship among these two variables is somehow modified
in the course of actual organization operation. The
question 1s how, and under what conditlons do different
modifications appear. Further, there 1s the question of
how different modifications between specialization and
the struéture of decision-making effect social relation-
ships among specialized subsectlons of the organization
and their assoclation with other participants at the same
level. These assoclatlons, it will be argued, can be
determined in part from how participants at one level

relate to those in succeedingly higher positions in the
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organization. Integration at one level of the school
system then might actually facilitate conflict at other
levels. Or, integration between levels of the school
organization might reduce integration among members

within a single level, or even facilitate conflict.

These relationships, because of their central character

in all themes of organization theory, represent a fruitful
point of departure for exploring these relationships.

In the succeeding chapters a review of the relevant
organizational literature will be presented and discussed
in 1light of the educational system. Bullding upon this
review, a theoretical framework willl be presented and
hypotheses for test will be set down. Data on fifteen
high and Junior high schools, representing five distinct
school districts, will be used to test the hypotheses
and conclusions will be drawn to orient future research

into the area of school organizations.






CHAPTER II

REVIEW OF THE LITERATURE AND

DEVELOPMENT OF HYPOTHESES

The Special Purpose Organization

Speclal purpose organizations are as 0ld as societies
themselves.l Speclal purpose organizations are contrived
groupings of 1individuals designed to efficiently coordinate
tasks in the achievement of the corporate goal. By
dividing tasks into speclalized subparts, and by coor-
dinating the efforts of the participants greater efficiency
can be achieved through increased production. Adam Smith
was one of the first writers to record the relationship
among these components of a special purpose organization.
In his words: "The division of labour, however, so far
as it can be introduced, occasions, 1n every art, a
proportionable increase of the productive powers of

labour."2 Organizations are thus designed to encourage

lS. N. Eisenstadt, "Social Change, Differentiation,
and Evolution," American Sociological Review, Vol. 29
(June, 1965), 375-386. For evidence dealling with the second
point see Seymour Martin Lipset, Political Man (New York:
The Modern Library, 1937), 5.

2Adam Smith, The Wealth of Nations (New York:
The Modern Library, 1937), 45-76.

11
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cooperative actions among participants in order to com-
plete some task more efficiently than would be possible
if each participant were to work alone.

The concept of efficiency suggests, at least within
western thought, a rational relationship between partici-
pants and thelr assigned tasks. Thls feature of organiza-
tions signifies thelr contrived nature; participants do
not associate wilth one another based upon mutual 1liking,
but rather through each participants relationship to the
productive process. Ratilonality then relates individuals
to organization tasks. Weber's contribution to the study
of organizations was his recognition of the importance
of rationality 1in establishing organlzational relation-
ships.3

Contemporary students of organizations have tended
to ignore specilalization as a relationship between man
and tasks, they have instead concentrated on the socio-
logical relationships among participants. By 1ignoring
this functional relationship between man and task,
researchers were forced to examine only disjunctions in

social relationships. An example of this 1s the formal-

informal dichotomy posed by early researchers.u More

3ralcott Parsons, Max Weber: The Theory of Social
and Economlic Organizations (New York: The Free Press,

uF. J. Roethlisberger and William J. Dickson,
Management and the Worker (Cambridge: Harvard Univer-

sity Press, 1939).
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recently, researchers have again given particular atten-
tion to the type of tasks in which participants are
engaged. This approach recognizes the importance of
specialization and coordination as relationships between
participants and their tasks.5
These comments point to the necessity of separating
specialization and coordination as functional relation-
ships from the normative attributes which deflne social
relationships among participants in special purpose
organizations. Thls dissertation will focus upon special-
ization and coordination; 1t will investigate how the
relatlonship a participant has with hls task affects its
coordination with other tasks, and what impact coordina-
tion has upon the social relationships he develops with
his peers and with other positions in the organization.
In reviewing the literature on specialization and coordi-
natlon 1t 1s hoped that a more precise understanding of
the terms and their relationship with other principles

of organization will be achileved.

5Eugene Litwak, "Models of Organization Which
Permit Conflict," American Journal of Sociology, Vol. 67
(July, 1961), 177-18%; and Richard Hall, "Intraorganiza-
tional Structural Variation: Application of the
Bureaucratic Model," Administrative Science Quarterly,
Vol. 7 (December, 1962), 295-308.
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Specialization

Differentiation of Tasks

In the previous section the special purpose organi-
zation was described as a method of relating individuals
to collective tasks. In this section the literature on
speclalization will be reviewed, its lmpact upon social
relationships assessed, and its relationship with other
principles of organization examined.

The confusion which surrounds the concept of
specialization 1s due primarily to 1its usage in disparate
contexts., Speclalization in one sense refers to the l/f
division of tasks into their simplest components. This
is essentially the usage described by Smith in his dis-
cussion of the production of pins. Here specialization
involves the division of work into simple routine tasks
which permit easy accountability, and can be coordinated
to achieve the corporate goal. Both the scientific and
administrative schools of management assumed that tasks
were simple and routine, and thus open to a wide range
of workers regardless of thelr prior experiences with
the procedures. Together, these schools emphasized
efficient performance and administrative coordination;
the 1ndividual was taken as a constant and his ability
assumed.

6For an excellent discussion of these two schools of

thought see James G. March and Herbert Simon, Organiza-
tions (New York: John Wiley and Sons, 1957), 12-33.
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Contrasted with this usage of the term, is Weber's
discussion of specialization which emphasizes different
types of tasks and assumes different human attributes.
For Weber, bureaucratic organizations were also premised
upon speclalized tasks, and responsible to the hierarchy
of control. However, the ability of the individual is
not taken as a constant, 1t is his training and expertise
which qualify him for the position. In Weber's words:
"Office management 1is distinctly modern--usually pre-

nT In this sense

supposes thorough and expert training.
speclalization refers not only to the division of tasks
but also to the qualifications which a participant must
possess.,

What 1s at 1ssue in this discussion 1s the speclali-
zatlion of tasks versus the specialization of people.
Victor Thompseon has asserted that these two features are
fundamentally distinct, and thelr separation alleviates

some of the confusion surrounding the concept of specilali-

zation. Specialization of tasks 1is a process referring

to the dividing up of the organizational functions.

Speciallzation of people refers to a soclal process going

on in the soclety at large, in order that complex tasks

8

can be completed by adequately trained personnel. In

THans Gerth and C. Wright Mills (eds.), From Max
Weber: Essays in Sociology (New York: Galaxy Books, 1958),
1938.

8Victor Thompson, Modern Organizations (New York:
Alfred Knopf, 1961), 25-39.
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this study then, the problem becomes how specilalized
personnel are fitted to organizational tasks 1n order to
achleve a corporate goal.

This 1s fundamentally the problem which faces
secondary education. How can a teaching staff, trained
outside the school system in a particular speclalized
area of competence, be integrated into the school system
and coordinated with a large number of other speclalists,
in order to achieve a unified educational program? The
fact that teachers are trained outside of the school
system means that potentlally they may not be geared to
the level of task specialization of any given system.
The highly trained teachers may be requlired to teach
courses outslide of their major area of specialization.
These kinds of discrepancies may engender cerﬁain con-
flicts within the school organization. The fundaméntal
problem facing organizations, 1ncluding school systems,
i1s how can an organization assess and control. the
activities of speclalists trained outside the organiza-

9

tion,

Differences Between Speclalists
and Professlionals

The sociological literature presents some varying

perspectives concerning the organizational control of

9Corwin, A Sociology of Education, 234-237.
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speclalists employed in its behalf. If one assumes, as
Parsons does, that technical knowledge implies a profes-
sional orientation, then, because of differing bases of
authority it 1is possible to conclude that administrative
control will lead to conflict. If however, a speclalist
can be viewed as somethling other than a professional,
then control can be subsumed within the logic of rational
administrative authority.

Parsons, in commenting on Weber's discussion of
bureaucracy, notes that organizations founded on the
legitimacy of rational authority differ from professional
institutions founded upon technical competence. He argues
that Weber's use of technical competence suggests a pro-
fessional orientation as opposed to a bureaucratic one.
But a professional orientation cannot be assumed merely
from technical competence.10

An expert can exist independently from a professional,
and thus not be subject to the entire range of character-
istics associated with that institution. Blau and Scott
in describing the similarities between professionals and

bureaucrats recognize that both types may have undergone

10Parsons, Max Weber: . . . , 59. For a point by
point elaboration of the conflicts between professional
and bureaucratic forms of organization, see W. Richard
Scott, "Professionals in Bureaucracies--Areas of Conflict,"
in Professionalization, ed. by Howard Vollmer and Donald
Mills (Englewood Cliffs: Prentice Hall, 1966), 265-275.
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specialized tralning and thus possess a certailn expertisé,
but this does not mean that the two types are strictly
comparable. There is a good deal of evidence to suggest
that teachers, while possessing certaln skills cannot be

conslidered professionals.ll

llPeter Blau and W. Richard Scott, Formal Organi-
zations (San Francisco: Chandler Publishing Co., 1962),
60-61. Whether a person views himself as a professional,
or subject to the control of the organization depends to
a large extent upon which offers the most clearcut
incentives for career development. Goldner and Ritti
found that the professional label is in some instances
a method of freezing individuals at a particular level
in the organization. Fred Goldner and J. Ritti, "Profes-
sionalization as Career Immobility," American Journal of
Sociology, Vol. 72 (March, 1967), 489-503.

Furthermore, as Gouldner has argued, professional
norms come about through extended perlods of training and
are responsive to a wider range of influences than the
bureaucrat. Alvin Gouldner, "Cosmopolitans and Locals,"
Administrative Science Quarterly, Vol. 2 (1957-1958),
281-306, 444-480; Gall Inlow, "Is Teaching a Profession?"
School Review, Vol. 64 {(Summer, 1956), 256; Morris Cogan,
"A Definition of Profession," Harvard Educational Review,
Vol. 23 (Winter, 1953), 33-50; Louls Edinberger, "The
Challenge of Professionalization," High School Journal,
Vol. 51 (November, 1968), 151.

Also Colombotos found that teachers tended to
exhibit certain service characteristics of a professional
but did not hold strong peer group standards for per-
formance, or as points of reference. The professional
characteristics which he did find tended to be an artifact
of the sex roles of the teachers. John Colombotos,

Sources of Professionalism (Cooperative Research Project
No. 330. Department of Soclology, University of Michigan,
Ann Arbor, Michigan, 1962).

In this study specialization will refer to teaching
functions 1in secondary schools requiring a certaln expertise
which 1is obtalned outside the school system. The teacher
willl be viewed as a specialist possessing technical
knowledge, but nevertheless responsive to the control
structure of the educational organization. Not treating
teachers as professlonals does not mean that conflicts
cannot emerge within the system. Viewing teachers as
specialists, but not professionals, is a fundamental
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This suggests that teachers may be legitimately
treated as speclalists, but do not possess the entire set
of characteristics commonly associated with professionals.
Their attachment to the organization as a source of
rewards and mobility, and thelr lack of control over the
teaching situation represent at least two points where
teachers differ from the commonly assumed professional
orientations.12

Specialization does not necessarily imply profes-
sionals; experts may be employed who are responsive to
the demands of the organization. Teachers represent one
example of the expert who becomes responsive to the
organization through the rewards 1t extends, and the
opportunity for mobility it offers him.

Specilalization 1s a functlonal requisite for
attaining organizational objectives. As 1ndicated above,
however, functlonal relatlonships relate workers to tasks,
but soclal relationships interrelate workers., Given the
functional requirements of speclalization, the inquiry

now turns to 1ts impact upon relationships among workers.

assumption upon which much of the theory of this study

is based. The empirical research available, however,

suggests that such an assumption is correct. Teachers

are specilalists but not necessarily professionals. This

distinction is extremely important and has not been given|

adequate conslderation in the literature to date. ‘

N 4

12Blanche Geer, "Occupational Commitment and the it e

Teaching Profession," School Review, Vol. T4 (Summer,

1966), 31-47.
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Speclalization has been recognized as one of the
major forces leading to social integration. Durkheim's
famous argument, while derived from the study of
societies, may have application to organizational
relationships. Participants in an organization working
within specialized sub-parts may come to develop inte-
grative tles as a result of the 1lncreased communication
which specialization necessitates. Further, as communica-
tion is required to solve similar problems it promotes
the establishment of a common identity.13

In contrast to this argument there is some
evidence to suggest that speclalization, when applied to
different types of tasks leads to a variety of social
relationships. It was found that the most routine tasks
were assoclated with task oriented relationships, but
more complex tasks were assoclated with close integrative
bonds while the most uncertain tasks, such as basic
research, were again associated with task specific rela-
tionships.lu

Other factors have been found to affect the degree

of integration. Location and ability to communicate

with other members of the specialized unit were

13Emile Durkheim, The Division of Labor in Socilety
(New York: The Free Press, 19604), 260-266 and 2-7.

luPaul Lawrence and Jay Lorsch, Organization and
Environment (Boston: Graduate School of Business
Administration of Harvard University, 1967), 30-34,
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associated with the degree of integration. Likewlse,
age, sex, marital status, and ethnic background, as well
as the prestige of the specialized task, all affect the
degree of integration.15 Thus, there are a series of
contingencies which have an 1mpact upon the integration
of speclalities in a complex organization. The general
proposition, as established by Durkheim, must be scruti-
nized in light of these contingencles if the social
relationships which flow from specilalizatlion are to be
understood.

In summary, specialization was defined as a func-
tilonal relationship between the individual and his task.
It can be applied to a varlety of tasks ranging from the
simple and routine to the most complex and uncertain.
When applied to the latter the question of expertlse must
be considered. Expertise to deal with complex tasks does
not necessarily mean a professional vested with all the
structural and attitudinal characteristics associlated
with that institution. Expertlse may be viewed as a
characteristic of participants working within complex
organizations and subject to their norms of rational

authority. Experts become allied with the organization

15Leonard Sayles, The Behavior of Industrial Work
Groups (New York: John Wiley and Sons, 1958), 113; and
Edward Gross, "Social Integration and the Control of
Competition," American Journal of Sociology, Vol. 67
(November, 1961), 270-27T.
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through the incentive it offers them for rewards and
mobility. It was decided that teachers seemed to cor-
respond with this definition of an expert; they are
trained in a speclalized area yet are responsive to the
organization and its demands for control. Finally,
specialization fosters integration among the members of
a specialized sub-part of the organization. The degree
to which members of speclalized sub-parts become socilally
integrated depends upon a number of contingencies, which
limit their ability to interact, and affect the desir-
ability of interaction. From this discussion of
specialization it 1s now possible to turn attention to
coordination as another functional relationship found in

special purpose organizations.

Coordination

Development of Coordinative
Decisions

Coordination is distinct from control; coordination
emphasizes the functlonal relationships among activities
whlle control 1s concerned with the restriction or
limitation of activities.16 Coordination 1s particularly

suited to complex and non-routine tasks since it

emphasizes thelr interdependence while at the same time

16Poul Meyer, Administrative Organization (London:
Stevens and Sons Ltd., 1957), 55-5T7.
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avoiding scrutiny of their actual performance. Arranging
complex tasks so that one facllitates the completion of
another does not require an understanding of the task
itself, but only of the functional relationship it
holds with other tasks leading toward the attainment of
the organization's goal. Simon has commented upon, and
clearly distinguilshed the coordination of tasks from the
expertise required to perform them:

Coordination should be clearly distinguished from

expertise. Expertise involves the adoption of a

good decision. Coordination 1s almed at the adoption

by all members of the group of the same decision,

or more precisely of mutually consistent decisions

in combination attaining the established goall7

This statement implies that at least two types of

organizational decisions can be distinguished. One type
is concerned with interrelating activities and could be
termed, following Simon, coordinative. A second type
deals with decislons an expert makes in the course of
working through a complex set of tasks. In this study
attention will be focused upon the first of these two
types. Coordinative declsions may be made by all levels
of personnel, including the specialist, they are linking
in character so as‘to involve other participants or
tasks 1n a specified commitment to a certain course of

action. While specialists may engage in coordinative

decisions their ability in this area 1s limited by thelr

17Herbert Simon, Administrative Behavior (New York:
The Free Press, 1957), 139.
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expertise which distorts their perception of larger
organizational goals.
Metron, building on the writings of Veblen,
describes this distortion as a trained incapacity.
Trained incapacity refers to that state of affairs
in which ones abilities function as 1inadequacies
or blind spots. Actions based upon tralning and
skills which have been successfully applied in the
past may result in ag inappropriate response under
changed conditions.l
Thus specialists tend to develop a myopic view of
the larger organization to which they are responsible.
They 1mpart to thelr task an importance beyond 1ts real
value for the organization. Downs has also commented
upon this phenomenon.
Each offlcial's view of the public interest cannot
be completely divorced from the way his self interest
1s influenced by incentive of the specialized
bureaucracy. To some extent the Job makes the
man because the incentives facing the man in job
lead him to exaggerate its true importance.l
Thus the experts' myopla gives rise to the need
for the coordination of speclalized sub-parts. Coordina-
tive decisions are designed to interrelate tasks with a
view toward attaining organizational goals. To make

coordinative declislons, positions are invested with

18Rober"c K. Merton, Social Theory and Social Struc-

ture (New York: The Free Press, 1957), 198.

19Anthony Downs, Inside Bureaucracy (Boston: Little
Brown and Co., 1967), 105. For an example of this in
school systems see Edward Gross and Samuel Popper, "Ser-
vice and Maintenance Orientation in a Junior High School,"
Educational Administration Quarterly, Vol. 1 (Spring,
1965), 29-42.
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authority. It is the responsibility of the hilerarchy of
authority, however, to determine where each coordinative
decision should be made. In some cases coordinative
decisions are made at the upper most level of the
organization, in others, authority may be delegated to
lower positions making them responsible for the inte-
gration of specialized tasks.20

In this study, by investigating the positions
associated with making coordinative decisions, the focus
is upon the structure of decision-making, and not upon
the psychological processes which take place in actually
formulating a decision. The structure of decision-
making refers to positions in the organizations where
different decisions are made. In this way a variety of
coordinative decisions are related to the posltions
responsible for their execution. By associating different
decisions with a hierarchy of positions a profile of the
decision-making structure can be formulated.
Differences Between Participation

in Decision-Making and the Making
of Coordinative Decisilions

Before continuing, the differentiating of coordinative
decisions as special type will be considered. There is
a seeming contradiction 1n the literature between those

authors who argue that administrative and expert decislons

2OMeyer, Administrative Organization, 57-59.
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are basically incompatible, and those who assert that
they are complementary and facilitate the attainment of
organizational goals.

On the one hand it 1s argued that decisions are
different, and so long as administrative decisions are
made by administrators and specialized decisions by
experts, no incompatibility will emerge. Others argue,
however, that thls represents a fundamental incompatibility
making conflict inherent in those organizations employing
experts. Under such conditions there arises what Blau
and Scott view as a baslic dilemma between the necessity
for administrative control and specialists' demands for

f‘reedom.21

This contradiction, is 1n part, a result of
the confusion in the literature between the degree to
which decisions are centralized and participation in the
making of decisions. These terms are not strictly
synonymous; by equating them, authors arrive at erroneous
conclusions concerning the relationship between the expert
and the administrator.

Participation in decision-making 1s generally taken
to mean inclusion in the process by which decisions are

made. This suggests that decisions concerning specific

areas of an organization are collectively determined

21Blau and Scott, Formal Organizations, 247-2U49.
Another article which describes this dilemma, as well as
offering a review of the literature on this topic is
Michael Aiken and Jerald Hage, "Organizational Allenation:
A Comparative Analysis," American Sociological Review,
Vol. 31 (August, 1966), 497-50T7.
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through group consultation. But, as the argument runs,
where specialization increases, decislons become more
centralized in order to control a wider range of
speciallzed activities which excludes the experts from
participation. Thus, it is assumed that speclalization _
creates greater centralization. Where specialization
leads to centralization decisions will be made at high
level positions which ignore the 1nterests of the
speclalists they are supposed to coordinate.22 As a
result, the ensuing decisions cannot be accepted by the
specialist since they do not reflect the problems which
he encounters in the performance of his tasks. This in
turn leads to conflict between the specialist and the
administrator. But this argument should not be reserved
exclusively for speclalists, since the making of any
decision which does not reflect the problems of the
subordinates who must carry it out will create vertical
conflict within the organization.

In the case of coordinative decislons, however, the
emphasis 1s on functional integration and not on reducing
the ability of the specilalist to perform his assigned
tasks., Excluslon from making coordinative decisions is

not the same as exclusion from participation 1n making

22There s some evidence to indicate that as

organizations become more specialized their decision-
making structure becomes more decentralized, not less.
See Peter Blau, "The Hierarchy of Authority in Organiza-
tions," American Journal of Sociology, Vol. 73 (January,
1968), 453-0067.
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decisions. First, 1n the case of participation, it 1is
automatically assumed that the decislons being made are
affecting the specialist and his role in the organization.
Secondly, it implies that new decisions are emerging
through the exercise of authority. Coordinative decisions,
however, refer to the integration of organizational tasks.
The declision in question may have nothing to do directly
with specialists, in fact it may be strictly an administra-
tive decision which specialists would not want to make in
the first place. Also the decislions 1n question here are
not new ones in the process of being formulated but may

be routine conclusions reached by that position many

times before.

Finally, it is not sufficient to simply postulate
that the lower the declsion 1s made in any organization
hierarchy the more compatible it will be with specialists'
demands. In fact the alternative could well be argued.
Corwin has emphasized that the more coordinative decisions
made by teachers the greater is the potential for con-
flicts among them.23 There 1s evidence to indicate that
this 1s not entirely an administrative bias 1in the
literature; experts also prefer to be relieved of

coordlinative decisions which interrupt their attention

23Ronald G. Corwin, Development of an Instrument
for Measuring Staff Conflict, 111.




- 1F Lokl




29

to matters they consider more relevant. Moreover, they
realize that authority to make decisions 1s essential
to any organizations' operation.24

Thus, it 1s not correct to equate participation in
the making of decisions with the making of coordinative
decisions. They refer to two entirely different sets of
conditions. In the case of partlcipation in decision-
making, conflict is endemic to the relationship. Under
the conditions described above the centralization of
coordinative decisions does not exclude speclalists, it
is instead a method of inquiring into the level at which
a range of decisions are made. Depending, however,
upon the decisions and where they are made, the potential
for conflict exlsts, but is not endemic to the relation-
ship.

Coordination of Organizational
Relationships

Now that the nature of coordination has been
established, and its relationship to decision-making
considered, it is now necessary to review the literature
that relates coordination to the social relationships
among participants in the organization. Three factors
will be reviewed: the degree of specialization, the
communication among positions, and the legitimacy invested
in each position for making coordinative decisions.

?uMary Goss, "Influence and Authority Among Physicians

in An Outpatient Clinic," American Soclological Review, Vol.
26 (February, 1961), 39-50.
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Coordination and Specializatlon

Victor Thompson has noted that the proliferation
of functional specilalities tend to outstrip the admini-
strative roles which must coordinate them. 01ld lines of
status and authority become outmoded in the light of new
specialities which challenge their legitimacy and subvert
more traditionalized relationships. Thus, at the func-
tional level, new specialities may fit into the existing
lines of control, but socilally these new specialities
may engender conflicting relationship with the administra-
tive hierarchy.25

In some respects Thompson's argument 1s a summary
statement on much of the literature concerning the
relationships between specilalists and administrative per-
sonnel. The degree of conflict which 1s experienced
between two or more levels of an organization may
approximate the number of factors around which they can
disagree. Where declsions tend to be made at higher
levels of the organization lower positions may exhibit
integration., However, as decisions come to be made at
lower levels, conflict arises among these positions.
Thus 1t might be expected that conflict between two
positions will be a function of the number of decisions

made at those levels. If school systems execute

25Victor Thompson, "Hierarchy, Specialization,
and Organizational Conflict," Administrative Science
Quarterly, Vol. 5 (March, 1961), 485.
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declsions at the superintendent level then integration
between teachers and principals willl be closer than where

more decisions are executed at the principal level.26

Coordination and Communication

Communication among positions also tends to affect
the social relationships between various levels of the
organization., Where specialization involves complex
non-routing tasks communication between the speclalist
and the administrator are essential for effective coordi-
nation.27 The problem 1is, however, as specialization
increases, decisions may be made at higher levels 1n the
organization which in turn excludes upward communication
from subordinates. This creates conflict between vertical

positions in the organization.28

26Herbert Simon, Donald Smithburg, and Victor
Thompson, Public Administration (New York: Alfred Knopf,
1950), 164-166.

27Morris Janowitz, "Changing Patterns of Organiza-
tional Authority," Administrative Science Quarterly,
Vol. 3 (March, 1959), 473; and Thompson, "Hierarchy,
Specialization, and Organizational Conflict."

28Claggett Smith, 'Comparative Analysis of Some
Conditions and Consequences of Intra-Organizational
Conflict," Administrative Science Quarterly, Vol. 10
(March, 1966), 508-529; William Evan, "Superior-
Subordinate Conflict in a Research Organization,"
Administrative Science Quarterly, Vol. 10 (June, 1965),
52-64; and Louis Pondy, "Organizational Conflict:
Concepts and Models," Administrative Science Quarterly,
Vol, 12 (September, 1967), 296-320.
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Status differences also affect organization communi-
cation. One author found that as the hierarchical d4if-
ferences between positions increased, communication between
them created conflict. By contrast communication between
similar positions, tended to increase the liking, between
incumbents of different positions.29 If this 1s correct,
then it might be inferred that the greater the communica-
tion between teachers and central admlnistration the
greater the conflict between them. But the greater the
interaction between teachers and principals the closer
the integration between these two positions. If, however,
decisions are executed at one level, in the face of con-
siderable communication between that‘position and ones
subordinate to it, then the relationships may become suf-
ficlently close to embody both elements of conflict and
integration. So long as the flow of communication is
maintained integration will be relatively high between
adjacent positions. Where no decisions are executed by
a superordinate position however, integration will be
relatively high between that position and the ones sub-
ordinate to it: despite any lack of communication. But
if superordinate positions execute a relatively large
number of decisions, without communicating with subordi-

nate positions then conflict will develop between those

29Pelz;‘"Interaction and Attitudes: Scientists
and Staff," Administrative Science Quarterly, Vol. 4
(December, 1959), 321-336.
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two positions. Thus communication becomes an intervening
variable determining the quality of relationships between
different levels of the organization.

This leads to the question of assessing just how
the decision-making structure affects conflict and inte-
gration between the teachers and other vertical positions

in the organization.

Coordination and Legitimacy

As stated above the authority to make coordinative
decisions 1s vested 1in the hilerarchy of the organization.
But authority is a two sided proposition. It eminates
from the top of the organization down, but 1t is based
upon the legitimacy which subordinates invest in theilr
superiors through accepting their commands or directives.
If subordinates refuse to accept directives then they in
fact wilthdraw their legitimacy, and thus the authority
relationship breaks down. Weber viewed legitimacy as the
basis for normative rules of behavior. Norms, as
defined by Williams, are "rules of conduct; they
specify what should and should not be done by various
kinds of social actors in various kinds of situations."30

Where different positions in the organization share

common norms concerning the legitimacy of each position

30Parsons, Max Weber: . . . , 324-339; and Robin
Williams, American Society (New York: Alfred Knopf,
1963), 24,
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to make certain decisions, there will be less conflict
among those positions than where norms are not shared,
that 1s, where the "should" 1is not equated with the
"actual." Thus by relating a range of coordinative
decisions to different positions in the organization

it 1is possible to determine where those decisions are
actually made, and then to assess where subordinates
perceive those decisions should be made. Dealing with
soclal relationships between administrators and special-
ists in this manner does not assume that either conflict
or integration exists. Instead, 1t lays the question
before the data and makes it subject to empirical

proof. Not only can the ideal be compared with the
actual declsion-making process, but the strength of the
norms for determining where each decision should be made
can also be investigated.

In summary then, coordination was deflned as
essentlally integrative rather than restrictive in
character, Coordinative decisions were designed to
relate one set of tasks to another in order to achileve
the organization's goal. By introducing coordinative
decisions the confusion surrounding participation in
decision-making, could be eliminated. In the case of
coordinative decisions vertical conflicts may arise
through the withdrawal of subordinate legitimacy but it

1s not endemic to the relationship. In fact coordinative
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decisions tended to free specialists from bothersome
tasks and permitted them to focus their attention upon
the solutions of thelr own problems. Finally, it was
found that specialization and communication can effect
the social relationships between posdtions. Further,
each had an impact on determining the manner in which
legitimacy was extended to or withdrawn from superiors

for making certain coordinative decisions.

Integration and Conflict

Background of the Concepts

Integration and conflict have become two of the
conceptual cornerstones of modern sociological theory.
Each represents a particular method for examining social
life, and for focusing upon the relatlonships among
social units. Thelr importance has been ralsed to the
point that each concept has become a tool for categorizing
soclological ’cheories.31 Nisbet, 1n exploring the roots
of nineteenth century social thought, indicates how
integration and conflict came to occupy pivotal points
in explaining socletal organization and human behavior.32

Integration theories are concerned with explaining

how man comes to accept the domlnant roles, norms, and

31ponaia Martindale, The Nature and Types of Socio-
logical Theory (Boston: Houghton Mifflin Co., 1960).

32Robert Nisbet, The Sociological Tradition (New
York: Basic Books, 1966), 3-20.
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values which the larger society extends to him. Theories
of this type are concerned with such questions as con-
sensus, equilibrium, and cohesion which emerges among
individuals.33

Conflict theories have focused upon an opposing set
of questions. They have been concerned with how differ-
ing social experilences lead to conflicting interests, and
a rejection of the dominant norms and values. These
theorlies are concerned with dissensus, disequilibrium,
and thus conflict between socletal sub-parts. Further,
conflict theorists have criticized theories of integra-
tion for not including dissensus and varying interests

into their explanation.3u

While there has been a tendency
for one type of explanation to be counterposed against
the other, this need not be the case as several authors
have argued. They assert that one explanation complements

the other.35

33For a first statement of the relatlonship between
roles, norms, and values, see Talcott Parsons, "The Place
of Ultimate Values in Sociological Theory," International
Journal of Ethics, Vol. 45 (April, 1935), 282-316., For
a discussion of consensus, equilibrium, and the problem
of integration see Alvin Gouldner, "Reciprocity and
Autonomy in Functional Theory," in Symposium of Socio-
logical Theory, ed. by Llewelyn Gross (New York:
Harper and Row, 1959), 248-255.

3%Ralf Dahrendorf, Class and Class Conflict in
Industrial Society (Stanford: Stanford University Press,
1959), 157-165; and David Lockwood, '"Some Remarks on the
Soclal System," British Journal of Sociology, Vol. 7
(1956), 134-146.

35Pier-re Van Den Berghe, "Dialectic and Functionalism,"
American Sociological Review, Vol. 28 (June, 1965), 372.
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These two concepts have carried over into the
area of formal organization. Because of the contrived
nature of organizations, however, there has been con-
siderable attention given to promoting integration and
to reducing conflict. 1In order to achieve a corporate
goal it 1s essential that all positions responsible for
achieving the goal be Integrated to some degree.

This has led most theories of industrial management
to focus upon methods of integration. KXrupp has com-
mented on the role of integration in organizational
theorles:

through integratlon, the parts of a system merge

into unity. More than a process, integration is

a goal of human activity. It 1s a mechanism for

control, a method of decision-making and a

behavior characteristic.36
For organization theorists, then, integration represents
a social unity emerging from the functional relationships
between participants and their tasks. These authors
assume that social integration willl have a direct
positive bearing upon the functional relationships speci-
fied by the organization.

Just as soclal integration is given a positive

evaluation by organizational theorists, conflict 1s

372; Gehard Lenski, Power and Privilege (New York:
McGraw Hill Co., 1966), 17-22; and Merton, Social Theory
and Social Structure, 39-41.

36Sherman Krupp, Pattern In Organization Analysis
(New York: Holt, Rinehart, and Winston Inc., 1961), 803.
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viewed as pathological and thus detrimental to the
achievement of organizational goals.37 These arguments
fall to consider the alternative relationships that

exlst between Integration and conflict and the achleve-
ment of organizational goals. Conflict may promote
certain goals Jjust as integration may be detrimental to
their realization. By treating neither variable in a
neutral manner organization theorists may have limited
thelr ability to explalin the complex set of relationships

that comprise the organizational tasks.38

Social Integration

Towards a Definition of
Integration

Social integration is an important sociological con-
cept which has been subjected to a variety of interpre-
tations. Some authors have used 1t to describe the rela-

tionships between an individual and the system, others,

37March and Simon discuss conflict in reference to
ways that 1t can be eliminated from the organization.
Dalton also views conflict as pathological and thus
descrlbes methods for its reduction. March and Simon,
Organizations, 113-135; and Melville Dalton, "Conflict
Between Staff and Line Manager Officers," American Socio-
logical Review, Vol., 15 (June, 1950), 342-351.

38Par'sons, Max Weber: . . . , 132-135; Lewls Coser,
The Functions of Social Conflict (New York: The Free
Press, 1966); and Robert C. North, et al., "The Integra-
tive Functilons of Conflict," Journal of Conflict Resolu-
tion, Vol. 4 (September, 1960), 355-370.
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employ it to describe the quality of the system.
Theoretically integration is a summarizing concept
describing system characteristics which would otherwise
require the use of several more limited concepts. Its
use as a summarizing concept depicts 1ts value for
sociological theory, while at the same time pointing to
its limitations for empirical research.

In thils study integration will be used to define
the quality or "degree of systemness" among constituent
parts of formal organizations. According to Morse, this
definition of integration is consistent with Parsons'
use of the term, and he summarizes Parsons' description
of the concept in the following way:

The integrative problem is that of holding coopera-
ing units in line of creating and maintaining
solidarity despite the emotional strains involved
in the processes of goal attainment and the manner
of sharing the fruits of cooperation.39

If integration describes the quality of a system,
that is, the extent to which smaller units can be viewed
as components of a larger social unit, then the question
must be raised as to what are the operational components

of integration.uo

39Chandler Morse, "The Functional Imperatives," in
The Social Theories of Talcott Parsons, ed. by Max Black

(Englewood Cliffs: Prentice Hall, Inc., 1961), 114,

uOAt this point an important strategy Jjudgment must
be made. There are a variety of theoretical approaches
to the study of integration, each using slightly different
concepts and arriving at different theoretical structures.
In this study it was decided to draw upon the works of
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After reviewling Parsons writings, as well as many

of the authors who have attempted to explicate his

Talcott Parsons and the many authors who have attempted

to clarify and elaborate his works. This decision was
made for the followlng reasons. First, Parsons views
integration as a quality of a social system. It 1is
important to have this system perspective in order that a
point of reference is constantly within view. Further, it
permits researchers to look for indicators of system boun-
daries, and for the attributes which maintaln those
boundaries. Thls point may be summarized by saying that
Parsons' work has been raised to a higher state of
development than other theories employing integration.
Secondly, and this point flows from the first, by drawing
upon a single theory as the basis for building the concept
of integration it will hopefully be possible to focus some
indirect emplrical attention upon Parsons' schema. It 1is
one of the key points of inquiry to pursue a single line
of theory at any one time. While the desire to "pull
together" a number of incomplete theories is often
enticing, the fruits from such an effort leads in no
single theoretical direction. At this point then, it
seems unwise to develop new amalgams without first having
exhausted the ones which already exist. The third reason
for adopting Parsons' approach is that the alternatives
seem to be even less precise in their language and points
of reference.

Holzner has provided an excellent review of the
literature on the concept of integration. He notes that
there are three distinct levels at which integration may
operate--the sociopersonal, the social, the societal, and
the sociocultural. Burkart Holzner, "Integration in
Sociological Theory," Sociological Quarterly (Winter, 1967),
51-62. At the first level, integrating personalities with
soclal systems, there 1s a considerable amount of litera-
ture on the subject of cohesion. Integration as used
by these authors 1s not a quality of a social system, but
a mechanism for assessing the "fit" between the individual
and the socilal system. The quality of that system is then
measured through the cohesion which it exhibits. See
Peter Blau, "A Theory of Social Integration," American
Journal of Sociology, Vol. 65 (May, 1960), 545-556,
Marshall Clinard, "The Group Approach to Social Re-
Integration," American Sociological Review, Vol. 14 (April,
1949), 257-262. James Davis "Structural Balance, "Mechani-
cal Solidarity and Interpersonal Relations," American
Journal of Sociology, Vol. 68 (January, 1963), L44L-862,
Neal Gross and Walter Martin, "On Group Coheslveness,
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theories, three dimensions of integration were selected
for this investigation. Parsons discusses integration
through the concept of system. Thus some attention must
be given to this concept in order to show how the com-
ponents of integration flow from a system. Martel

has completed one of the most precise analyses of Parsons
work on the soclial system. Based upon an intense review

of Parsons and Shill's Toward a General Theory of Action,

Martel asserts that a socilal system is based upon inter-
active events exhibiting three characteristics.

1. The participants in the system are committed
to a collective goal orientation or common values.
2. They are further committed to complementary
interaction involving a conception of legitimacy
in terms of accepted values, and 3. The partici-
pants engage in concerted action at least to the
extent of supporting one another in negatively
sanctioning role violations by others.

Given these characteristics Martel concludes that:

Comment by Schachter, and Rejoinder by Gross and Martin,"
American Journal of Soclology, Vol. 57 (September, 1952),
546-564, All of these approaches deal primarily with
integration into informal groups on an interpersonal
level., Further, as Holzner has observed, much of the work
at the social and societal levels dealing with integration
has operationalized the concept through common orientations.
But, the problem of integration 1s not how similar parts
fit together, the question is how do different parts
become integrated into the system. This is essentially
what this study conslders; how speclalists with different
orientations, different tasks to perform, and different
perspectives on the organization, become integrated 1into

a system of socilal relationships. This question does

not become a viable alternative 1in other discussilons of
integration. For these reasons this study willl develop
the concept of integration based upon the work of Parsons
and those who have discussed hls writings.
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A social system, thus formulated, exists to the
extent that actors possess a cooperative orienta-
tion based on shared commitments to goals and role
expectations having normative significance.lil
These quotations suggest two dimensions of integration--
support and communication. Since communication seems
most basic it will be examined first.

Communication is central to the development of
expectations and obligations associated with a given role,
without some form of communication through which units
of the system can make their expectations known to others
there 1s 1little opportunity for the development of inte-
grated relationships. Thus Parsons principle of "double
contingency" implies communication for the development
of role behavior.42 Communication does not automatically
assume integration, though in some cases increased com-
munication will promote increased integration. The
argument here 1is that without communication there 1is not
likely to be any social integration among constituent
units, and as a result no system will emerge. Communica-
tion does not have to be direct or personal, although in
this study it will be treated as such. A second com-

ponent of integration which the above quotations suggest

1s support. Underlying an integrated social system 1is

ulMartin Martel, "Some Controversial Assumptions
in Parsons' Approach to Social System Theory," Soclologi-
cal Inquiry, Vol. 34 (Spring, 1964), 55.

qudward Devereaux, Jr., "Parsons Sociological
Theory," in Social Theories of Talcott Parsons, ed. by
Max Black, op. cilt., 25.
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some element of cooperation in the playlng out of system
roles. Further, cooperation implies that there 1s support
for a role performance in that others play out counter-
roles and thus assist in making the performance a reward-
ing experience. Not only will units in a system support
positive performances of role behavior but they also
cooperate to sanction and thus withdraw support for
violations in role performance. Thus there 1s some
evidence to indicate that support 1s an essential part

of system integration, and that it emerges through com-
munication among constituents of the system.

There i1s a third component of integration which
can be inferred from his description of a social system.
Communication and support in the playing of system roles
is based upon a shared commitment to the role expecta-
tions set out by the system; this implies that consti-
tuent units come to identify with the system into which
they are 1ntegrated. Thus, a relationship between each
unit and the system as a whole becomes a third component
of system integration.

Bronfenbrenner in discussing Parsons' theory of
identification draws on the following quote:

The end product of thils phase of the socialization
cycle seems to be the appropriate place to use the
term identification. This essentially means that
internalization of the new object system has been

successfully completed . . . that from now on
ego's major 'predispositions' or 'orientations'



Ly
are to act in terms of the internalized object 43
system and the motives which are organized in it.
This quotation indicates that through the process of
identiflication, roles become internalized and thus con-
stituent units of the system become committed to the
social arrangements of that system.

Identification with the role expectations and
patterns of normative behavior which compose a socilal
system implies that constituent units come to regard
that system as a point of reference for thelr behavior.
Identification with a system suggests that the system
becomes a reference group for gulding the behavior of
its constituent units. Thus the third underlying dimen-
sion of an integrated system 1s that 1t acts as a reference

group in guiding the behavior of the constituent units.uu

u3Urie Bronfenbrenner, "Parsons' Theory of Identi-
fication," in The Soclal Theories of Talcott Parsons, ed.
by Max Black, op. cit., 199.

uuThe concept of a reference group has proven to
be a valuable explanatory varlable in soclal research.
Its importance derives from 1its use as a linking concept
between a given individual or unit and the larger socilal
order of which the individual or unit are a part. The
value of this concept for research 1s best depicted in
the following works. Robert Merton and Alice Kitt,
"Contributions to the Theory of Reference Group Behavior,"
in Continuities in Social Research, ed. by Robert Merton
and” Paul Lazarsfeld (Glencoe: Free Press, 1950), 40-106;
S. N. Eisenstadt, "Reference Group Behavior and Social
Integration," American Sociological Review, Vol. 19
(April, 1954), 175-185; and E. J. Baur, "Public Opinion
and the Primary Group," American Sociological Review,
Vol. 25 (April, 1960), 208-219. Other theoretical
treatments of the concept can be found 1in the following
works. Harold Kelley, "Attitude and Judgements as Influ-
ence by Reference Groups," in Readings in Social
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Thus, communication, support, and identification
underlie the more general concept of integration by
specifying the relationship among sub-parts of a potential
system. To relterate, however, no claim is made that
this 1listing exhausts the components of integration.
Investigating these dimensions of integration does, how-
ever, facilitate an understanding of its use in the
theoretical literature. To determine 1f these concepts
are lmportant indicators of integration, thelr use 1in
the formal organization literature will now be reviewed.

Social Integration and Organizational
Relationships

Communication

Communicatlon is a basic mechanism for the operation
of complex organizations. Barnard has argued that accom-
plishing a cooperative purpose, which i1s the baslc goal

of all organizations, can be achleved only through the
45

communication of that purpose.

Psychology, ed. by G. Swanson T. Newcombe and E. Hartley
(New York: Holt, Rinehart and Winston, 1952). For an
article outlining the concept as it will be used here see
T. Shibutani, "Reference Groups as Perspectives," American
Journal of Sociology, Vol. 60 (May, 1955), 562-569, Other
discussions of the subject include: M. Sherif, "Reference
Groups in Human Relationships," in Sociological Theory: A
Book of Readlngs, ed. by L. Coser and Bernard Rosenberg
(New York: The Macmillan Co., 1964), 270-275; and M.
Sherif"and C. Sherif, Reference Groups (New York: Harper
and Brothers, 1961).

Recent inquiries into

45Chester Barnard, The Functions of the Executive
(Cambridge: Harvard University Press, 1938), 89.
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the role of communication in organizations indicate that
communication flows through the channels of authority,
and within the areas of expertise. These two networks
may not overlap, thus creating coordination problems
for the organization.u6 Geutzkow notes that, what he
calls "information exchanges" tend to flow in the‘oppo—
site direction of the authority networks, yet this observa-
tion 1s largely discredited by empirical work.u7 Cyert
and March believe that information flows in the same
direction as authority, since information is assessed
at higher levels and then diffused downward to the relevant
sub-parts of the organization.u8

The hlerarchy of authority seems to best describe
the directions and channels by which communication flows
through an organization. There is at least one other
area of research whilch corroborates this conclusion. A
review of the small group literature indicates that as

status differences emerge, changes occur in the way

collective tasks are solved. Status differences were

M6Simon, Smithsburg, and Thompson, Public Administra-

tion, 235; and Thompson, Modern Organizations, 11l1.

u7HarOld Geutzkow, "Communications in Organizations,"
in Handbook of Organizations, ed. by James G. March
(Chicago: Rand McNally and Co., 1965), 543,

usRichard Cyert and James March, Behavioral Theory
of the Firm (Englewood Cliffs: Prentice Hall, Inc.,
19637, 104,
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found to reduce communication and support between super
and subordinates in the group. Further, status differences
encouraged subordinates to choose friends who were of a
higher status, but superordinates did not reciprocate in
thelr selections, and instead chose people of equal or
higher status. This factor may have been instrumental
in leading to the decline in support and communication
between these pos:l.tions.u9
There is 1little evidence to 1ndicate what form
communication takes among experts. One author does point
out that conflict arlises when administrators attempt to
impose directives that experts consider irrelevant or
disrupting to the performance of their tasks.50 This
implies that status based on formal authority and status
based upon expertise may be antagonistic and lead to
conflict where the two channels of communicatlion become
Joined. It 1s an open question, however, as to whether

differing orientations, or simply differences in social

ugHarold H. Kelley and John W. Thibaut, "Experi-
mental Studies of Group Problem Solving and Process," in
Handbook of Social Psychology, ed. by Gardner Lindzey
(Reading: Addison Wesley Co., 1954), 736-764, and
especlally 772-776; Harold Kelly, "Communication in
Experimentally Created Hierarchies," Human Relations,
Vol. 4 (February, 1951), 39-56; and Jacob Horowitz, et
al., "Some Effects of Power on the Relations Among Group
Members' in Group Dynamics, ed. by Dorwin Cartwright and
Alvin Zander (Evanston: Row Peterson Co., 1953), 483-492,

50James D. Thompson, "Organizational Management of
Conflict," Administrative Science Quarterly, Vol. 5,
(March, 196I), LUB5-521.
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status lead to conflict between administrators and

specialists.51

But if open lines of communication
exlst, in conjunction with alternative systems of status
rewards, integration may increase among the speclalists.
This 1n turn could lead to a discounting of the admin-

istrative hierarchy.

Social Support

The organizational literature on social support
indicates that 1t 1is closely associated with communica-
tion. The importance of support for improving social
relationships among organizational participants 1s well
documented in the organization literature., Blau and
Scott found that increased support among participants
at the same level of the organizatlion tended to reduce
anxiety toward their tasks and to increase integration
among members. Likewlse subordinates react favorably to

supportive behavior from their superiors.52

In general,
supportive relationships tend to integrate organizational
members, regardless of differences 1n positions, and to
improve thelr performance and attitudes toward the organi-

zation.53

SlPelz, "Interaction and Attitudes Between Sub-
ordinates and Staff."

52B1au and Scott, Formal Organizations, 98.

53C§1s Argyris, "Understanding Human Behavior in
Organizations," in Modern Organization Theory, ed. by
Mason Haire (New York: John Wiley and Sons, 1959), 115-
154; and Renis Likert, New Patterns of Management (New
York: McGraw Hill Book Co., 1962).
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There are some data taken from the study of school
organizations which also recognize the importance of
supportive behavior for eliciting positive responsiveness
from teachers toward administrators in theilr building.
Halpin, in a study of school superintendents, found
that there were differences between the degree of con-
sideration which the superintendent thought he should
exhibit and what teachers perceived him as displaying.
Consideration was equated with supportive behavior on
the part of the superior. Teachers in general tended to
desire more individual consideration than superintendents
were willing to demonstrate. kHowever, Sweitzer found
that teachers desired less individualized attentlon and
support than the principal offered. This indicates that
there are some discrepancies in the type of relationships
teachers desire to maintain with administration., It
also evidences a desire on the part of some subordinates
to relate with superiors in more formalized and impersonal
ways. Neilther study considered the relationships among
the teachers themselves to determine the exlstence of
other systems of status and rewards which might offset
the need for attention from superiors.su

This literature suggests that support among

participants in an organization positively affects their

5MHa.lp:l.n, Theory and Research in Administration;
and Swelitzer, Role Expectations and Perceptions of
School Principals.
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soclal relationships. As with communication, however,
there is some indication that where other status systems
or sources of rewards exist, they may reduce subordinates
desire for support from superiors. In this case meaning-
ful support becomes limited to the peer group and thus
integration follows horizontal rather than vertical

directions.

Reference Groups

Like the other components of integration, reference
groups have an important impact upon the direction which
integration takes in formal organizations. Gouldner
found that cosmopolitans tended to identify with their
professional colleague group, and thus to exhibit a low
identification with the organization in which they

worked.55

Other studies indicate that thils holds true only
so long as the rewards from professlonal colleague group

56

exceed those which the organization can offer. Thus

identification with reference groups serves to integrate
the individual or group with a common point of reference.
In a study of teacher organizations, Corwin found that

identification with the administrative hierarchy led to

55Gouldner, "Cosmopolitans and Locals."

56Warren G. Bennis, et al., "Reference Groups and
Loyalties in the Out-Patient Department," Administrative
Science Quarterly, Vol. 2 (March, 1958), 481-500.
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conflict if teachers perceived the administration as
not acting in their best interests. Professionals on
the other hand, exhibited less conflict with the admin-
istration since their point of reference was oriented
toward the colleague group.57

In another study, Eisenstadt found that subordinates
identified with authority positions only so long as those
positions legitimated the aspirations of the subordinates.
This finding summarizes much of the literature described
above, subordinates identify with administrative positions
only so long as those positions offer significant rewards
for them. When no such rewards are forthcoming, or
where they are exceeded by rewards from other groups, or
organizations, subordinates tend to shift their loyalty
to those units.

Blau and Scott, in thelr study of governmental
agenciles, found that as workers 1mproved their informal
status, and became more integrated into their work group,
they also came to 1dentify more closely with their peers.
This finding related 1dentiflcation with peers to the
development of informal reference groups within the
organization. These findings, like the ones for communi-

cation, and to a lesser extent for support, indicate the

57Ronald Corwin, "Militant Professionalism:
Initiative and Compliance in Public Education, Sociology
of Education, Vol. 38 (Summer, 1965), 310-331.
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relationships among participants at the same level of
an organization tend to emerge through both the social
and technical relationships they have with superiors.

In summary, this section has dealt with examining
the components of social integration as they are sug-
gested by Parsons' approach to the problem. Three com-
ponents of integration were gleaned from discussions of
the subject. They were communication, support, and
identification with a reference group. No claim was
made that this listing exhausted the range of components
of integration, but their relational character implicates
them as 1lmportant components of the concept.

In reviewing the organiéational literature on
these components, it was found that communication networks
were restricted by the hierarchy of authority, and the
degree of expertise in an organization. The authority
and expertise networks seemed to operate indepqndently;
when they did cross, however, 1t engendered conflict
between the administrative positions and the specialists.
Support was viewed as an important component of integra-
tion. Supportive behavior, when 1lnitiated by superiors,
increased subordinates willingness to comply with organi-
zational demands. Finally, reference group ldentification
was closely related to the reward structures of the
organization. Where subordinates gained rewards from the

organization they tended to i1dentify with it. Where such
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rewards were withdrawn, subordinates either came to
reject superlors, or to engage them 1n conflict., Where
no such ldentification existed, the subordinates were
not concerned with the activitles of the organization.
Identification with a peer reference group was found to
be dependent upon the status an individual could claim
in the peer group. Those of high status were more
closely integrated into the group and thus ldentified
with i1t. Thils finding, like the others, indicates that
rewards determine how individuals come to 1dentify with
and to take on certain reference groups 1n the organiza-
tion. In the next sectlion the nature of conflict within

the organization will be examined.
Conflict

Towards a Definition of Conflict

Just as the vitality of a system can be measured
by the degree of subunit integration, the breakdown of
the same system can be viewed in terms of the conflict
between incumbents of varlous positions. From Parsons'
perspective then, where conflict prevails there may be
meaningful interaction but no soclal system can exist.
There are a varlety of reasons why conflict arises between
social units. Theorlies eminating from the Marxian

tradition focus upon basic differences in interests and
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58 Other

social experiences as the root of conflict.
discussions of conflict focus upon the distinctions
" between organizational expectations and individual needs.
Argyris believes that organizational expectations require
more of an infantile passivity rather than the initilative
and independence assoclated with adulthood.59
Conflict also emerges when various reference groups
hold inconsistent expectations for the occupant of one
position. This type of conflict recognizes the importance
of the audiences before which individuals carry out their
activities. At another level it implies that conflict
may arise from the inconsistenclies between the role
requirements and what the individual personally believes
to be correct.60 Finaliy, Seeman describes several
intrapersonal dimensions of conflict experienced by
schocl superintendents, First, is the status dimension

which involves conflict between the success ideology

and the equality ideology. Second, 1s the contradiction

58Karl Marx and Fredrick Engels, The German
Ideolo (New York: International Publishers Co., 1947),
1-43; and Dahrendorf, Class and Class Conflict in
Industrial Societles, 173-179.

59Cris Argyris, Personality and Organization (New
York: Harper and Brothers, 1957), 50-51.

60Ralph M. Stodgill, "Personal Factors Assoclated
with Leadership: A Survey of the Literature," Journal
of Psychology, Vol. 25 (January, 1948), 35-37. Also
see Samuel Stouffer and Jackson Toby, "Role Conflict and
Personality," American Journal of Sociology, Vol. 56
(March, 1951), 395; and Jackson Toby, "Some Variables 1n
Role Conflict Analysis," Social Forces, Vol. 30 (March,
1952), 323.







55

between dependence and independence; individuals demand
more volce in the direction of a system but reject the
responsiblity which must accompany the giving of
directions. A third dimension of conflict is the cholce
between universalistic criteria versus personalized
criteria of Judgment.6l

At a more abstract level, some theorists have
argued that conflict 1s essentially a competition for
scarce resources and positions. This argument equates
conflict and competition and draws no distinction between
the two concepts. Competition cannot be equated wilth
conflict, since soclietal organization establishes
parameters governing the exercise of competition. Thus
sporting events are competitive, but they have specific
rules governing their enactment. Two organizations
vylng for a large contract are competing for a resource
but there are also norms governing how thils 1s to be
conducted. In contrast, however, conflict has no
rules for 1its enactment. Opponents devlise strategiles
designed to inflict injury upon each other; the element
of destruction thus looms large 1n the realm of conflict.

No such desire to destroy seems associated with

61Melvin Seeman, Social Status and Leadership: The
Case of the School Superintendent (Columbus Bureau of
Educational Research, The Ohioc State University, 1960),
1-35., For a general discussion of role conflict 1n the
educational system see J. W. Getzels and E. G. Guba,
"The Structure of Role and Role Conflict in the Teaching
Situation," Journal of Educational Sociology, Vol. 29
(September, 1955), 30-40,
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competition, and, in fact, prescription for the execution
of competition 1s designed specifically to prevent such
occurrences.62

From this review there appears to be a number of
ways in which conflict can arise, it may be intra-personal,
interpersonal or intergroup, in each case however, it has
similar consequences for the social system in question.

Regardless of the level at which conflict appears,
it disrupts the vitality of the soclal system in which
the actors are participating. Conflict calls into
question the roles, normative patterns and the goals of
the system; refusal to comply with these soclal pre-
scriptions 1is indicative of the incompatibility between
the components. Thus, Qhatever the source of the dis-
agreement, the consequences which it has for the functions
of a system remains the same. Deutsch has summarized the
relationship among parties to a conflict by focusing upon
the degree of incompatibllity between the expectations,
and goals assoclated with each party to the conflict.

Incompatibility between two acting systems can
be measured in terms of the sum of the probable

changes--that 1s, the probable changes in inner
structure--that would occur in System A, and of

62For a discussion of conflict as competition see

Raymond W. Mack and Richard C. Snyder, "The Analysis of
Social Conflict," Journal of Conflict Resolution, Vol. 1
(June, 1957), 215-248; and Kenneth Boulding, Conflict
and Defense (New York: Harper Torch Books, 1962), 8.
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the changes in System B, if the inner programs

of each of these two systems were carried out .63
In pointing to incompatibilities between parties to a
conflict the emphasis is upon the amount of disagreement
and not upon its source. Thus by conceptualizing conflict
in this manner, it becomes a summary term for the perceived
incompatibilities between participants in the organization.
Based on this review of the literature, organizational
conflict can now be considered.

Organizations are generally conceptualized in

terms of the authorlty structure and the cooperation
achieved through functional interdependence. This per-
spective, however, avoids many of the internal problems
which organizations must resolve. One author has observed
that organizations might be more meaningfully conceived of
as an amalgam of interest groups each bent upon pursuing
its own goals to the exclusion of others.6u The rela-
tionship between functional and social interdependence
is always problematic. Improper functiocnal relation-
shlps lead to social conflict between components of the
organization. But as March and Simon point out, for
intergroup conflict to arise,there must first be an

absence of individual conflict. Thus, by 1lmplication

63Karl Deutsch, The Nerves of Government (New York:
The Free Press, 1966), 112.

64

Krupp, Pattern in Organizational Analysis, 169-

171.
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they recognize that social conflict can promote inter-
personal integration. In general, they assert that
conflict grows out of the need for joint decision-making
and differing perceptions of reality. Thus, as inter-
dependence increases, there is a greater potential for
conflict over the goals to be pursued, the perceptions
of reality, and over scarce r'esources.65
Just as interdependence creates conflict among
similar levels of the organization the authority structure
creates conflict between levels. Vertical conflict
between supervisors and subordinates arises from the
lack of legitimacy which subordinates 1nvest in superiors
direction. Much of the literature on this question has
already been cited but one study of particular importance
deserves more consideration at this point. Scott has
observed that certain organizations employ participants
who exhibit varying degrees of expertise. Variation in

expertise leads to problems of structuring. Organizations

65On this general point of interdependence and con-
flict see the following: March and Simon, Organizations,
112-122; James D. Thompson, Organizations in Action (New
York: McGraw Hill Book Co., 1967), 138; Henry Landsberger,
"The Horizontal Dimension in Bureaucracy," Administrative
Science Quarterly, Vol. 6 (December, 1961), 299-332; and
Paul Lawrence and Jay Lorsch, "Differentiation and Inte-
gration in Complex Organizations," Administrative Science
Quarterly, Vol. 12 (June, 1967), 149. Jules Henry, "The
Formal Structure of a Psychiatric Hospital," Psychiatry,
Vol. 18 (May, 1954), 139-152; and Michel Crozier,
"Human Relations at the Management Level in a Bureau-
cratic System of Organizations," Human Organization,
Vol. 19 (Summer, 1961), 51-64,
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must cover all contingencies established by the least
expert of the participants. 1In so doing, howevef, they
incur hostility from the more expert participants who
demand greater autonomy over their work. This sets in
motion conflicting relationships between the most valued
employees and the administration. To resolve this
dilemma supervisors are expected to treat subordinates
in an individualized manner thus taklng into account
their differential expertise. Such conflict reducing
mechanisms may, however, serve to subvert organizational
objectivity and lead to even greater conflicts as
participants learn they are being treated differentially.66
In summary, by viewing éonflict as incompatibility
between the soclal prescriptions to which individuals or
soclal units subscribe, allows researchers to focus upon
the consequences of conflict rather than its sources.
More important however, is that such a conception allows
for an analysis of the breakdown of a system Just as
integration permits an examination into the quality or
vitality of a social system. Thus, by considering
conflict and 1ntegration as moving along a single
dimension it is possible to investigate the degree of
"systemness" between and among participants at various

levels of the organization hierarchy. Thus, the impact

66w. Richard Scott, "Reaction to Supervision in

Heteronomous Professional Organizations," Administrative
Science Quarterly, Vol. 10 (June, 1965), 65.
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of functilonal relationships such as specialization and
centralization of decision-making can be assessed in
terms of the way they promote integration or incur con-
flict among the participants.

Statement of the Theory and the
Development of the Hypotheses

In this chapter the four concepts to be used in this
dissertation were developed. The discussion was often
polemical pitting one school of thought against another.
The effort was designed to uncover contradictions and
weaknesses 1in the arguments posed by the different schools.
Often the arguments were long and complex, and the
counter-arguments equally abstruse; as a result the reader
may have lost and regailned, only to lose again the slender
thread of reasoning running through these discussions.
Being the case, it 1s thus necessary to summarize the
logic of the dissertation. In attempting to put down a
single line of reasoning frocm which hypotheses emerge
one argument is implicitly given more currency than
another. The logic, however, like all argument in the
social sclence, is a series of strategy judgments con-
cerning which school of thought speaks most pertinently
about the problems under investigation. Thus, when the
hypotheses are accepted, the strategy Jjudgments are
temporarily confirmed. But when the hypotheses are

rejected, all 1s not at a loss, alternative arguments
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must then be pursued and elaborated. Rejected hypotheses,
though never satisfying, should not lead to an admission
of fallure, instead they hopefully point the way for new
reasoning and exploration.

Specialization is a fundamental attribute of
organizations, it divides functions into component
elements and hopefully provides for thelr interrelation-
ship at some succeeding point. Organizational tasks vary
according to their complexity and the skills they require
for completion. To perform complex tasks individuals must
have prior training in that specialized area. Such
independent training outside the organization, coupled
with the standards established by the larger society,
immedlately suggest a professional orientation. 1In this
chapter, however, it was argued that speclalized training
did not alone qualify a person as a professional. One
important difference was that the specialist was limited
to working in certaln organizations which demanded his
services, and in turn provided him with rewards. School
teachers were regarded as specialists trained to perform
a limited set of functions. They did not, however, meet
the entire range of institutionalized requirements
assocliated with a professional orientation.

Inherent to specialization is a functional inter-
dependence of tasks. Functlonal interdependence relates

speclalists to tasks, but i1t also relates speclalists
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socially. This has led traditional themes in the organi-
zational literature to associate specialization with
horizontal integration among the experts assigned to
interdependent tasks. But specialization, if it is to

be effective, depends upon more than the integration of
experts, 1t 1lnvolves all personnel assoclated with the
completion of the interdependent sets of tasks. This
suggests that integration may extend vertically as well
as horizontally through the organization. It will extend
horizontally only so far as the personnel are directly
associated with the specialized tasks. Because of the
complex and non-routine nature of the specialists'
responsibilities, administrative positions which facili-
tate the completion of such tasks also become integrated
into the social unit. By contrast, administrative posi-
tions which are oriented toward controlling the activities
of the speclallists will create a hostility between the
specialists and themselves. Thls arises because higher
administrators fall to recognize the unique and non-
routine qualities associated with specilalists' tasks.

In attempting to routinize the non-routine, 1t is the
speclalists who cannot comply, and therefore become
hostile toward directives which restrict rather than
facilitate their activities. By the same token, they
become integrated with lower administrators who facilitate

the completion of speclalists tasks.
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Specialization creates greater functional inter-
dependence among related sub-parts of the organization.
This calls for increased coordination of the various
specialities in order to efficlently reach some larger
goal., The traditional argument in the sociological
literature has been that specialization, when accomplished
through the use of experts, leads to conflict between the
expert and the administrator. This line of reasoning was
premised upon two assumptions which thls chapter has triled
to refute. First, experts are not necessarily profes-
slonals; experts possess speclalized skills but they may
still remain loyal to the organization which demands
thelr talents. Second, specializétion does not auto-
matically lead to a centralization of the decision-
making process. The alternative to this argument was
that experts were members of the organization, and
responsive to the rewards whilch it extends to them. As
a result they participate in executing a range of
coordinative decisions which organizations must make 1n
order to meet and solve the problems which arise 1n
the course of achieving its espoused goals. These co-
ordlnative decisions may be executed at all levels of the
organization, and hierarchical positions may be invested
with subordinate legitimacy to make certain decilsions
which would free experts for more pertinent activities.

This argument has receilved considerably less empirical
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attention and as such has not been refined. The theory
presented here attempts to extend and refine this argument.

If specialization creates greater interdependence,
then it should make experts more aware of the decisions
which they themselves must make, as well as what decisions
must be made at higher levels, if the larger goals of the
organizatlion are to be achieved. Thus, as speclalization
increases, experts should extend more legitimacy to their
own coordinative decision-making roles. Further, they
should extend greater legitimacy to those declsion-
making roles of the first line personnel who directly
assist them in the completion of their tasks. Finally,
as speclalization increases, they should extend less
legitimacy to higher administrators since in the face of
specialization higher administration will attempt to
standardize the requirements for tasks and outputs.

Such procedures oppose the speclalists who must work
through complex non-routine tasks which are not subject
to standardization.

If specialization clarifies the decision-making
roles, as exhibited through the increased legitimacy
which subordinates extend to thelr own and selected
other positions, then increased legitimacy should also
promote integration among those positions closely
assoclated with the execution of specilalized tasks.

Extending legitimacy to one's associates is indicative
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of the support communication and identification manifested
among specilalists. By contrast, where less legitimacy is
extended to higher administrative positions there is a
lack of confidence,. on the part of experts, in the coordi-
native decisions which these higher positions are likely
to make.
In the above argument specialization referred to
the manner in which tasks were divided into constituent
elements. As such different positions in the hilerarchy of
the organization will come to have different functional
relationships with the tasks. The differing functional
relationships each position has with the performance of
a serles of tasks will also effect the social relation-
ships which develop among these positions. Thils argument
can be summarized 1n the following general proposition:
As the degree of specialization increases, the
greater the social interdependence among all
positlons assoclated with the completion of a
series of tasks.
From this general proposition three specifying propositlons
can be deduced.
1. As speclalization increases, the legltimacy
extended to positions charged with carrying
out tasks increases,
2. As specialization increases, the integration
among positions charged with carrying out tasks
increases.
3. As the legitimacy extended to positions charged

with carrying out tasks increases, the integration
among those positions 1ncreases.
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From the argument above, and by implication from the

general proposition, three additional propositions are

suggested.

b,

As speclalization increases, the legitimacy
extended to central administrative positions
will decline.

As speclalization increases, the integration
between positions charged with carrying out
tasks and the central administrative positions
will decline.

As the legitimacy extended to central administra-
tive positions, by subordinate positions charged
with carrying out tasks declines, the integration
between these positions will also decline.

From these slx specifying propositions nine hypotheses

for testing can be derived.

1.

As the degree of specialization increases, the
legitimacy which teachers extend to their own
coordinative decislion-making roles will increase.

As the degree of specialization increases, the
legitimacy which teachers extend to principals
will also increase.

As the degree of specilalization increases, the
level of social integration among teachers
within one specialized area of organization will
also increase.

As the degree of specialization increases, the
level of integration between teachers and
principals will also increase.

As the legitimacy which teachers extend to thelr
own declsion-making roles increases, the level
of integration among teachers will 1ncrease.

As the legitimacy which teachers extend to
principals increases, the level of integration
between teachers and principals will increase.
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7. As the degree of specializatlon increases the
legitimacy which teachers extend to higher
administration--superintendents--will decline.

8. As the degree of specialization increases,
the level of integration with administrative
personnel--superintendents--will decline,

9. As the legitimacy which teachers extend to
superintendents decision-making roles increases
the integration between teachers and super-
intendents will decline.

Investing positions with legitimacy to make certain
coordinative decisions does not in fact mean they will
actually be made by that position. The discrepancy between
where certain decisions legitimately ought to be made,
and where they actually are made, will engender conflict
between subordinates and superiors, if the superiors fail
to recognize the normative mandates of the subordinates.
Thus, as principals attempt to usurp the legitimacy
extended to them by the teachers, the greater the conflict
between the teachers and the principal. Likewise, as
superintendents attempt to exceed their legitimized
declision-making roles they too will incur conflict with
the teachers. Finally, as superintendents exceed the
decision-making roles which teachers invest 1in the
principal they will create conflict between the principals
and the teachers. These relationships may be summarized
in the followlng proposition.

As the actual decision-making roles assumed by

superordinate positions exceeds the legitimacy

extended to these positions by subordinates, con-

flict will arise between the subordinate position
and each of the superordinate positions.
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From this general proposition, three hypotheses for
test can be deduced.

10. As the discrepancy between the leglitimacy which
teachers extend to principals, and the actual
decision-making roles which principals assume,
increases, conflict between these two positions
will increase.

11. As the discrepancy between the legitimacy which
teachers extend to superintendents, and the
actual decision-making roles which superintendents
assume, increases, conflict between these two
positions will increase.

12. As the discrepancy between the legitimacy which
teachers extend to principals, and the actual
decision-making roles which superintendents
assume, increases, conflict between teachers
and principals, and teachers and superintendents
will increase.

Thus, as the lines of legitimacy are violated by
superordinate positions, conflict is generated among the
subordinates who must adhere to these enforced decision-
making channels.

The theory proposed here emerges from the review
of the literature in this chapter. It attempts to
specify how specialization and the structure of coordi-
native decision-making effects the nature of integration
and conflict within the school organizations. Not only
does this theory attempt to extend the present thinking
on these subjects but it also implicitly brings into
question certain arguments which have had wide currency
in the soclological literature. In the next chapter the

methods for operationalizing these concepts will be
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discussed and the background factors which might be
effecting the variance along these concepts will be

reviewed.



CHAPTER III

RESEARCH DESIGN AND OPERATIONALIZATION

OF CONCEPTS

Introduction

In this chapter the design of the research will be
outlined, the impact of each district upon the variation
among schools will be assessed, and the concepts
developed in the last chapter will be operationalized.

This research will assess the impact of two struc-
tural varlables, specialization and the location of
decision-making, upon the social relationships in school
organizations. To meet a variety of demands, school
administrators change the functional arrangements of
thelr organizations, which in turn effects the social
relationships among the participants. Logical changes
in functional relationships may have the unwanted conse-
quence of altering the social relationships among
teachers, principals, and the central administration.
This research will focus on two functional relationships
and how they effect the social relationships in the
school system.

Tﬁe hypotheses formulated in the previous chapter
require a sample of school organizations which vary in

70
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the degree of specialization and in the location of their
decision-making. To meet these two broad constraints, 15
public secondary schools from five districts in Michigan
were selected for a comparative analysis of how specializa-
tion and the structure of decisdon-making affected the
levels of integration and conflict among thelr partici-

pants.

The Research Design

The sites for this research were selected in order
to control for environmental variables that might contami-
nate or confuse the analysis. The comparability of the
research sites is particularly important since American
education has been characterized by "grass roots"
control. Where educational policy is formulatéd at the
local level, the wealth of the community, its industrial
base, as well as its occupational and ethnic composition,
and the level of educatlon of 1ts residents all become
important factors 1n shaping the educational policies of
the district. Depending upon how the residents of a
district value education, one would expect to find varying
physical plants, tax base, and salary ranges, as well as
other 1ncentives for teachers and admlnistrative staff.
These factors will in turn have a significant affect upon
the quality of the educational experience to which

students are subjected.
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To eliminate extreme variation, larger districts
serving urbanized areas were selected because they would
most likely have a diversified industrial base, a broad
occupational composition, similar tax bases and state
equalized valuation per resident student, and a comparable
set of values towards educatlon. Since most large urban
school districts correspond roughly to city boundaries,
the Michigan census was used to select citlies where the
study could be undertaken. Michigan, in 1960, had six
urban places where about 100,000 or more people live,
with five of these containing districts of about the same
size, Five of these places were utilized for the study
since the sixth urban area wés disproportionately larger
than the others (see Table 2 for statistics).

While the five districts are not entirely comparable
on all dimensions there 1s sufficient similarity to carry
out the study. Moreover, the differences are not con-
sistent along all dimensions. As an example, population
differences do not seem to be indicatlve of other
differences among the districts, though differences in
size are reflected in the number of certified teachers
employed 1n the district. Most important, there 1is close
comparability on the pupil-teacher ratio and the minimum
starting salary for teachers. These figures reflect the
quality of teachers that these districts can attract,
and more indirectly, they reflect each community's com-

mitment to education.
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The most significant difference among the districts
1s the state equalized valuation for the Dearborn
District. This high valuatlon reflects the high property
values of that district. Contributing most to this dif-
ference 1s the large automobile manufacturing concern
located within that district. Since industrial concerns
contribute to schools based upon thelr assessed value
this feature distinguished Dearborn from the other
districts.

These data then suggest that differences among
districts should be considered prior to viewing all
schools as representing independent samples from a larger
population. The differences, while they exist, do not
seem sufficiently great to exclude the schools from any

one district.

The Sample

Once the citles and districts were selected, the
individual schools were categorized 1n each district
into sampling levels. These levels were: klndergarten
through the sixth grade, seventh through ninth grades,
and tenth through twelfth grades. To 1lnsure comparability
in drawing the sample several schools were eliminated
which did not conform to this gradation. In thils research
only 7-9 and 10-12 grades were used. Only Jjunior and

senior high schools were used because it was decided that
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they would reflect a greater degree of specialization and
a broader range of coordinative declsions. Moreover,
thelr increased size would permit a wider range of inte-
gration and conflict than wculd be possible in the
smaller elementary schools. A total of 18 high schools
and 28 Jjunior high schools qualified to be included in
the sampling frame. The disﬁribution of 7-9 grades and
10-12 grades by district and the range of faculty silze

by district are presented in the followlng table.

Table 3.,--=-Total number of usable administrative units in
grades 7-9 and 10-12 and their range of faculty size by

district.
District
I IT III IV v

Total number of

usable adminis-

trative units

7-9 3 9 6 5 5

10-12 3 ot 5 3 3
Range of faculty

size 4o-103 68-78 17-86 71-101 51-89

Again the districts seem comparable wilth two
€Xceptions. First, district I has only three 7-9
administrative units from which to sample. This is due
Yo the fact that five sampling units had to be dropped

since they did not correspond to the stratifying rules.
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Each of these units was of the k-9 type and therefore
could not be included in the sampling population.

Secondly, the range of faculty 1s consistent with
one exception. In district three one of the Jjunior high
schools had only seventeen faculty members. Because of
its small size, with respect to the other schools in the
district, conclusions based upon this school will have to
be evaluated in light of<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>