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Most s o c i o l o g i s t s  have accepted  the  Weberian c o n c e p t u a l i z a t i o n  of 

o r g a n i z a t i o n s  a s  a r t i f i c i a l  c o n s t r u c t s  w i t h  which t o  marshal1 a v a i l -  

a b l e  means i n  p u r s u i t  of a  s e t  of g o a l s .  The g o a l s  a r e  taken a s  given,  

and t h e  problem f o r  t h e  o r g a n i z a t i o n  i s  e s t a b l i s h i n g  s t r u c t u r e s  through 

which the  means o r  r e s o u r c e s  can be e f f i c i e n t l y  used .  The organiza-  

t i o n a l  r e s o u r c e s  i n c l u d e  t h e  energy,  s k i l l s ,  and knowledge of t h e  

people who work i n  t h e  o r g a n i z a t i o n .  These must be i n t e r r e l a t e d  wi th  

t o o l s  and raw m a t e r i a l s .  I n  o r d e r  t o  a c h i e v e  t h e  d e s i r e d  s t r u c t u r e d  

r e l a t i o n s h i p s  of t h e s e  f a c t o r s ,  r o l e s  a r e  des igna ted  t o  which i n d i -  
I 

y i d u a l s  can  be f i t t e d .  I n d i v i d u a l s  chosen t o  occupy a r o l e  a r e ,  thus ,  

denied autonomy by v i r t u e  of t he  o r g a n i z a t i o ~ a l  need t o  s t r u c t u r e  t h e  

i n t e r r e l a t i o n s h i p s  of r o l e s  and o t h e r  f a c t o r s .  A fundamental c o r r o l a r y  

of t h e  Weberian c o n c e p t u a l i z a t i o n  of o r g a n i z a t i o n s ,  t h e r e f o r e ,  i s  t h a t  

o r g a n i z a t i o n s  p l a c e  l i m i t s  on t h e  behavior  of i n d i v i d u a l s  who w o r k ' i n  

them (Ha l l ,  1975) .  

I n d i v i d u a l  autonomy means freedom t o  pursue  t h e  g o a l s  of one ' s  

cho ice  by means of o n e ' s  cho ice .  A s  such ,  complete  i n d i v i d u a l  autonomy 

i s  incompat ib le  w i t h  t h e  s t r u c t u r i n g  of o r g a n i z a t i o n a l  r e s o u r c e s  f o r  

t h e  p u r s u i t  of o r g a n i z a t i o n a l  g o a l s .  I n  f a c t ,  a s  s o c i e t y  r e l i e s  

i n c r e a s i n g l y  on o r g a n i z a t i o n s ,  o r g a n i z a t i o n a l  c o n s t r a i n t s  on i n d i v i d u a l  

autonomy mount. While l i m i t s  on autonomy a r e  c l e a r l y  necessary  i n  

o r g a n i z a t i o n s ,  they  a l t e r  t h e  work expe r i ence  i n  what f o r  many people 

a r e  u n d e s i r a b l e  ways. Blauner (1964) has  shown t h a t  a l i e n a t i o n  r e s u l t s  

from in f r ingemen t s  on freedom a t  work. Coleman (1974) has  argued t h a t  

power i n  our  s o c i e t y  r e s t s  too much w i t h  o r g a n i z a t i o n s  a t  t h e  expense 

of i n d i v i d u a l s .  Both he and Hirschman (1970) have suggested ways i n  

which i n d i v i d u a l s  can  r e a s s e r t  t h e i r  power. I n d i v i d u a l  autonomy, t hus ,  

r e p r e s e n t s  t h e  ba lance  between t h e  need t o  s t r u c t u r e  and d i s c i p l i n e  

o r g a n i z a t i o n a l  members and the  succes s  of t h e s e  members i n  pursuing 

pe r sona l  g o a l s .  



An o r g a n i z a t i o n  a t t empt s  to  shape  ind iv j -dua l  behavior  by t h e  

a s p e c t  of i t s  s t r u c t u r e  known a s  t he  c o n t r o l  system. The c o n t r o l  

system may i n c l u d e  t h e  h i e ra rchy  of a u t h o r i t y ,  s u p e r v i s i o n  of work, 

formal ized  r u l e s ,  s tandard ized  procedures ,  rewards and punishments,  

and t h e  a n a l y s i s  of product ion  r e c o r d s .  One component of c o n t r o l  i s  

t h e  i s s u i n g  of d i r e c t i v e s  by s u p e r o r d i n a t e s  t o  s u b o r d i n a t e s .  I n f o r -  

mation abou t  what i s  to  be done f lows  "down" t h e  h i e r a r c h y .  The 

second component i s  t h e  secu r ing  of i n fo rma t ion  by s u p e r o r d i n a t e s  

about  what s u b o r d i n a t e s  a r e  doing.  Informat ion  about  what h a s  been 

done f lows  "up" t h e  h i e ra rchy .  From t h e  p o i n t  of view of  t h e  super -  

o r d i n a t e ,  t h e s e  two dimensions a r e  i n t e g r a l l y  l i n k e d .  Informat ion  

abou t  subord ina t e  performance shapes t h e  d i r e c t i v e s  g iven  which i n  

t u r n  induce  behavior  about  which ' more i n £  ormation i s  ga the red .  

Organ iza t iona l  cont rq*l  impinges on i n d i v i d u a l  autonomy i n  pro- 

p o r t i o n  t o  i t s  s t r e n g t h ,  e l a b o r a t i o n ,  and comprehensiveness.  The 

more c o n t r o l ,  t he  l e s s  autonomy. I n d i v i d u a l s ,  however, may n o t  

expe r i ence  o r g a n i z a t i o n a l  c o n t r o l  and t h e i r  own autonomy j u s t  as t h e  

c o n t r o l  system shapes  them. Th i s  paper  f o c u s s e s  on t h e  ways i n d i -  

v i d u a l s  expe r i ence  o r g a n i z a t i o n a l  c o n t r o l .  It,  t h e r e f o r e ,  t a k e s  

i n d i v i d u a l  p e r c e p t i o n s  of ? h e i r  autonomy as problemat ic  and t r i e s  t o  

sugges t  p roces ses  which h e l p  de te rmine  these  p e r c e p t i o n s  i n  t h e  

c o n t e x t  of d i f f e r e n t  l e v e l s  and modes of  o r g a n i z a t i o n a l  c o n t r o l .  

While t h e  Weberian approach t o  t h e  s tudy  of o r g a n i z a t i o n s  t a k e s  

t he  g o a l s  o r  d i r e c t i o n s  of a n  o r g a n i z a t i o n  a s  g iven ,  f o r  many o rgan i -  

z a t i o n s  t h i s  i s  n o t  a n  a c c u r a t e  p o r t r a y a l .  An a l t e r n a t i v e  t o  t h e  

Weberian p e r s p e c t i v e  may be . concep tua l i zed  i n  terms of a  compe t i t i on  

of c l a ims  on t h e  o r g a n i z a t i o n  i n  q u e s t i o n ,  s p e c i f i c a l l y  on i t s  g o a I s  

o r  d i r e c t i o n .  Claims may be made by t h e  manager and owners of t h e  

o r g a n i z a t i o n ,  i t s  employees, i t s  c l i e n t s  o r  consumers, t hose  who supply  

i t  w i t h  impor tan t  i n p u t s  0.r m a t e r i a l s ,  and those  who r e g u l a t e  i t s  

behavior .  Where t h e  competei t ion of c l a ims  i s  i n t e n s e ,  t h e  d e s i g n  of 

e f f i c i e n t  o p e r a t i o n s  becomes problemat ic .  Opera t ions  which a r e  

e f f i c i e n t  i n  t h e  p u r s u i t  of one goal  may be q u i t e  coun te rp roduc t ive  



i n  t h e  p u r s u i t  of ano the r  goa l .  Likewise,  t h e  d e s i g n  and implementa- 

t i o n  of c o n t r o l  ove r  workers becomes p rob lema t i c .  Modes of c o n t r o l  

which should a s s u r e  e f f i c i e n c y  of one type  may produce i n e f f i c i e n c y  of 

a n o t h e r  type .  

Where o r g a n i z a t i o n a l  goa l s  a r e  unambiguous, a s  i n  t h e  Weberian 

p e r s p e c t i v e ,  t h e  c o n t r o l  system can  be  expected t o  make s t r o n g  and 

c l e a r  demands on i n d i v i d u a l s ,  thus ,  l i m i t i n g  t h e i r  autonomy. The 

i m p l i c a t i o n s  of such l i m i t s  f o r  i n d i v i d u a l  p e r c e p t i o n s  of autonomy a r e  

u n c l e a r .  They may depend on the  degree  of congruence between orga-  

n i z a  t i o n a l  and i n d i v i d u a l  goa l s .  Moreover, c l e a r  o r g a n i z a t i o n a l  

demands may e l i m i n a t e  a n x i e t y  and f r u s t r a t i o n  o r  cause  boredom and 

s t a g n a t i o n ,  l e a d i n g  t o  d i f f e r e n t  worker p e r c e p t i o n s  of t he  work 

s e t t i n g .  I n  a p a r a l l e l  f a sh ion ,  goa l  ambigui ty  a r i s i n g  from a  compe- 

t i t i o n  of c l a i m s  can  reasonab1.y be expected t o  weaken t h e  e f f e c t  of 

t h e  c o n t r o l  system on  workers and make demands u n c l e a r .  One cannot  

know, however, whether such weakness and l a c k  of c l a r i t y  i n  demands 

w i l l  be  pe rce ived  as l i b e r a t i n g  and f a c i l i t a t i n g  of i n d i v i d u a l  goa l  

p u r s u i t  o r  as c o n s t r a i n i n g ,  f r u s t r a t i n g ,  and a n x i e t y  producing.  

The d i s t i n c t i o n  between o r g a n i z a t i o n s  b e s t  desc r ibed  and analyzed 

under t h e  Weberian p e r s p e c t i v e  and those  b e s t  t r e a t e d  under t he  com- 

p e t i t i o n  of c l a i m s  p.erspect ive i s  u s e f u l  i n  examining c o n t r o l  and 

p e r c e p t i o n s  o f  autonomy i n  schoo l s .  While l a r g e r  and l a r g e r  numbers 

of s c h o o l s  f a c e  d i v e r s e  c la ims ,  t h e  i n t e n s i t y  of t h e  c l a ims  v a r i e s  

from school  t o  s choo l ,  and some s c h o o l s  a r e  undoubtedly n o t  s u b j e c t  

t o  such demands. Important  c l a iman t s  i n  t h e  environments of many 

schoo l s  i n c l u d e  p a r e n t  and community groups,  s t a t e  l e g i s l a t u r e s ,  

t eache r  o r g a n i z a t i o n s ,  d i s t r i c t  a d m i n i s t r a t o r s ,  boards  of educa t ion ,  

and t h e  c o u r t s .  The i r  c la ims  a r e  r e p r e s e n t e d  by movements such a s  

t hose  f o r  d e s e g r e g a t i o n ,  d e c e n t r a l i z a t i o n ,  a r e t u r n  t o  b a s i c s ,  accoun- 

t a b i l i t y ,  and economizat ion.  

One symptom of t h e  unresolved compe t i t i on  of c l a ims  on schools  

f o r  c o n t r o l  i s  t h e  d i s p u t e  over t h e  impact s c h o o l s  should have on 

s t u d e n t s .  Educators  deba te  t he  r e l a t i v e  m e r i t s  of s t r e s s i n g  academic 



achievement  and p o s i t i v e  se l f - image .  Given t h e  l a c k  of consensus on 

t h i s  q u e s t i o n ,  fundamental t o  planning school  programs, s c h o o l s  a r e  

hard p u t  t o  measure t h e i r  l e v e l  of succes s  ( L o r t i e ,  1969) .  Th i s  makes 

i t  d i f f i c u l t  t o  d i s t i n g u i s h  "good1' t e a c h e r s  from "bad" t e a c h e r s  u d e s s  

c r i t e r i a  f o r  good t eache r  performance a r e  i n j e c t e d  i n  some o t h e r  way. 

Withbut such d i s t i n c t i o n s ,  c o n t r o l  over  t e a c h e r s  is  l i k e l y  t o  be 

a t t e n u a t e d ,  u n d i f f e r e n t i a t e d  o r  a r b i t r a r y  . 
When t e a c h e r s  a rgue  t h a t  they a r e  p r o f e s s i o n a l s ,  they  a r e  making 

a n  impor t an t  c l a i m  f o r  c o n t r o l  of s choo l s .  Acknowledged p r o f e s s i o n a l s ,  

working i n  o r g a n i z a t i o n s ,  such a s  d o c t o r s  i n  h o s p i t a l s ,  have been a b l e  

t o  n e g o t i a t e  s e v e r e  l i m i t s  on the c o n t r o l  t o  which they  a r e  s u b j e c t  by 

o t h e r s .  T h i s  u s u a l l y  i s  based on the  p r o f e s s i o n ' s  management of e n t r y  

i n t o  t h e  o c c u p a t i o n  and i t s  success  i n  d e f i n i n g  the  knowledge on which 

p r o f e s s i o n a l  pe r f  ormance i s  based a s  so e s o t e r i c  t h a t  no iprof  e s s i o n a l s  

cannot  e v a l u a t e  p r o f e s s i o n a l  performance. Some o t h e r  occupa t ions ,  i n -  

c lud ing  t each ing ,  nurs ing , -  and s o c i a l  work c l a i m  s i m i l a r  l e v e l s  of auto-  

nomy i n  t h e  o r g a n i z a t i o n s  where they work b u t  have n o t  gained t h e  s a m e  

l e v e l  of c o n t r o l .  They a r e  s u b j e c t  t o  h i e r a r c h i c a l  a s  w e l l  a s  c o l l e -  * 
g i a l  c o n t r o l .  The ind iv id 'ua l  autonomy of  such s e m i p r o f e s s i o n a l s  i s  a n  

impor t an t  o c c u p a t i o n a l  arih o r g a n i z a t i o n a l  i s s u e  : Thi s  i s  l e s s  t r u e  f o r  

nonpro fes s iona l  occupa t ions  where a s p i r a t i o n s  f o r  autonomy a r e  lower 

a n d , f o r  f u l l  p r o f e s s i o n s  where t h e s e  a s p i r a t i o n s  a r e  f u l f i l l e d .  

C o n s i s t e n t  w i t h  expe'c t a t i o n s  t h a t  worker p e r c e p t i o n s  of autonomy 

w i l l  be  i n f l u e n c e d  by l e v e l s  of goa l  ambigui ty and t h e  consequent  coher- 

ence of c o n t r o l ,  t e ache r  p e r c e p t i o n s  of autonomy may v a r y  wi th  t h e  na- 

t u r e  of competing c l a i m s ,  f a c i n g  t h e i r  s choo l s .  Schools ,  t h e r e f o r e ,  

p rovide  a  s e t t i n g  i n  which t o  examine v a r i a t i o n s  i n  p e r c e p t i o n s  of auto- 

nomy caused by c o n t r o l  s t r u c t u r e s  of d i f f e r e n t  s t r e n g t h s ,  making demands. 

of d i f f e r e n t  d e g r e e s  of c l a r i t y ,  and o p e r a t i n g  through d i f f e r e n t  modes. 

The a n a l y s i s  of  t h i s  paper i s  based on t h r e e  i n t e n s i v e  c a s e  

s t u d i e s  of j u n i o r  h igh  and middle s choo l s  i n  Sou theas t e rn  Michigan. 

The d a t a ,  c o l l e c t e d  i n  each school  over  a  two week p e r i o d ,  a r e  p r i -  

mar i ly  o b s e r v a t i o n a l  n o t e s  on t h e  i n t e r a c t i o n s  and a c t i v i t i e s  of 



t e a c h e r s  which took p l a c e  l a r g e l y  i n  t h e  t e a c h e r s '  lounges and lunch- 

rooms and on i n t e r v i e w s  wi th  s e l e c t e d  school  personnel ,  i nc lud ing  

a d m i n i s t r a t o r s ,  union o f f i c i a l s ,  and t e a c h e r s  who knew a l o t  of t he  

school  l o r e  and rumor. The concur ren t  development of t eache r  and 

a d m i n i s t r a t o r  q u e s t i o n n a i r e s  f o r  l a t e r  u s e  l e d  t o  t he  c o l l e c t i o n  of 

p r e t e s t  q u e s t i o n n a i r e  d a t a  from a l l  w i l l i n g  t e a c h e r s  and admin i s t r a -  

t o r s  a t  t h e  t h r e e  schoo l s .  Teacher response  rates were ' nea r  70 per- 

c e n t .  Changes made a s  t h e  in s t rumen t s  were r e f i n e d  make t h e s e  ques- 

t i o n n a i r e  d a t a  somewhat incomparable.  These q u e s t i o n n a i r e  d a t a  a r e  

used t o  r a i s e  q u e s t i o n s ,  b u t  t h e  o b s e r v a t i o n a l  d a t a  a r e  r e l i e d  upon 

f o r  answers  t o  t h e s e  q u e s t i o n s .  

The s c h o o l s  a r e  chosen t o  v a r y  w i t h  r ega rd  t o  t h e  socio-economic 

c h a r a c t e r i s  t i c s  of t h e  communities they s e r v e  because of e x p e c t a t i o n s  

t h a t  t h e  n a t u r e  of t h e  schoo l  environment would have a  s u b s t a n t i a l  

e f f e c t  on t h e  type  and number of c l a i m s  made on t h e  school .  While 

t h i s  w a s  impor tan t ,  many o t h e r  f a c t o r s  seemed t o  i n f l u e n c e  t h e  n a t u r e  

and l e v e l  of t eache r  autonomy i n  t h e s e  schoo l s  even more. Table 1 

p r e s e n t s  i n fo rma t ion  abou t  t he  socio-economic c h a r a c t e r  of t h e  com- 

m u n i t i e s  and t h e  school  d i s t r i c t s ,  and t h e  s t r u c t u r e  of t h e s e  schoo l s .  

[ I n s e r t  Table 1. Here] 

The in fo rma t ion  p re sen ted  i n  Table  1 shows t h a t  t h e  t h r e e  i n t e n -  

s i v e  s tudy  schod l s  v a r y  on  a  number of c h a r a c t e r i s t i c s ,  i n c l u d i n g  

t h e i r  s t r u c t u r e s ,  socioeconomic environments ,  and school  d i s t r i c t  

types .  Examining a  v a r i e t y  of t ypes  of s choo l s  i s  some assurance ,  i n  

t h e  absence  of p r i o r  i n fo rma t ion  abou t  c o n t r o l  systems,  t h a t  t h e  

a n a l y s i s  w i l l  encounter  d i f f e r e n t  modes of c o n t r o l  and a range of  
1 

teache r  autonomy. 

Cont ro l  Imposed and Autonomy Perce ived  

Bes ides  d i f f e r i n g  i n  t he  ways d e s c r i b e d  i n  Table 1, t h e  t h r e e  

s c h o o l s  v a r y  wi th  r e s p e c t  t o  t h e  methods by which and t h e  e x t e n t  t o  

which t e a c h e r s  are c o n t r o l l e d .  The methods used i n c l u d e  bo th  the  



Table 1: C h a r a c t e r i s t i c s  of Three I n t e n s i v e  Study Schools  

V i l l a g e  Ring C i t y  
School School School 

School s i z e / s t r u c t u r e  

s t u d e n t s  540 

t e a c h e r s  32 42 3 8 

a d m i n i s t r a t o r s  2  2 (+ 1 0  4 ( i n c l u d i n g  
department  2 u n i t  
heads)  heads)  

Community Type town and working c l a s s  a r e a  of  
sur rounding  a r e a  on f r i n g e  r e s i d e n c e s  
r u r a l  area of suburban and l i g h t  

r i n g  i n d u s t r y  i n  
c e n t r a l  c i t y  

School D i s t r i c t  

t y p e  c o n s o l i d a t e d  c o n s o l i d a t e d  d e c e n t r a l -  
i z e d  

j u n i o r  h igh  and 
middle s choo l s  
i n  d i s t r i c t  ' 1 

teache r  o r g a n i z a t i o n  N.M AFT 



ga the r ing  of in format ion  about  t eache r  performance and the  disscmina-  

t i o n  of d i r e c t i v e s  t o  t eache r s  about  d e s i r a b l e  behavior .  

V i l l age  School: The Upward Flow of In fo rma t ion  

The p r i n c i p a l  of V i l l a g e  School has  i n s t i t u t u e d  a  s e r i e s  of . 

in format ion  g a t h e r i n g  techniques .  These i n c l u d e  mandatory l e s s o n  

p l a n s  w i t h  t h e  format  p re sc r ibed  i n  terms of Performance-based Objec- 

t i v e s  (PBO's), t h e  r e v i s i o n  and r e w r i t i n g  of c u r r i c u l a  i n  terms of 

PBO's, and c a r e f u l  a n a l y s i s  of r e s u l t s  from t h e  s t a t e  e d u c a t i o n a l  

assessment  program t e s t .  (Given a n n u a l l y  t o  a l l  f o u r t h  and seven th  

g r a d e r s  i n  t h e  s t a t e ,  t h i s  t e s t  a l s o  i s  de r ived  from PBO's.) The 

p r i n c i p a l ,  c o n s i s t e n t  w i t h  h i s  i n t e r e s t  i n  t h e  movement t o  make com- 

ponents  of t h e  educa t ion  system more accoun tab le  f o r  t h e i r  performance, 

a l s o  t a l k s  of c o l l e c t i n g  samples of graded homework papers  from h i s  

t e a c h e r s  and of  u n i f y i n g  f i n a l  examinat ions w i t h i n  each cur r icu lum 

area, us ing  PBO's as t h e  b a s i s  f o r  t h e  examinat ion q u e s t i o n s .  More- 

over ,  he has emphasized clqssroom o b s e r v a t i o n  t o  a n  e x t e n t  uncommon 

i n  t h e  d i s t r i c t ,  sometimes observ ing  t e a c h e r s  throughout  a n  e n t i r e  

u n i t  of i n s t r u c t i o n .  The purpose of t h i s  e l a b o r a t e  obse rva t ion  seems 

t o  be ga in ing  acqua in t ance  wi th  classroom a c t i v i t y .  Thus, s u b s t a n t i a l  

amounts of i n fo rma t ion  f low t o  t h e  p r i n c i p a l .  

There i s  no cor responding  downward f low of  d i r e c t i v e s  from t h e  

p r i n c i p a l  t o  t e a c h e r s .  For example, h e  does n o t  fo l low p e r i o d s  of 

c lassroom o b s e r v a t i o n  wi th  unusual ly  comprehensive formal e v a l u a t i o n s  

of t h e  t e a c h e r s  he has  observed.  Rules  and procedures  a r e  n o t  p l e n t i -  

f u l ,  e s p e c i a l l y  i n  comparison t o  Ring School where they a r e  a n  impor- 

t a n t  mode of  c o n t r o l .  Rewards and punishments a r e  no t  consc ious ly  

manipulated t o  encourage c e r t a i n  t e a c h e r  behavior .  

The t e a c h e r s  a t  V i l l a g e  School do n o t  d i s p u t e  t h e  v a l i d i t y  of t he  

p r i n c i p a l ' s  g o a l s  i n  reworking much of t h e  i n s t r u c t i o n a l  program i n  

terms of l e a r n i n g  o b j e c t i v e s  f o r  which measures  of achievement can  be 

obta ined ,  nor h i s  e f f o r t s  t o  f a m i l i a r i z e  himself  w i th  t h e i r  c lassrooms.  

They f e e l  ve ry  uneasy, however, w i t h  t h e  c o l l e c t i o n  of in format ion  



I 

abou t  t h e i r  t each ing  and about  t h e  l e a r n i n g  of t h e i r  s t u d e n t s .  They 

a r e  u n c e r t a i n  a b o u t  t h e  way i n  which t h e  p r i n c i p a l  w i l l  u se  t h e  

in fo rma t ion  and f e a r  t h a t  he may hold them accoun tab le  f o r  t h e  l e a r n -  

i n g  of t h e i r  s t u d e n t s .  On the  o t h e r  hand, t h e  p r i n c i p a l  has  n o t  y e t  

proven himself  as a  s taunch  p r o t e c t o r  of t e a c h e r s '  p r e r o g a t i v e s  and 

a defender  of  t h e i r  performance. He has  f a i l e d  t o  suppor t  e i t h e r  t h e  

t e a c h e r s  o r  t h e  schoo l  board i n  a  r e c e n t  a t t a c k  by t h e  board on one 

t eache r  and a n  e f f o r t  by the  board t o  i n t e r v e n e  i n  one depa r tmen t ' s  

i n s t r u c t i o n a l  d e c i s i o n s .  

Ring School: The Downward Flow of D i r e c t i v e s  

A t  Ring School,  t eache r s  a r e  s u b j e c t  t o  s u b s t a n t i a l  c o n t r o l  by 

t h e  a d m i n i s t r a t i o n .  While c o n t r o l  e f f o r t s  do n o t  c e n t e r  on  t h e  

c lass room i n  t h e  same way a s  a t  V i l l a g e  School,  they  pervade many 
, 

o t h e r  a r e a s  of d e c i s i o n  making. Rules  about  p u n c t u a l i t y  a r e  s t r i c t l y  

enforced .  Teachers  who a r r i v e  l a t e  t o  school  a r e  promptly summoned t o  

t h e  p r i n c i p a l ' s  o f f i c e  and reprimanded. The a d m i n i s t r a t o r s  r ega rd  t h e  

e v a l u a t i o n  of t e a c h e r s  a s  a n  impor tan t  p roces s .  They t r y  hard t o  

c l a r i f y  and emphasize t h e  s c h o o l ' s  concern  w i t h  deportment and r e s p e c t  

f o r  a u t h o r i t y  e s p e c i a l l y  t o  p roba t iona ry  t e a c h e r s .  Teachers who have 

t r o u b l e  c o n t r o l l i n g  t h e i r  s t u d e n t s  a r e  "worked with" t o  improve t h e i r  

performance. Teachers  have been d ismissed  f o r  be t r ay ing  a c h a r a c t e r  

i n c o n s i s t e n t  w i t h  t h e  moral v a l u e s  of t h e  schoo l ,  such as sexua l  

i n d i s c r e t i o n .  F i n a l l y ,  t e a c h e r s  a r e  d i f f e r e n t i a t e d  e x p l i c i t l y  on t h e  

b a s i s  of t h e i r  w i l l i n g n e s s  t o  make e x t r a  e f f o r t s  f o r  t h e  school  and 

s t u d e n t s ,  such a s  by s t a y i n g  a f t e r  s choo l  t o  h e l p  wi th  a c t i v i t i e s ,  of 

which a t h l e t i c  a c t i v i t i e s ' a r e  t h e  most emphasized. Teachers who "go 

t h e  e x t r a  mi le"  a r e  o f t e n  rewarded by jobs  which c a r r y  e x t r a  pay, by 

e f f u s i v e  thanks ove r  t he  pub l i c  a d d r e s s  system, by being l e s s  f r e -  

quen t ly  observed i n  t h e i r  c lassrooms,  and by a  s p e c i a l  t o l e r a n c e  on 

t h e  p a r t  of a d m i n i s t r a t o r s  f o r  o c c a s i o n a l  v i o l a t i o n s  of school  r u l e s .  

Beyond t h e s e  s p e c i f i c  ways i n  which t h e  c o n t r o l  system a t  Ring School 

works, c o n v e r s a t i o n  among t eache r s  and a d m i n i s t r a t o r s  i n d i c a t e s  t h a t  



t h e  p r i n c i p a l  of t h e  school  e x e r t s  such a  s t r o n g  i n f l u e n c e  t h a t  t he  

s c h o o l ' s  ph i losophy and p r a c t i c e  r e f 1  e c  t h i s  own pe r sona l  phi 1 osophy 

and behavior  t o  a n  e x t r a o r d i n a r y  degree .  It i s  v e r y  hard t o  f i n d  even 

smal l  pocke t s  i n  t h e  school  where t each ing  methods and b e l i e f s  do n o t  

c o i n c i d e  w i t h  those  of t he  p r i n c i p a l .  

While t e a c h e r s  r e c e i v e  e x t e n s i v e  guidance,  from r u l e s  t o  t h e  

p r i n c i p a l ' s  example, about  a p p r o p r i a t e  behavior ,  t h e r e  i s  l i t t l e  

emphasis a t  Ring School on t h e  c o l l e c t i o n ' o f  i n fo rma t ion .  Per- 

formance-based o b j e c t i v e s  a r e  not  we l l  deve loped .  Classroom obser -  

v a t i o n  i s  done pro forma. S tandard ized  t e s t  r e s u l t s  a r e  l i t t l e  

ana lyzed .  Admin i s t r a to r s  i n d i c a t e  t h a t  they  know f a i r l y  w e l l  what i s  

going on  i n  c lass rooms wi thout  making s p e c i a l  e f f o r t s  t o  c o l l e c t  

i n fo rma t ion .  

C i t y  School:  A c o n t r o l  Vacuum 

A t  C i t y  School,  c o n t r o l  over  t e a c h e r s  seems weak. The p r i n c i p a l ' s  

t ime is a l l o c a t e d  l a r g e l y  t o  working w i t h  s t u d e n t s  having  behavior  

problems and w i t h  t h e i r  pa ren t s .  This  l e a v e s  him l i t t l e  t ime f o r  work 

on t h e  cur r icu lum,  f o r  d i s c u s s i n g  school  problems and seek ing  so lu -  

t i o n s ,  and f o r  such  c o n t r o l  a c t i v i t i e s  as c lass room o b s e r v a t i o n .  The 

p r i n c i p a l  i s  f u r t h e r  occupied by t h e  new demands of t h e  f e d e r a l  c o u r t  

s u p e r v i s i n g  schoo l  deseg rega t ion  f o r  t h e  implementat ion of comprehen- 

s i v e  new programs i n  counse l l i ng ,  r ead ing ,  and d i s c i p l i n e .  The new 

programs and t h e  a t t e n d a n t  voluminous r eco rd  keeping  procedures  

r e q u i r e  l a r g e  time commitments by t h e  schoo l  a d m i n i s t r a t i o n .  Admini- 

s t r a t i v e  c o n t r o l  ove r  t e a c h e r s  i s  f u r t h e r  weakened by r e c e n t  c o u r t -  

mandated changes i n  middle s choo l s  from depa r tmen ta l  t o  u n i t  s t r u c t u r e .  

A t  C i t y  s choo l  t h i s  h a s  meant r e p l a c i n g  a  s t r u c t u r e  based on  seven 

depar tments  w i t h  one  based on two u n i t s .  While department  heads were 

on ly  ha l f - t ime  a d m i n i s t r a t o r s  and u n i t  heads a r e  a lmos t  f u l l - t i m e  

a d m i n i s t r a t o r s ,  t h e r e  has  been a  n e t  l o s s  i n  t ime committed t o  admini- 

s t r a t i o n  a t  t h i s  i n t e r m e d i a t e  l e v e l  of t h e  school  h i e r a r c h y .  More- 

over ,  the e f f e c t i v e n e s s  of t h e  u n i t  heads a s  s u p e r v i s o r s  of t eache r s  



i s  somewhat problemat ic  because the  u n i t  heads l a c k  s u b j  ec t -mat te r  

e x p e r t i s e  i n  t h e  c u r r i c u l a r  a r e a s  of most of t h e  t e a c h e r s  they  super-  

v i s e .  The weakness of c o n t r o l  a t  C i t y  School may b e  summarized by a n  

e x t r a o r d i n a r y  c a s e  where a t eache r  was a b s e n t  f o r  a lmost  t h e  e n t i r e  

day b e f o r e  i t  was r e a l i z e d  and s u p e r v i s i o n  f o r  h i s  s t u d e n t s  was 

a r r anged .  

The p r i n c i p a l  and a s s i s t a n t  p r i n c i p a l  do i s s u e  d i r e c t i v e s  t o  

t e a c h e r s ,  b u t  t h e s e  a r e  very  gene ra l  and,  t h u s ,  a l l o w  t e a c h e r s  con- 

s i d e r a b l e  d i s c r e t i o n  i n  adap t ing .  For example, t e a c h e r s  were asked t o  

w r i t e  c o u r s e  o u t l i n e s  o r  s y l l a b i  f o r  t h e  c o u r s e s  they  teach .  The 

s p e c i f i c a t i o n s  f o r  t h i s  t a sk ,  however, were l e f t  t o  t h e  i n d i v i d u a l  

t e a c h e r .  The p r i n c i p a l ,  i t  appeared,  merely wanted some d e s c r i p t i o n  

he could show t o  i n q u i s i t i v e  o r  complaining p a r e n t s .  He d i d  n o t  

r e q u i r e  i n f o r m a t i o n  which he would u s e  f o r  c o n t r o l  purposes .  How d i f -  

f e r e n t  from V i l l a g e  School where t h e  informat ion-ga ther ing  p r i n c i p a l  

has  s p e c i f i e d  the' e x a c t  format  and coverage of such t eache r  r e p o r t s  

a s  l e s s o n  p l a n s .  The ga the r ing  of p r e c i s e  i n fo rma t ion  and the '  i s s u i n g  

of e x a c t  d i r e c t i v e s  a t  C i t y  School is  l e f t  t o  t h e  Gnf t  heads whose 

number and ' e x p e r t i s e  is  i n s u f f i c i e n t  t o  impose much c o n t r o l  on t h e  

t eache r s .  

Given t h e s e  d e s c r i p t i o n s  of t h e  c o n t r o l  t o  which t e a c h e r s  a t  t h e  

t h r e e  s c h o o l s  are s u b j e c t ,  t h e  c o n t r o l  a t  C i t y  School would appear  t o  

be weak and compara t ive ly  weaker than t h a t  a t  Ring and V i l l a g e  

Schools.  S ince  t h e  methods of c o n t r o l  a t  Ring and V i l l a g e  Schools are 

q u i t e  d i f f e r e n t ,  i t  i s  d i f f i c u l t  t o  say  a t  which school  c o n t r o l  i s  

s t r o n g e r .  Assuming f o r  t h e  moment t h a t  t e a c h e r s  expe r i ence  autonomy, 

t h a t  i s  c o n t r o l  ove r  d e c i s i o n s ,  i n  i n v e r s e  r e l a t i o n s h i p  t o  t h e  amount 

of c o n t r o l  t o  which they a r e  s u b j e c t ,  t h e  t e a c h e r s  a t  C i t y  School 

would be  expec ted  t o  r e p o r t  s u b s t a n t i a l  and g r e a t e r  autonomy than  

those  a t  t h e  o t h e r  two schools .  Teacher r e p o r t s  of  autonomy a t  Ring 

and V i l l a g e  Schools  would be expected t o  be low a b s o l u t e l y  and r e l a -  

t i v e  t o  t h e  l e v e l  a t '  C i ty  School.. Whether perce ived  autonomy w i l l  b e  

g r e a t e r  a t  Ring o r  V i l l a g e  School cannot  b e  p r e d i c t e d .  



Teachers  a t  a l l  t h r e e  schoo l s  were asked who makes t h e  f i n a l  

d e c i s i o n  i n  twenty-eight  a r e a s ,  i n c l u d i n g  c lass room o r g a n i z a t i o n  and 

pedagogy, t h e i r  p e r s o n a l  behavior ,  and c o o r d i n a t i o n  w i t h i n  t h e  school .  

Thei r  r e sponses  were scored  o r d i n a l l y  from (1)  "completely by me" t o  

(4 )  "completely by o t h e r s . "  The mean r e p o r t s  f o r  each  school  on each 

d e c i s i o n  were computed as an i n d i c a t i o n  of t h e  e x t e n t  of t eache r  

autonomy a t  t h e  s choo l .  The amount of autonomy d i f f e r e d  s i g n i f i c a n t l y  

among t h e  t h r e e  s c h o o l s  on t h i r t e e n  of t h e  twenty-eight  d e c i s i o n s .  
2  

Table  2  r e p o r t s  t h e  mean perce ived  autonomy f o r  t he  t h r e e  schools  

on t h e s e  t h i r t e e n  d e c i s i o n s .  It a l l o w s  a s s e s s i n g  t h e  a b s o l u t e  l e v e l s  

[ I n s e r t  Table 2 Here] 

of r e p o r t e d  autonomy and t h e  r e l a t i v e  l e v e l s  comparing the  schoo l s  

w i t h  each  o t h e r .  Teachers  a t  V i l l a g e  School e x e r c i s e  s u b s t a n t i a l  

autonomy ( i  . e  . , mean l e s s  than 2.00) on f o u r  of t h e s e  t h i r t e e n  dec i -  

s i o n s .  The i r  r e p o r t e d  l e v e l  of autonomy exceeds t h a t  of t h e  t eache r s  

a t  t h e  o t h e r  two s c h o o l s  on only  t h r e e  d e c i s i o n s .  Thei r  autonomy, 

such as i t  is, i s  concen t r a t ed  i n  t he  a r e a  of t h e i r  pe r sona l  behavior .  

While t e a c h e r s  a t  none of the  t h r e e  schoo l s  r e p o r t  a  high l e v e l  of 

autonomy on  c o o r d i n a t i o n  d e c i s i o n s ,  t e a c h e r s  a t  V i l l a g e  School r e p o r t  

a r e l a t i v e l y  low l e v e l  of autonomy on c lass room d e c i s i o n s  a s  w e l l .  

These f i n d i n g s  a r e  c o n s i s t e n t  w i th  e x p e c t a t i o n s  de r ived  from t h e  

e a r l i e r  d e s c r i p t i o n  of the  c o n t r o l  system a t  V i l l a g e  School.  The 

p r i n c i p a l ' s  e f f o r t s  a r e  concen t r a t ed  on  c o n t r o l  a c t i v i t i e s -  t y p i c a l  of 

contemporary management techniques ,  such  as t h e  a n a l y s i s  of product ion  

r e c o r d s ,  and indeed a r e  focussed on  t h e  c o n t r o l  of t eache r  performance 

i n  t h e  classroom. 

Teachers  a t  Ring School r e p o r t  s u b s t a n t i a l  autonomy on e i g h t  

d e c i s i o n s .  Moreover, they r e p o r t  g r e a t e r  autonomy than  do t h e i r  coun- 

t e r p a r t s  a t  t h e  o t h e r  two schoo l s  on f i v e  d e c i s i o n s .  The autonomy of 

t h e s e  t e a c h e r s ,  w h i l e  n o t  ex tending  i n t o  the  a r e a  of school  coordina-  

t i o n ,  i n c l u d e s  bo th  classroom and p e r s o n a l  behavior  d e c i s i o n s .  Par- 

t i c u l a r l y  noteworthy i s  t h e  autonomy Ring School t e a c h e r s  f e e l  they 

have wi th  r ega rd  t o  t h e i r  behavior  o r  l i f e - s t y l e  o u t s i d e  of school .  



Table 2: Mean Se l f - r epo r t ed  Autonomy on Three Types o f ' D e c i s i o n s  

a t  Three  ~ c h o o l s ' ' ~  

Ring c i t y  V i l l a g e  
3 

School School School 

Decis ions  

Classroom d e c i s i o n s  

what t o p i c s  t o  cove r  2.47 1 . 8 1  2.20 
what g rad ing  system t o  u s e  on 

c l a s s  a s s ignmen t s  1.20 1 .40  2.20 
when t o  test  s t u d e n t s  on classwork 1 .41  1 .30  2.00 
w h k h  o u t s i d e  s p e a k e r s  and 

m a t e r i a l s  t o  u s e  1.50 2.07 2.10 
(amount and k ind  of homework) (1.13) (I. 47) (1.27) 

Pe r sona l  behav io r  d e c i s i o n s  
I 

whether t e a c h e r  l i v e s  i n  t h e  school  
d i s t r i c t  . 1.07  

whether t e a c h e r  p a r t i c i p a t e s  i n  
s t u d e n t  a c t i v i t i e s  1.47 

whether t e a c h e r  l e a v e s  s'chool i n  
non-class  hour s  3.71 

(what d r e s s  i s  a p p r o p r i a t e  f o r  
t eache r )  (1.76) 

[whether t e a c h e r  can  smoke i n  
school  ] [2.40] 

[what behavior  o r  l i f e  s t y l e  i s  
a p p r o p r i a t e  o u t s i d e  schoo l ]  [ l .  131 

Coordina t ing  d e c i s o n s  

n a t u r e  of h a l l  d u t i e s  3.52 
when t o  f i l e  l e s s o n  p l ans .  2.93 

I 
Means a r e  r e p o r t e d  on ly  f o r  t hose  d e c i s i o n s  where h i g h e s t  mean 
d i f f e r e d  s i g n i f i c a n t l y  from t h e  lowes t  mean. The s i g n i f i c a n c e  of 
d i f f e r e n c e s  w a s  a s s e s s e d  by two methods: (A) Two-tailed t-test 
p r o b a b i l i t i e s  f o r  t h e  d i f f e r e n c e  of means l e s s  t han  o r  equa l  t o  
0.05; and (B) magnitude ',of t h e  d i f f e r e n c e  between t h e  means g r e a t e r  
t han  o r  e q u a l  t o  0.5,  h a l f  t h e  i n t e r v a l  between two a d j a c e n t  
responses.  Dec i s ions  i n  pa ren theses  d i f f e r  by A b u t  n o t  by B. 
Decis ions  in b r a c k e t s  d i f f e r  by B b u t  n o t  by A. Decis ions  i n  
n e i t h e r  p a r e n t h e s e s  n o r  b r a c k e t s  d i f f e r  by bo th  t e s t s .  



Table 2 (continued) 

2The ques t ion posed wi th  respect  t o  each of these  and f i f t e e n  o the r  
dec i s ions  f o r  which t h e r e  were no t  s i g n i f i c a n t  d i f fe rences  by 
e i t h e r  A o r  B ( s i x  classroom d e c i s i o n s ,  f i v e  personal  behavior 
dec i s ions ,  and four  coordinat ing dec i s ions )  was: 

Thinking about y o u r s e l f ,  i s  t h e  f i n a l  dec i s ion  i n  t h i s  matter-made 

(1) completely by you? 
(2). mostly by you? 
(3) mostly. not  by you? 
(4) not  a t  a l l  -by you? 

The means repor ted  in t h e  t a b l e  w e r e  computed using t h e  numerical 
va lues  shown t o  t h e  l e f t  of t h e  responses.  

3~ f o r  Vi l l age  School w a s  us;ally about 10, f o r  Ring about 15,  and 
f o r  Ci ty  about 30. 



This  i s  s u r p r i s i n g  because cons ide rab le  emphasis i s  place? by t h e  

school  on behavior  c o n s i s t e n t  w i th  s t r i c t  moral s t a n d a r d s .  A l l  i n  

a l l ,  t h e  t e a c h e r s  a t  Ring School r e p o r t  much more autonomy' t han  might 

have been expected g iven  t h e  s t r e n g t h  and pe rvas iveness  of t h e  c o n t r o l  

system t o  which they  a r e  s u b j e c t .  

F i n a l l y ,  t h e  t e a c h e r s  a t  C i t y  School r e p o r t  s u b s t a n t i a l  autonomy 

on e i g h t  d e c i s i o n s  and t h e  g r e a t e s t  autonomy compared t o  t h e  o t h e r  two 

schools  on f i v e  i t ems .  From t h e s e  summary r e s u l t s  C i t y  School 

resembles  Ring School .  Reca l l ,  however, t h a t  t h e  c o n t r o l  imposed on 

C i t y  School t e a c h e r s  i s  much weaker than  t h a t  imposed on Ring School 

- t e ache r s .  I t  i s  s u r p r i s i n g ,  t h e r e f o r e ,  t h a t  t e a c h e r s  a t  C i t y  School 

r e p o r t  no more autonomy than  t h e i r  c o u n t e r p a r t s  a t  Ring School.  In  

p a r t i c u l a r ,  pe rce ived  classroom autonomy a t  'Ci ty School i s  g r e a t e r  

than  a t  Ring School on o n l y  two of f i v e  d e c i s i o n s ,  even though c l a s s -  

room c o n t r o l  a t  C i t y  School has  been cons ide rab ly  weakened by the  

replacement  of depa r tmen ta l  by u n i t  o r g a n i z a t i o n .  

Examining t h e s e  d a t a  i n  t he  c o n t e x t  of t h e  l e v e l  of c o n t r o l  

imposed s u g g e s t s  s e v e r a l  ques t ions :  Under what c i rcumstances  i s  

s t r o n g  and p e r v a s i v e  c o n t r o l  no t  t he  cause  of p e r c e p t i o n s  of l i t t l e  

i n d i v i d u a l  autonomy b u t  ra ' ther  t he  c o r r e l a t e  of p e r c e p t i o n s  of g r e a t  

autonomy? I n  f a c t ,  c an  s f rong  c o n t r o l  cause  p e r c e p t i o n s  of g r e a t  , 

autonomy? Under what c i rcumstances  i s  weak c o n t r o l  n o t  accompanied by 

f e e l i n g s  of s u b s t a n t i a l  autonomy? What a r e  t h e  c i rcumstances  under 

which s t r o n g  c o n t r o l  l e a d s  a s  expected t o  p e r c e p t i o n s  of low autonomy? 

How do t h e s e  c i r cums tances  d i f f e r  from those  where c o n t r o l  and 

autonomy p e r c e p t i o n s  do n o t  covary a s  expec ted?  F i n a l l y ,  i s  t h e r e  a 

p e r s p e c t i v e  which makes f o r  unders tanding  c o n t r o l  imposed and autonomy 

perce ived  throughout  t h e  i-anges of each? 

Explana tory  Approaches 

P o s s i b l e  answers  t o  t h e s e  ques t ions  w i l l  be  drawn from the  con- 

s i d e r a t i o n  of each  of t h e  t h r e e  schoo l s .  Each school  p r e s e n t s  i t s  own 



problem f o r  a n a l y s i s  and s u g g e s t s  a  d i f f e r e n t  exp lana to ry  approach.  

Af t e r  a r g u i n g  t h e  p l a u s i b i l i t y  of the  t h r e e  approaches ,  t h e i r  common 

t h r e a d s  w i l i  be  drawn t o g e t h e r .  

The Manufacture of Consensus 

For Ring School,  t h e  problem i s  t o  e x p l a i n  t h e  c o e x i s t e n c e  of 

e f f e c t i v e  c o n t r o l  over  t eache r  behavior  and t eache r  p e r c e p t i o n s  of 

s u b s t a n t i a l  autonomy. A l a r g e  p a r t  of t he  e x p l a n a t i o n  d e r i v e s  from 

the  pe rvas iveness  of a uniform ideology about  t e a c h i n g  and l e a r n i n g  

a t  t h i s  s choo l .  Th i s  ideology d e f i n e s  goa l s  f o r  t h e  e n t i r e  school  

community. S t anda rds  f o r  e x c e l l e n c e  o r  v i r t u e  a r e  c o n s t r u c t e d  i n  

terms of t h e s e  g o a l s .  Behavior c o n s i s t e n t  w i t h  t h e s e  s t a n d a r d s  i s  

rewarded and behavior  i n c o n s i s  t e n t  wi th  them i s  sanc t ioned .  

While such t r a d i t i o n a l  v a l u e s  a s  d i s c i p l i n e ,  r e s p e c t ,  and 

l o y a l t y  a r e  q u i t e  impor tan t  a t  Ring School, t h e  ideology emphasizes 

s t i l l  more t h e  c e n t r a l i t y  of e f f o r t  f o r  t h e  development of o n e ' s  

p o t e n t i a l .  The p r i n c i p a l  p o i n t s  t o  t h e  i n c u l c a t i o n  of t h e  v a l u e  of 

e f f o r t  i n  s t u d e n t s  a s  t h e  c o r e  of h i s  phi losophy of educa t ion .  For 

t e a c h e r s  as w e l l  as s t u d e n t s  v i r t u e  i s  de f ined  i n  terms of e f f o r t  

r a t h e r  t han  academic o r  o t h e r  k inds  of e x c e l l e n c e .  The p r i n c i p a l  

e x p l a i n s  t h a t  he b e l i e v e s  s t u d e n t s  can  b e s t  be induced t o  make the  

e f f o r t  needed t o  r e a c h  t h e i r  own p o t e n t i a l s  by t h e  example of t h e  hard 

work of t h e i r  t e a c h e r s .  Th i s  d e f i n i t i o n  of good t each ing  i s  exempli- 

f i e d  i n  t h e  language  used by a d m i n i s t r a t o r s  and t e a c h e r s  t o  d e s c r i b e  

t e a c h e r s .  The most common d i s t i n c t i o n  i s  between " s t rong t t  and "weak" 

t e a c h e r s .  S t rong  t e a c h e r s  a r e  those  who work l o n g  hours ,  make s a c r i -  

f i c e s ,  such  a s  v o l u n t e e r i n g  f o r  e x t r a  d u t i e s  even when rec .e iv ing  no 

e x t r a  compensat ion,  overcoming a d v e r s i t y ,  and i n  gene ra l  s eek ing  ways 

t o  s e r v e  t h e  needs of t h e  school  and i t s  s t u d e n t s  i n  ways beyond the  

normal r equ i r emen t s  of t h e i r  job.  S t rong  t e a c h e r s  a r e  t h o s e  who "go 

the  e x t r a  m i l e . "  Weak t e a c h e r s ,  on t h e  o t h e r  hand, a r e . t h o s e  who 

work on ly  t h e  c o n t r a c t u a l l y  p re sc r ibed  hours ,  i n s i s t  on minimal s t a n -  

d a r d s  f o r  t h e i r  work, "hidet t  behind t h e  c o n t r a c t  and t h e  union,  and 



do n o t  v o l u n t e e r  f o r  e x t r a  d u t i e s .  

The pe rvas iveness  of t h i s  ideology can  be explained by t h e  modes 

through which i t  i s  d i s semina ted .  Important  among t h e s e  i s  t h e  model 

provided by compe t i t i ve  a t h l e t i c s .  Grea t  s t r e s s  i s  placed on  a t h -  

l e t i c s  a t  Ring School.  The a t h l e t i c  teams a r e  c i t e d  by t e a c h e r s  and 

a d m i n i s t r a t o r s  a s  examples of d i s c i p l i n e ,  d e d i c a t i o n ,  s e l f - s a c r i f i c e ,  

and above a l l  e f f o r t .  One a d m i n i s t r a t o r  po in t ed  o u t  t h a t  s t u d e n t -  

a t h l e t e s  must app ly  themselves doubly hard because they  have respon- 

- s i b i l i t i e s  bo th  t o  t h e i r  teams and t o  t h e i r  s t u d i e s .  Coaches a l s o  

a r e  c i t e d  f o r  t h e  example of s e l f - s a c r i f i c e  they provide  t o  o t h e r  

t eache r s .  Many a s s i s t a n t  coaches a r e  v o l u n t e e r s  i n  p a r t  because o f  

i n t e r e s t  and d e d i c a t i o n  and i n  p a r t  because they hope to  c a l l  a t t e n -  

t i o n  t o  themselves a s  w i l l i n g  t o  "go t h e  e x t r a  mi le . "  Head coaches  

o f t e n  schedu le  t r a i n i n g  programs f o r  t h e i r  a t h l e t e s  i n  t h e  o f f - season  

when they  a r e  no t  be ing  p a i d .  A l l  coaches g i v e  e x t r a  he lp  t o  a t h l e t e s  

having academic problems. While winning i s  cons idered  impor t an t ,  

a d m i n i s t r a t o r s  and t e a c h e r s  a l l  emphasize t h a t  t he  s t r e n g t h  of t h e  

a t h l e t i c  program a t  Ring School above i t s  won-lost record  is  i n  t h e  

d e d i c a t i o n ,  l o y a l t y ,  t eak  work, p r i d e ,  and e f f o r t  i t  i n s p i r e s  i n  t h e  

s t a f f  and s t u d e n t s .  

A second mode by which t h e  ideology i s  d isseminated  i n  t h e  schoo l  

i s  t h e  example and l e a d e r s h i p  provided  by t h e  v e t e r a n  t e a c h e r s  on t h e  

f a c u l t y .  The p r i n c i p a l  s t a t e d  t h a t  from t h e  opening of  t h e  b u i l d i n g  

s i x  y e a r s  ago he has  r e l i e d  on t h e s e  t e a c h e r s  t o  convey t o  t h e  rest of 

t h e  f a c u l t y  what t he  "tone" (o r  ideology)  of t h e  school  should be .  

Severa l  t e a c h e r s  ~ o m r n e n t e d ~ t h a t  t h e s e  v e t e r a n  t eache r s  could h e l p  t h e  

newcomers s ense  what k inds  of c lass room and pe r sona l  t eache r  behavior  

a r e  a c c e p t a b l e  t o  t h e  c o b u n i t y  and t o  t h e  a d m i n i s t r a t i o n .  One of 

t h e  a d m i n i s t r a t o r s  noted t h e  congruence between the  l e a d e r s h i p  of 

v e t e r a n s  on t h e  s c h o o l ' s  a t h l e t i c  teams and i n  the  f a c u l t y .  

F i n a l l y ,  t h e  ideology is  d isseminated  through the  very  powerful  

example of  t h e  p r i n c i p a l  himself  . 3  Almost a l l  t h e  t e a c h e r s  a r e  g r e a t  

b o o s t e r s  of t h e i r  p r i n c i p a l  and t e l l  many s t o r i e s  about  h i s  a t t r i b u t e s .  



One t eache r  r e l a t e d  t h a t  t he  p r i n c i p a l  has  been known t o  go t o  t h e  

p o l i c e  s t a t i o n  i n  t he  middle of t h e  n i g h t  t o  h e l p  former s t u d e n t s  

o r  a t h l e t e s  who have g o t t e n  i n t o  t r o u b l e .  Severa l  t e a c h e r s  t o l d  of 

t h e  p r i n c i p a l ' s  courage  and de t e rmina t ion  i n  t h e  f a c e  of s e r i o u s  

automobile  i n j u r i e s  which have k e p t  him away from school  a l l  y e a r .  

One week a f  ter t h e  a c c i d e n t ,  t e a c h e r s  r e p o r t  he  t r i e d  t o  g e t  o u t  of 

t r a c t i o n  i n  o r d e r  t o  a t t e n d  the  school  p i c n i c .  Before h i s  a c c i d e n t ,  

t h e  p r i n c i p a l  'put  i n  v e r y  long  hour s  a t  t h e  s choo l ,  t h e  example of 

which i s  n o t  l o s t  on t h e  r e s t  of t h e  s t a f f .  One t eache r  s a i d  s h e  

f e e l s  g u i l t y  when s h e  comes t o  school  on t ime,  r a t h e r  than  coming 

e a r l y .  Inf luenced  by t h e  example of t h e  p r i n c i p a l ,  she  s e e s  anyth ing  

l e s s  t han  t o t a l -  s e l f l e s s  dedication.as,insufficient. 

While t he  ideology i s  d isseminated  by t h e  powerful examples of 

t h e  a t h l e t i c  program, v e t e r a n  t e a c h e r s ,  and t h e  p r i n c i p a l ,  behavior  

c o n s i s t e n t - w i t h  t h e  ideology a l s o  i s  encouraged by rewards and sanc-  

t i o n s  f o r  t hose  who comply and those  who do n o t .  F i r s t ,  t e a c h e r s  

who v o l u n t e e r  e x t r a  t ime t o  a s s i s t  w i th  e x t r a - c u r r i c u l a r  a c t i v i t i e s ,  

e s p e c i a l l y  t h e  a t h l e t i c  program, a r e  p r a i s e d  and thanked e f f u s i v e l y  

over  t h e  p u b l i c  a d d r e s s  system. Second, t h e  p r i n c i p a l  t r i e s  t o  a l l o t  

j obs  which c a r r y  e x t r a  pay, such a s  lunchroom supe rv i s ion ,  t o  t hose  
4 

who have vo lun tee red  be fo re .  Thi rd ,  t h e  a d m i n i s t r a t i o n  seems t o  

en fo rce  r u l e s  d i f f e r e n t l y  f o r  s t r o n g  and weak t e a c h e r s .  One admini- 

s t r a t o r  c laimed t h a t  whi le  t e a c h e r s  a r e  u s u a l l y  reprimanded f o r  

coming t o  school  l a t e ,  he would n o t  t h i n k  of c a l l i n g  one p a r t i c u l a r  

r eache r  i n t o  h i s  o f f i c e  i f  he no t i ced  h e r  a r r i v i n g  l a t e  because he i s  

s u r e  from h e r  p a s t  e x t r a o r d i n a r y  e f f o r t s  on behal f  o f .  s t u d e n t s  t h a t  

t h i s  was a  r a r e - o c c u r r e n c e  which would no t  s t a n d  i n  t he  .way of h e r  

f i n e  t each ing .  F i r i a l l y  , t h e r e  is  some i n d i c a t i o n  t h e  a d m i n i s t r a t i o n  

a l lows  s t r o n g  t e a c h e r s  more autonomy i n  t h e  classroom than  weak 

t eache r s .  A s  noted e a r l i e r ,  t h e  p r i n c i p a l  "wor.ks with' '  t e a c h e r s  who 
. . .  

a r e  n o t  i n  f  i n n  c d n t r o l  of t h e i r  s t u d e n t s .  The a s s i s t a n t  p r i n c i p a l ,  

however, p o i n t s  t o  h i s  own exper ience  as a n  excep t ion .  . ~ e  i s  known a s  

a s t r o n g  teacher .  due t o  h i s  e x t r a  work w i t h  t h e  f o o t b a l l  team. A few 



y e a r s  ago, d u r i n g  a  pe r sona l  c r i s i s  which made i t  d i f f i c u l t  t o  apply  

himself p rope r ly  t o  h i s  teaching ,  he was s u r p r i s e d  t h a t  t he  admini- 

s t r a t i o n  d i d  n o t  observe  him o r  t a l k  w i t h  him abou t  h i s  t each ing  d i f -  

f i c u l t i e s ,  a l t hough  he was c e r t a i n  t h a t  they  knew of t h e s e  d i f f i c u l -  

t i e s .  H e  i n t e r p r e t s  t h i s  a s  l a t i t u d e  al lowed him because  of h i s  

r e p u t a t i o n  as a  s t r o n g  t eache r .  

Not a l l  members of t he  teaching  p r o f e s s i o n  could  subsc r ibe  t o  

t h e  ideology t h a t  pervades Ring School.  Uncomfortable w i t h  the  

stress on e x t r a  e f f o r t ,  w i t h  a  d e f i n i t i o n  of v i r t u e  which deemphasizes 

academic e x c e l l e n c e  p e r  s e ,  o r  f o r  some o t h e r  reason ,  many t e a c h e r s  

would n o t  "belong i n "  t h i s  p a r t i c u l a r  s choo l .  That Ring School i s  

n o t  s p l i t  by d i s s e n s i o n  about  t h e  demands of t h e  ideology means i n  

p a r t  t h a t  d i s s e n t e r s  a g a i n s t  t h e  ideology a r e  n o t  p r e s e n t  i n  meaning- 

f u l  numbers. The school  seems a b l e  t o  r i d  i t s e l f  o f  t hose  who 

d i s s e n t  a g a i n s t  o r  d e v i a t e  from t h e  ideology,  b u t  even more impor tan t  

i n  avoid ing  d i s s e n s u s ,  i n  h i r i n g  new t e a c h e r s ,  o n l y  c a n d i d a t e s  a r e  

s e l e c t e d  who w i l l  behave i n  accord w i t h  the  dominant v a l u e s .  The 

s e l e c t i o n  p roces s  can  s e r v e  t h i s , f i l t e r i n g  r o l e  because i t  i s  con- 

t r o l l e d  t o  a n  e x t r a o r d i n a r y  degree  by t h e  p r i n c i p a l  h imse l f .  He 

g a i n s  t h i s  c o n t r o l  by secu r ing  permiss ion  t o  go beyond t h e  small  pool  

of c a n d i d a t e s  submit ted t o  him by t h e  d i s t r i c t  pe r sonne l  o f f  i c e .  Th i s  

a l l ows  him t o  s e e k  a  cand ida t e  of h i s  own choos ing .  The p r i n c i p a l ' s  

d e s i r e  t o  f i n d  t e a c h e r s  w i t h  c e r t a i n  c h a r a c t e r  a t t r i b u t e s ,  such as 

d e d i c a t i o n  and w i l l i n g n e s s  " to go t h e  e x t r a  mi l e , "  r a t h e r  than a  con- 

c e r n  wi th  c e r t a i n  s k i l l s  o r  any sub jec t -ma t t e r  competence e x p l a i n s  

t h e  p r i n c i p a l ' s  r e l u c t a n c e  ', t o  use  t h e  r e g u l a r  s e l e c t i o n  p roces s .  He 

cannot  e a s i l y  e s t i m a t e  t h e s e  c h a r a c t e r  a t t r i b u t e s  from documents 

included i n  a n  a p p l i c a t i o n .  For t h i s  r ea son ,  t h e  p r i n c i p a l  p r e f e r s  t o  

depend on  t h e  recommendations of people  he knows and t r u s t s  o r  t o  

s e l e c t  a p p l i c a n t s  w i t h  whom he i s  p e r s o n a l l y  f a m i l i a r .  Not s u r p r i s -  

i ng ly ,  then,  t h e  p r i n c i p a l  has  taken t h e  i n i t i a t i v e  t o  h i r e  s e v e r a l  

g radua te s  of t h e  l o c a l  h igh  school  where he t augh t  and. coached b e f o r e  

becoming p r i n c i p a l .  There a r e  now twelve such  g radua te s  on t h e  



s c h o o l ' s  f a c u l t y .  

Between the  pervas iveness  of t he  ideology and t h e  s e l e c t i o n  of 

t e a c h e r s  whose behavior  and b e l i e f s  a r e  l i k e l y  t o  be c o n s i s t e n t  wi th  

t h a t  ideology,  Ring School can be d e s c r i b e d  as t h e  s i t e  of a  manu- 

f a c t u r e  of  consensus.  This  i s  a consensus abou t  g o a l s  f o r  pe r sona l  

and c o l l e c t i v e  a c t i o n  and about  t h e  proper  means and behavior  f o r  

pu r su ing  those  g o a l s .  C l a r i t y  abou t  t h e  s c h o o l ' s  miss ion ,  such a s  

t h e  v a l u e s  i t  should a t t empt  t o  i n c u l c a t e ,  t h e  ve ry  low r a t e s  of d i s -  

s e n t  a g a i n s t  t h e  a d m i n i s t r a t i o n  of t he  school ,  and t h e  t e a c h e r  

r e p o r t s  of h i g h  s a t i s f a c t i o n  a r e  i n d i c a t o r s  of  t h e  s t r e n g t h  of t h i s  

consensus .  The consensus about  means and ends makes t h e  r a t h e r  heavy 

downward f low of d i r e c t i v e s  q u i t e  p a l a t a b l e  f o r  t e a c h e r s .  They a r e  

n o t  u p s e t ,  f o r  example, about  t h e  p a t e r n a l i s m  o r  t h e  s e v e r i t y  w i t h  

which they  a r e  reprimanded by t h e  p r i n c i p a l  when they. a r e  l a t e  t o  

school  o r  c l a s s  because they b e l i e v e  i n  t h e  importance of p u n c t u a l i t y .  

I f  they  d i d  n o t ,  they a r e  u n l i k e l y  t o  have become t e a c h e r s  a t  t h e  

school .  For t h e  same reason ,  t h e  s u r v e i l l a n c e  needs met i n  many 

o r g a n i z a t i o n s  by t h e  upward f low of i n fo rma t ion  abou t  member behavior  

are much d iminished  i n  Ring School,. S u r v e i l l a n c e  i s  unnecessary t o  

a s s u r e  t h a t  behavior  l a r g e l y  c o i n c i d e s  w i t h  a d m i n i s t r a t i o n  d e s i r e s  
. . 

because  i n d i v i d u a l  mot iva t ing  f a c t o r s ,  such as pe r sona l  goa l s ,  b e l i e f s ,  

and v a l u e s ,  are known t o  be c - o n s i s t e n t  w i t h  t h e  d e s i r e d  behavior .  I n  

f a c t ,  modes of s u r v e i l l a n c e  common i n  some s c h o o l s ,  such a s  l e s s o n  

p l a n s  and the  a n a l y s i s  of s t anda rd ized  t e s t  s c o r e s ,  a r e  n o t  much 

emphasized a t  ~ i n g  School.  
5 

The pe rvas ive  ideology a t  Ring School can  be  i n t e r p r e t e d  a s  a n  

e f f e c t i v e  mode,of c o n t r o l  over  t e a c h e r s .  S t rong  examples, d i f f e r e n -  

t i a l  rewards  and s a n c t i o n s ,  and - s e l e c t i o n  p r o c e s s e s  make t eache r  com- 

p l i a n c e  a lmos t  . i n e v i t a b l e .  However powerful  t h e  ideology.,  t e a c h e r s  

do n o t  f e e l  coerced o r  burdened by i t .  On t h e  c o n t r a r y ,  &i th  a  v e r y  

few e x c e p t i o n s  t h e y  subsc r ibe  t o  i t  e n t h u s i a s t i c a l l y . ,  The manufacture 

of consensus  c o n s t r u c t e d  on t h e  founda t ion  of ideology means t h a t  

i n d i v i d u a l  g o a l s  can  be  pursued w i t h i n  t h e  c o n t e x t  of . o r g a n i z a t i o n a l  



goa l s .  O r g a n i z a t i o n a l  c o n t r o l  should be i n t e r p r e t e d  i n  t h i s  c a s e  a s  

suppor t  of i n d i v i d u a l  g o a l s  and i n t e g r a t i o n  of t h e  c o l l e c t i v e  e f f o r t  

r a t h e r  than  as c o e r c i o n  o r  r e p r e s s i o n  ( see  Janowi tz ,  1975) .  Th i s  

l a r g e l y  e x p l a i n s  why t h e s e  t eache r s  f e e l  autonomous even where objec-  

t i v e  measures  of c o n t r o l  imposed on themare  h igh .  

A t  Ring School,  then, one might a rgue  t h a t  t e a c h e r s  a r e  r e a l l y  

r e p o r t i n g  t h e i r  s a t i s f a c t i o n  when they  c h a r a c t e r i z e  themselves as 

autonomous, b u t  i t  is a  p a r t i c u l a r  type of s a t i s f a c t i o n  they f e e l .  

Thei r  s a t i s f a c t i o n  i s  n o t  so  much w i t h  pay, s o c i a l  i n t e r a c t i o n ,  o r  

working c o n d i t i o n s ,  b u t  r a t h e r  wi th  the  gene ra l  d i r e c t i o n s  i n  which 

the  s c h o o l ' s  o p e r a t i o n s  a r e  moving. This  s a t i s f a c t i o n  t r a n s l a t e s  

i n t o  p e r c e p t i o n s  of  pe r sona l  autonomy because of  t h e  congruence a t  

Ring school  between o r g a n i z a t i o n a l  g o a l s  and t e a c h e r s '  p e r s o n a l  

g o a l s ,  a  congruence a s su red  by t h e  manufacture of consensus.  

Organ iza t iona l  I n e f f e c t i v e n e s s  

A t  C i t y  School,  t h e  i s s u e  i s  the  anomolous c o i n c i d e n c i  of r e l a -  

t i v e l y  lower t eache r  p e r c e p t i o n s  of i n d i v i d u a l  autonomy and weak 

c o n t r o l  over  teachers ' .  Th i s  can be understood i n  p a r t  by c o n s i d e r i n g  

the  problem t e a c h e r s  f i n d  most  p r e s s i n g ,  s t u d e n t  d i s c i p l i n e ,  e spec i -  

a l l y  a t t e n d a n c e  and t a r d i n e s s .  Observa t ions  a t  t h e  school  s u p p o r t s  

the  t e a c h e r  view t h a t  s t u d e n t  behavior  i s  no t  w e l l  c o n t r o l l e d .  

Desp i t e  c o n s i d e r a b l e  expend i tu re  f o r  community a i d e s  t o  a c t  as h a l l  

moni tors  and a n  e l a b o r a t e  system of h a l l  p a s s e s  f o r  s t u d e n t s ,  many 

s t u d e n t s  a r e  i n  t h e  h a l l s  even when c l a s s e s  a r e  i n  s e s s i o n .  ~ o r e o ' v e r ,  

a t t e n d a n c e  d a t a  c o l l e c t e d  'ih t h e  D e t r o i t  Board of Educat ion show t h a t  

average  d a i l y  a t t e n d a n c e  a t  C i ty  School i s  on ly  79 p'ercent,  w h i l e  t h e  

c i t y  wide f i g u r e  f o r  j un fo r  high schoo l s  i s  85 p e r c e n t .  .. 

Low s t u d e n t  a t t e n d a n c e  and t a r d i n e s s  t o  c l a s s  f r u s t r a t e  t e a c h e r s '  

e f f o r t s  t o  educa te  . c h i l d r e n  . and t h e i r  hopes f o r  a  s a t i s f a c t o r y  d a i l y  

work r o u t i n e .  F i r s t ,  t e a c h e r s  a r e  f r u s t r a t e d  by t h e  l o s s  of t ime 

s p e n t  i n  d e a l i n g '  w i th  t h e s e  problems. Cont inua l  a t t e n t i o n  t o  d isc ' i -  

p l i n a r y  matters a l s o  c rea ' t e s  b a r r i e r s  t o  communic~t ion .  and t r u s t  



between t e a c h e r s  and s t u d e n t s .  F i n a l l y ,  a  t e a c h e r ' s  a b i l i t y  t o  

ma in t a in  a  r o u t i n e ,  . a l lowing  f o r  p r e d i c t a b i l i t y  and p lanning ,  i s  

c u r t a i l e d  by t h e  cont inuous  i n t e r r u p t i o n s  which d i s c i p l i n a r y  problems 

and t a r d y  s t u d e n t s  engender .  

Desp i t e  the.  f r u s t r a t i o n s  t h e s e  problems cause  f o r  t e a c h e r s ,  con- 

t r o l  methods a r e  no tab ly  i n e f f e c t i v e  . Gym t e a c h e r s ,  whose s t u d e n t s  

a r e  f r e q u e n t l y  l a t e  t o  t h e i r  nex t  c l a s s e s ,  o f t en '  do n o t  . w r i t e  pas ses ,  

nor do h a l l  mon i to r s  a s k  t o  s e e  pas ses .  I n  f a c t ,  h a l l  moni tors  

spend a  good d e a l  of t ime t a l k i n g  w i t h  one ano the r  o r  s l e e p i n g  r a t h e r  

than  doing t h e i r  j obs .  Control  ove r  s t u d e n t s  seems t o  break  down n o t  

i n  conce iv ing  of workable methods, b u t  i n  implementing t h e  methods 

chosen. implementation invo lves  c o o r d i n a t i o n  and supe rv i s ion ,  respon- 

s i b i l i t i e s  of  a d m i n i s t r a t i o n .  J u s t  a s  t he  downward 'f-low of d i r e c t i v e s  

a s  a  mode of c o n t r o l  over  t e a c h e r s  i s  weak a t  C i t y  School,  t h e  coord i -  

n a t i n g  and s u p e r v i s i n g  a c t i v i t i e s  e s s e n t i a l  t o  implementing s o l u t i o n s  

f o r  t h e  s t u d e n t  behavior  problem a r e  i n s u f f i c i e n t .  

Teachers  who a r e  t r u l y  f r u s t r a t e d  wi th  t a r d y  o r  poor ly  behaved 

s t u d e n t s  p e r c e i v e  sending  t h e s e  s t u d e n t s  t o  t h e  counse lo r s  a s  t h e  on ly  

remedy. They want t h e  counse lor  t o  t ake  cus tody  of t he , . o f f end ing  

s t u d e n t  by keeping  him o r  h e r  o u t  of . . t h e  classroom f o r  t h e  r e s t  of t h e  

p e r i o d .  Counselors ,  however, p r e f e r  t o  send s t u d e n t s  back t o  c l a s s  . 

qu ick ly  i n  o r d e r .  t o  minimize t h e  l o s s  of i n s t r u c t i o n a l  t i m e .  Lacking 

any o t h e r  remedy, t e a c h e r s  a r e  f r u s t r a t e d  by t h e i r  dependence on  

counse lors .  

Three f a c t o r s  l i e  behind t e a c h e r  dependence on counse lo r s .  Each 

f a c t o r  is i n  t u r n  t h e  source  of t eache r  f r u s t r a t i o n .  F i r s t ,  t e a c h e r s  
. . 

would n o t  b e  dependent  and hence f r u s t r a t e d  i n  t h i s  way . i f  they  were 
. . . . 

a b l e  t o  s e c u r e  a n  adequate  o r g a n i z a t i o n - l e v e l  s o l u t i o n  fo r '  t h e  problem, 
. . . . 

such a s  a n  e f f e c t i v e  h a l l  pas s  system. Second, t e a c h e r :  dependence o n  

counse lo r s  would be..much reduced i f  t e a c h e r s  would o r  could  d e a l  more 

wi th  d i s c i p l i n e  p.roblems on t h e i r  own. P a r t  of t h e i r  a b d i c a t i o n  i n  

t h i s  a r e a  comes' from t h e  magnitude of t h e  problem. The: o t h e r  p a r t  

comes from t h e  t eache r  d i f f i c u l t y  i n  managing d i f  f  i c u l ' t .  s t u d e n t s  o r  



from a p re fe rence  n o t  t o  con f ron t  t h i s  p a r t  of teaching .  F e e l i n g s  

of i n d i v i d u a l  i n e f f i c a c y  r e s u l t  and h e l p  c r e a t e  t eache r  f r u s t r a t i o n s .  

Third,  t e a c h e r s  would n o t  r e l y  o n ~ c o u n s e l o r s  and then  be f r u s t r a t e d  

by the  poor coope ra t ion  they r e c e i v e  i f  t e a c h e r s  and counse lo r s  (and 

a d m i n i s t r a t i o n )  shared  t h e  same phi losophy of d i s c i p l i n e .  The 

counse lors  and t h e  p r i n c i p a l  b e l i e v e  s t r o n g l y  i n  r e o r i e n t i n g  t h e  

school  away from s u b j  e c  t -mat te r  toward t h e  i n d i v i d u a l  needs of s t u -  

den t s .  I n  t h i s  c o u n s e l o r s  and a d m i n i s t r a t o r s  a r e  s u p p o r t e r s  of t h e  

court-imposed. f . eo rgan iza t ion  i n .  which s u b j  ec t -mat te r  depa r t -  

ments w e r e  r e p l a c e d  by schools-within-a- school  o r g a n i z a t i o n  meant t o  

make middle s choo l s  more suppor t ive ,  f a m i l y  l i k e ,  and i n d i v i d u a l i z e d  

i n  t h e  t r ea tmen t  of s t u d e n t s .  Many t e a c h e r s  a t  C i ty  School,  however, 

ho ld ing  f a s t  t o  a  sub jec t -ma t t e r  o r i e n t a t i o n ,  f e e l  i s o l a t e d  from t h i s  

p h i l o s o p h i c a l  t r e n d .  ~ e a ' c h e r  i s o l a t i o n  i s  w e l l  i n d i c a t e d  by t h e i r  

c o n f l i c t  w i t h  counse lo r s  about  the  a p p r o p r i a t e  way t o  d e a l  w i t h  d i s -  

c i p l i n e  problems. The t e a c h e r s  a r e  u n w i l l i n g  t o  p l ace  t h e  c h i l d ' s  

needs f o r  counse l ing  b e f o r e  t h e  demands of t he  cur r icu lum.  Counse lors  

a r e  unwi l l i ng  t o  p l a y  t h e  custody r o l e  t h e  sub j e c  t -o r i en t ed  t e a c h e r s  

a s k  of  them. The p h i l o s o p h i c a l  i s o l a t i o n  of t h e s e  t eache r s  d e c r e a s e s  

t he  coope ra t ion  they  r e c e i v e  from t h e  counse lo r s  and thereby i n c r e a s e s  

t h e i r  f r u s t r a t i o n .  
\ 

These t h r e e  f a c t o r s  under ly ing  t eache r  dependence on c o u n s e l o r s  

sugges t  sou rces  of f r u s t r a t i o n  t e a c h e r s  a r e  l i k e l y  t o  exper ience  more 

g e n e r a l l y  i n  seeking  s o l u t i o n s  t o  problems a t  C i t y  School.  F i r s t ,  

t e a c h e r s  may f e e l  f r u s t r a f e d  when faced  w i t h  problems they canno t  o r  

choose n o t  t o  d e a l  w i t h  t h k s e l v e s  as i n d i v i d u a l s .  Second, they  are 

l i k e l y  t o  f e e l  f r u s t r a t e d  when. the  school  cannot  implement o rgan iza -  

t i o n  l e v e l  s o l u t i o n s  f o r  t h e  problems. And t h i r d ,  t e a c h e r s  a r e  l i k e l y  

t o  be f r u s t r a t e d  by p h i l o s d p h i c a l  d i f f e r e n c e s  when they t r y  t o  make 

o t h e r  a c t o r s  a t  t h e  school  a p p r e c i a t e  t h e i r  d e f i n i t i o n  of what impor- 

t a n t  problems and what s u i t a b l e  s o l u t i o n s  are. 

c o n s i s t k t  w i t h  t h e s e  gene ra l  e x p e c t a t i o n s ,  t e a c h e r s ,  a t  C i t y  

School have d i f f i c u l t y  i n  seeking .  s o l u t i o n s  f o r  probl'ems they  f a c e  and 



communicating t h e l r  i d e a s  f o r  change t o  a d m i n i s t r a t o r s  ' and ga in ing  

implementat ion f o r  t h e s e  i d e a s .  For example, a  group of Eng l i sh  

t e a c h e r s  who wished t o  i n d i v i d u a l i z e  t h e i r  i n s t r u c t i o n  by grouping 

t h e i r  c l a s s e s  by a b i l i t y - l e v e l  could n o t  g a i n  t h e  approval  of t he  

p r i n c i p a l .  A h i g h l y  t r a i n e d  r ead ing  t eache r  h a s  been s tymied '  i n  

o b t a i n i n g  t h e  equipment  her  program needs. I n  a n o t h e r  c a s e ,  one 

t eache r  who wished. to  d e l e g a t e  a  t t endance- tak ing  r e s p o n s i b i l i t y  t o  

h e r  s t u d e n t s  i n  o r d e r  t o  induce them t o  l e a r n  t o  manage respons i -  

b i l i t y  w a s  p r o h i b i t e d  from doing s o  by the  a d m i n i s t r a t i o n .  F i n a l l y ,  

a mathematics  t eache r  who wishes t o  c r e a t e  a n  a c c e l e r a t e d  c l a s s  f o r  

s t u d e n t s  who are n o t  s t imu la t ed  by the  p r e s e n t  o f f e r i n g s  f e e l s  t he  

p r i n c i p a l  w i l l '  v e t o  i t  because of i t s  " e l i t i s t "  c h a r a c t e r  and probable  

u n p o p u l a r i t y  i n  t h e  community. 

While workers  i n  many o r g a n i z a t i o n s  may encounter  a  management 

which w i l l  n o t  l i s t e n  t o  t h e i r  i d e a s ,  p r o f e s s i o n a l  workers  w i l l  be  

f r u s t r a t e d  when they  a r e  unable t o  communicate t h e i r  i d e a s  upward 

because p r o f e s s i o n a l s  a r e  s o c i a l i z e d  t o  t ake  r e s p o n s i b i l i t y  f o r  t h e  

t a s k  i n  a l l  of  i t s  dimensions r a t h e r  than  merely execu t ing  o r d e r s  

r e l e v a n t  t o  p a r t s  of t h e  t a s k .  I n  t ak ing  r e s p o n s i b i l i t y ,  t he  pro- 

f e s s i o n a l  is l i k e l y  t o  develop new program i d e a s  and t r y  t o  have them 

implemented. A p r o f e s s i o n a l  s e e s  t h e  o r g a n i z a t i o n  i n  which he o r  she  

works a s  a t o o l  f o r  t h e  implementat ion of new i d e a s  (Blau -- e t  a l . ,  

1966; Blau, 1968) .  Th i s  p o r t r a y a l  i s  c o n s i s t e n t  w i t h  t h e  Weberian 

p e r s p e c t i v e  t h a t  o r g a n i z a t i o n s  a r e  s t r u c t u r e d  f o r  t he  e f f i c i e n t  a p p l i -  

c a t i o n  of means t o  ends.  I n  t h e  Weberian p e r s p e c t i v e  modes of control ,  

such as h i e r a r c h y  and r u l e s ,  a r e  t he  p roces ses  by which such app l i ca -  

t i o n  i s  a s s u r e d .  Thus, where many a n a l y s e s  of p r o f e s s i o n a l  l i f e  i n  

o r g a n i z a t i o n s  p i c t u r e  h i e r a r c h y  a s  compromising p r o f e s s i o n a l  s e l f -  

r e g u l a t i o n  o r  autonomy ( f o r  example, Blau and S c o t t ,  1962) ,  t h e  focus  

on o r g a n i z a t i o n  as t h e  means by which p r o f e s s i o n a l  may s e e k  t h e  imple- 

men ta t ion  of t h e i r  i d e a s  s e e s  a n  o r g a n i z a t i o n a l  s e t t i n g  a s  c o n s i s t e n t  

w i t h  p r o f e s s i o n a l  autonomy. I n  t h i s  view a l a r g e  a d m i n i s t r a t i v e  com- 

ponent  (Blau e t  a l . ,  1966; Blau, 1968) and g e n e r a l  b u r e a u c r a t i c  



e l a b o r a t i o n  (Moeller ,  1964; Moeller and C h a r t e r s ,  1966) unde rwr i t e  

t he  upward communication of i deas .  P roposa l s  of  subord ina t e s  must be 

passed through and new programs o r i g i n a t i n g  i n  t h o s e  p roposa l s  

implemented by t h e  a d m i n i s t r a t i v e  component. T h i s  p roces s  i s  espe- 

c i a l l y  impor t an t  t o  p r o f e s s i o n a l  s u b o r d i n a t e s  and t o  o t h e r s  who seek 

i n p u t  i n t o  o r g a n i z a t i o n - l e v e l  problem s o l v i n g .  

Teachers  a t  C i t y  School and presumably a t  numerous o t h e r  s choo l s  

a r e  n o t  a b l e  t o  s a t i s f a c t o r i l y  communicaFe and g a i n  implementation 

f o r  t h e i r  i d e a s .  The i r  problems; t h e r e f o r e ,  remain ,unsolved  and 

f r u s t r a t i o n s  mount. The a d m i n i s t r a t i v e  compqnent is, inadequate  f o r  

p roces s ing  t eache r  i d e a s  because of a t t e n d a n t  c i rcumstances .  F i r s t ,  

t h e  a d m i n i s t r a t i v e  component w i l l  on ly  p r o c e s s  t h e  i d e a s  of sub- 

o r d i n a t e s  i f  t h e  members of the  a d m i n i s t r a t i o n  are r e c e p t i v e  t o  t h e  

i d e a s  sugges ted .  A t  C i t y  School t he  i d e a s  of t e a c h e r s '  who hold a  

sub jec t -ma t t e r  o r i e n t a t i o n  a r e  l i k e l y  t o  b e  poor ly  r ece ived  by admini- 

t r a t o r s  o r i e n t e d  t o  i n d i v i d u a l  s t u d e n t  needs.  S.econd, a d m i n i s t r a t i v e  

i n t e n s i t y  w i l l  n o t  boos t  e f f e c t i v e  upward communication i f  i n t e r -  

media te  members of t h e  h i e ra rchy  do no t  command t h e  suppor t  of t h e i r  

s u p e r i o r s .  A t  C i t y  School the  p r i n c i p a l  r e s p e c t s  t h e  a b i l i t i e s  of 

one of  t h e  u n i t  heads more than t h e  o t h e r  and i s  more l i k e l y  t o  

respond t o  i d e a s  emmanatiig from he r  u n i t .  Th i rd ,  t h e  members of t h e  

h i e r a r c h y ,  however numerous and sympathe t ic  t o  i d e a s  communicated 

upward, a r e  u n l i k e l y  t o  g ive  more than  pas s ing  a t t e n t i o n  t o  t h e s e  

i d e a s  i f  they  a r e  preoccupied wi th  p r e s s i n g  demands from o t h e r  p a r t s  

of t h e  o r g a n i z a t i o n  o r  t h e  o r g a n i z a t i o n a l  environment .  A t  C i t y  

School,  t h e  p r i n c i p a l ' s  time i s  taken  up by d i s c i p l i n e  problems and 

cour  t-manda t e d  programs; he i s  v i r t u a l l y  uninvolved,  t he re f  o r e ,  w i t h  

t h e  implementat ion of cur r icu lum i d e a s ,  even w i t h  those  he could  be 

expected t o  f a v o r .  Fourth,  i d e a s  proposed by s u b o r d i n a t e s  may 

encounter  r i v a l  c l a ims  f o r  c o n t r o l  of  t h e  d e c i s i o n  a r e a  i n  q u e s t i o n  

from o t h e r  components of ' t he  s o c i a l  system i n  which t h e  o r g a n i z a t i o n  

i s  embedded. D i f f e r e n t  components have d i f f e r e n t  amounts of power. 

When t h e  s u p e r i o r  power of a  r i v a l  c l a iman t  i s  invoked,  a n  i d e a  may 



b e r e j e c t e d  o r  delayed,  even i f  i t  has suppor t  i n  the  o rgan iza t iona l  

h ie ra rchy  and environment. A t  City School, the  r i v a l . c l a i m s  of 

r e g i o n a l  board members, Central  o f f i c e  personnel ,  and the  f e d e r a l  

c o u r t  f r u s t r a t e  t eachers  and a d m i n i s t r a t o r s  a l i k e .  And f i n a l l y ,  an 

i n i t i a t i v e  from subordinates  which involves  c e n t r a l  func t ions  of the  

organiza t ion ,  whether they concern o p e r a t i o n a l  goa l s  o r , o r g a n i z a t i o n a l  

s u r v i v a l  and maintenance, is  l e s s  l i k e l y  t o  be  implemented than an 

i n i t i a t i v e  which touches on func t ions  l e s s  c e n t r a l l y  s i t u a t e d .  A t  

City School, scheduling and a t tendance  seem t o  f a l l  i n t o ' d e c i s i o n  

a r e a s  which t h e  admin i s t r a t ion  cons ide r s  q u i t e  c e n t r a l .  Teacher 

i n i t i a t i v e s  i n  t h e s e  a r e a s  were r e j e c t e d  by t h e  p r i n c i p a l  although- 

ph i losoph ica l ly  he would have favored t h e  proposals .  The strenuous 

competi t ion of claims which b u f f e t s  C i ty  School can be seen a s  the  

o r i g i n  of many of these  b a r r i e r s  t o  upward communication. The com- 

p e t i t o r s  include~community a c t i v i s t s ,  t he  f e d e r a l  c o u r t ,  t he  teachers '  

o rgan iza t ion ,  and o f f i c i a l s  from the  c e n t r a l  o f f i c e .  

This  explanat ' ion of the  anomolous coincidence of low organiza- 

t i o n a l  c o n t r o l  and low teacher  percept ions  of autonomy a t  Ci ty  School 

can be  seen i n  t h e  context  of an important  body of research  on orga- 

n i z a t i o n a l  s t r u c t u r e  and ind iv idua l  behavior wi th  equal ly  non in tu i t ive  

r e s u l t s .  Tannenbaum and h i s  col leagues  (1968) have found t h a t  mean 

s a t i s f a c t i o n  and p roduc t iv i ty  i n  an  o rgan iza t ion  a r e  predic ted  by the  

t o t a l  amount of c o n t r o l  exerc ised  by o r g a n i z a t i o n a l  a c t o r s .  Surpris-  

i n g l y ,  i t  i s  not  the  amount of c o n t r o l  an ind iv idua l  h a s , o v e r  o t h e r s  

and over h i s  own work l i f e  which r e l a t e s  p o s i t i v e l y  t o  h i s  own. s a t i s -  

f a c t i o n  and p r d d u c t l v i t y  . . bu t  r a t h e r  the  organiza t ion- level  proper ty  

of t o t a l  c o n t r o l  exerc ised  which r e l a t e s  p o s i t i v e l y  t o  the. mean 
. . 

. s a t i s f a c t i o n  and o rgan iza t iona l  p r o d u c t i v i t y .  Ci ty  School i s  an . . 

organ iza t ion  where t h e  t o t a l  c o n t r o l  exerc ised  i s  r e l a t i v e l y  . . low. 

Taking s a t i s f a c t i o n ,  a t  l e a s t  the  f a c e t  of s a t i s f a c t i o n  r e l a t e d  t o  the  

f u l f i l l m e n t  of personal  goals ,  a s  ve ry  c l o s e l y  r e l a t e d  a t  . . City School 

t o  perceived autbnomy, low teacher  pe rcep t ions  of-autonomy a t  t h i s  
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school  a r e  p r e d i c t a b l e  i n  the  l i g h t  of Tannenbaum's f indings .  



The C i t y  School c a s e  sugges t s  t h a t  a high l e v e l  of t o t a l  c o n t r o l ,  

absen t  i n  t h i s  s choo l ,  i s  important  because i t  c o n t r i b u t e s  t o . t h e  

s u c c e s s f u l  p u r s u i t  of c o l l e c t i v e  g o a l s .  It does  t h i s  by f u r t h e r i n g  
7 

t h e  c o o r d i n a t i o n  of  i n d i v i d u a l  e f f o r t s .  A key a s p e c t  of coord ina-  

t i o n  i s  r o o t i n g  o u t  i n d i v i d u a l  behaviors  which a r e  coun te rp roduc t ive  

f o r  c o l l e c t i v e . e n d s .  A t  C i t y  School,  t h e  poor s t a t e  of s t u d e n t  d i s -  

c i p l i n e  and t h e  d i f f i c u l t y  i n  improving i t  by a  s choo l - l eve l  e f f o r t  

a r e  i n  p a r t  due t o  such r e c a l c i t r a n c e .  
8 

Coordina t ion  i s  p a r t i c u l a r l y  impor tan t  i n  a schoo l  because with- 

o u t  i t ,  two f a c t o r s  t h a t  f avo r  t h e  tendency f o r '  t e a c h e r s  t o  pursue  

p r i v a t e  g o a l s  predominate .  F i r s t ,  t h e  p r o f e s s i o n a l  t r a i n i n g  and . 

s o c i a l i z a t i o n  of t e a c h e r s  does n o t  a s s u r e  t h e i r  d e d i c a t i o n  t o  a  

common set of g o a l s  o r  t h e i r  s u b s c r i p t i o n  t o  a  common set of o p e r a t i n g  

procedures  (Dreeben, 1970),. These might a s s u r e  a b a s i s .  throughout  

t h e  occupat ion  £ o r  coord ina ted  e f f o r t .  A t  C i t y  School t e a c h e r s  

o r i e n t e d  t o  t h e  s u b j e c t  and those  o r i e n t e d  t o  s t u d e n t s ' c o n d u c t  t h e i r  

c l a s s e s  d i f f e r e n t l y  even when t h e i r  g rade  l e v e l  and s u b j e c t  assignment  

a r e  t h e  s a m e .  For example, sub jec t -o r i en t ed  t e a c h e r s  t r y  much h a r d e r  

than  s tuden t -o r i en t ed  t e a c h e r s  t o  cover  a l l  p o i n t s  i n  t h e  cur r icu lum,  

even i f  t h i s  means some s t u d e n t s  f a l l  behind.  Such d i f f e r e n c e s  become 

e s p e c i a l l y  impor t an t  when, i nnova t ion  o r  o t h e r  t y p e s  of. change are 

at tempted b e c a u s e o f  d i f f e r e n t i a l  acceptance  of t h e  proposed changes: 

A t  C i t y  School s u b j e c t - o r i e n t e d  t e a c h e r s  resist t h e  new middle school  

s t r u c t u r e  and phi losophy more than do t h e i r  c h i l d - o r i e n t e d  c o l l e a g u e s ,  

f o r  i n s t a n c e ,  by a rgu ing  a g a i n s t  e f f o r t s  t o  i n d i v i d u a l i z e  i n s t r u c t i o n .  

Second, t h e  ecology of t h e  school  suppor t s  p r i v a t e  g o a l  p u r s u i t .  

Teaching t a k e s  p l a c e  behind c losed  doors ,  i s  i n f r e q u e n t l y  observed by 

a d m i n i s t r a t o r s  o r  o t h e r  t eache r s ,  and consequent ly  i s  n o t  s u b j e c t  t o  

g r e a t  c o n t r o l  ( excep t  a t  t imes by t h e  s t u d e n t s  i n  t h e  c l a s s ) .  An 

impor tan t  i m p l i c a t i o n  h e r e  is  t h a t  norms among t e a c h e r s  a r e  h a r d e r  t o  

enforce  than  among workers  where p r o d u c t i v i t y  and s t y l e  are v i s i b l e  

t o  coworkers ( s e e  Blau,  1955).  The p u r s u i t  of o r g a n i z a t i o n a l  g o a l s ,  

t h e  implementat ion of o rgan iza t ion - l eve l  changes,  and t h e  s o l u t i o n  of 



o r g a n i z a t i o n a l  problems a l l  demand imposing some un i fo rmi ty  o r  d i s -  

c i p l i n e  on t h e  p r i v a t e  behavior of t e a c h e r s .  ,This  i nvo lves  breaking  

down t h e  d i v e r s i t y  t h a t  comes from incomple te  occupa t iona l  s o c i a l i z a -  

t i o n  and t h e  i s o l a t i o n  caused by t h e  ecology of t h e  schoo l .  Such 

un i fo rmi ty  c a n  be imposed and t eache r  e f f o r t s  coo rd ina t ed ,  b u t  t h e  

c o n d i t i o n s  which u s u a l l y  o b t a i n  i n  s c h o o l s  do no t  f avo r  t h i s .  They 

a r e  c e r t a i n l y  no t  p r e s e n t  a t  Ci ty  School .  

The e l a b o r a t i o n  of Tannenbaum's f i n d i n g s  sugges t s  t h a t  when 

t e a c h e r s  f e e l  they  have l i t t l e  autonomy, t h e  e x i s t i n g  s t r u c t u r e  may 

n o t  be  b inding  them c l o s e l y  enough w i t h i n  a system of c o n t r o l s  t o  

overcome problems of incomplete  o c c u p a t i o n a l  s o c i a l i z a t i o n  and 

. i s o l a t i n g  schoo l  ecology and t o  a l l o w  t h e  coord ina t ed  p u r s u i t  of co l -  

l e c t i v e  g o a l s .  Th i s  imp l i e s  t h a t  c o l l e c t i v e  g o a l s  a r e  more c e n t r a l  

t o  p e r c e p t i o n s  of i n d i v i d u a l  autonomy than  a r e  i n d i v i d u a l  g o a l s .  

Teacher f r u s t r a t i o n  i n  t h e  f a c e  of o r g a n i z a t i o n a l  f a i l u r e  t o  improve 

s t u d e n t  d i s c i p l i n e ,  a  c o l l e c t i v e  problem, s u p p o r t s  t h i s  i d e a .  S o c i a l  

c o n t r o l  i n  s choo l s  may enable  i n d i v i d u a l  t o  f e e l  e f f e c t i v e  o r  

au tonomous. 
9 

The Impact of Unce r t a in ty  

A t  V i l l a g e  School,  s t r o n g  c o n t r o l  ove r  t e a c h e r s  accompanies low 

t eache r  p e r c e p t i o n s  of autonomy. The p a r t i c u l a r  manner i n  which 

c o n t r o l  is imposed a t  t h i s  school  c r e a t e s  s u b s t a n t i a l  u n c e r t a i n t y  f o r  

t e a c h e r s .  T h i s  u n c e r t a i n t y  a r i s e s  because  t h e  c o n t r o l  system a t  t h i s  

s choo l  does  not  i nc lude  a  downward f l o w  of  d i r e c t i v e s  about  d e s i r e d  

t e a c h e r  behavior  b u t  on ly  a n  upward f low of i n fo rma t ion  about  t eache r  
. . 

performance. Th i s  c r e a t e s  u n c e r t a i n t y  f o r  t e a c h e r s  i n  s e v e r a l  ways. 

F i r s t ,  in format ion-ga ther ing  c o n t r o l  h a s  no t  o f t e n  been s u b j e c t  t o  . 

r e g u l a t i o n  by c o n t r a c t  whi le  d i r e c t i v e  c o n t r o l  has  been: For example, 

e v a l u a t i o n  i s  s t r i c t l y  r egu la t ed  i n  many c o n t r a c t s ;  r u l e s  through 

which t e a c h e r s  migh. t ,be harassed  o r  e x p l o i t e d ,  such a s - t h e  amount of 

t i m e  they  may be r equ i r ed  t o  spend w i t h  s t u d e n t s ,  a r e  o f t e n  preempted 

by c o n t r a c t  n e g o t i a t i o n .  Informat ion  g a t h e r i n g  c o n t r o l ,  n o t  u s u a l l y  



r egu la t ed  i n  a  comparable way, remains i n  t h e  hands of a d m i n i s t r a t i o n .  

The emphasis a t  V i l l a g e  School on an  unregula ted  kind of c o n t r o l  

i n c r e a s e s  u n c e r t a i n t y  f o r  t e a c h e r s  t h e r e .  Second, t e a c h e r s  can  o n l y  

guess  what t h e  e f f e c t s  of in format ion  g a t h e r i n g  a r e  l i k e l y  t o  be .  A t  

V i l l age  School,  t e a c h e r s  f e a r  t h a t  s t u d e n t  t e s t  i n fo rma t ion  w i l l  be  

used t o  e v a l u a t e  t h e i r  own performances,  b u t  they cannot  demonst ra te  

t h i s .  Therefore,  even t h e  b u i l d i n g  r e p r e s e n t a t i v e  f o r  t h e  t e a c h e r s '  

o r g a n i z a t i o n  s t a t e s  he  must w a i t  t o  s e e  t h a t  t h e  a d m i n i s t r a t i o n  i s  

abusing t eache r  r i g h t s  w i t h  t h e  t e s t  d a t a  i t  g a t h e r s  be fo re  he c a n  

a c t .  The in fo rma t ion  g a t h e r i n g  emphasis of t h e  c o n t r o l  system a t  

V i l l a g e  School c a u s e s  u n c e r t a i n t y  f o r  t e a c h e r s ,  then ,  because i t  

r a i s e s  t he  p o t e n t i a l  f o r  d i r e c t i v e  c o n t r o l  w i thou t  r e v e a l i n g  what 

k inds  of t eache r  performance w i l l  be  r e q u i r e d .  The u n c e r t a i n t y  

t eache r s  a t  V i l l a g e  School f e e l  about  t h e  d i r e c t i v e s  t o  which they  may 

be s u b j e c t  i s  n o t  due t o  t h e i r  ignorance of t h e  p r i n c i p a l ' s  i d e a s  o r  

i n t e n t i o n s .  He has  made no d e c i s i o n  y e t  abou t  new d i r e c t i v e s  i n  

s e v e r a l  a r e a s ,  such a s  s t u d e n t  w r i t i n g  s k i l l s .  Moreover, he i s  

b a s i c a l l y  i n  accord  w i t h  t h e  convent iona l  pedagogical  methods h i s  

t eache r s  u s e  and t h e  e x p e c t a t i o n s  f o r  o r d e r  and d i s c i p l i n e  they  have 

f o r  t h e i r  s t u d e n t s .  For bo th  of t h e s e  r ea sons  i t  would be  imposs ib l e  

f o r  t eache r s  t o  fathom t h e  t h r u s t  of d i r e c t i v e s  the  p r i n c i p a l  might  

i s s u e  based on  a l l  t h e  i n fo rma t ion  h e  g a t h e r s  from l e s s o n  p l a n s ,  t e s t  

s co re s ,  and the  l i k e .  

While t he  u n c e r t a i n t y  t e a c h e r s  f a c e  a t  V i l l a g e  School i s  a  key 

c h a r a c t e r i s t i c  of t h e  c o n t r o l  system a t  t h e  s choo l ,  t e a c h e r s  a t  t h e  

o t h e r  two schoo l s  s t u d i e d  f a c e  u n c e r t a i n t y  a s  we l l ,  Impor t an t ly ,  t h e  

way t h e  u n c e r t a i n t y  i s  managed i s  a  good i n d i c a t o r  of t h e  dynamics 

which determine t e a c h e r  p e r c e p t i o n s  of t h e i r  autonomy a t  t h e s e  

schools .  A t  C i t y  School ,  t h e  con t ingenc ie s  of d e a l i n g  w i t h  d i s c i -  

p l i n a r y  problems a r e  v e r y  impor tan t  t o  t e a c h e r s .  S ince  i t  i s  coun- 

s e l o r s  who u s u a l l y  c o n t r o l  t h e s e  c o n t i n g e n c i e s ,  i t  i s  c o u n s e l o r s  who 

c o n t r o l  t h e  u n c e r t a i n t y  t e a c h e r s  f a c e .  A t  Ring School, p a r e n t s  

a t t empt ing  t o  i n f l u e n c e  schoo l  d e c i s i o n s  abou t  t h e i r  c h i l d r e n  g e n e r a t e  
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uncer ta in ty  f o r  t eachers ,  al though such uncer t a in ty  is  much g r e a t e r  

a t  t h e  o t h e r  schools  where p a r e n t a l  d i s s a t i s f a c t i o n  and o rgan iza t ion  

a r e  g r e a t e r .  Even i n  r e l a t i v e l y  p lac id  Ring School, however, one can 

see  the  r o l e  the  p r i n c i p a l  p lays  i n  de fus ing  o r  buf fe r ing  t h i s  

unce r t a in ty .  The p r i n c i p a l  a t  Ring School, the re fo re  c o n t r o l s  

unce r t a in ty  i n  t eachers  ' work l i v e s .  

I n  genera l ,  t h e  u n c e r t a i n t y  f a c i n g  teachers  i s  l i k e l y  t o  be 
. . 

. g r e a t e s t  where  the  compet i t ion  of c l a ims  f o r  c o n t r o l  of t h e  d i r e c t i o n s  

the  school w i l l  t ake  i s  g r e a t e s t .  A s  discussed e a r l i e r ,  such a  

competi t ion means t h a t  school  goals  a r e  u n s e t t l e d .  This  g r e a t l y  

increases  u n c e r t a i n t y  by making i t  hard to  des ign e f f i c i e n t  s t r u c -  

tu res .  A t  C i ty  School the  competing d e f i n i t i o n s  of' proper  educat ional  

goals  and p r a c t i c e  c r e a t e  an  uncooperat ive r e l a t i o n s h i p  between 

teachers  and counselors .  Teachers f a c e  uncer t a in ty  because counselors  

w i l l '  n o t  coopera te  i n  d i s c i p l i n i n g  s tuden t s .  A t  schools  w i t h  a c t i v e  

pa ren t  bodies,  p a r e n t a l  a s p i r a t i o n s  t o  in f luence  school opera t ions  and 

decis ions  r a i s e  the  p o s s i b i l i t y  f o r  teachers  of i n t e r f e r e n c e  by non- 

p ro fess iona l s .  While many t eachers  perce ive  the  source  of u n c e r t a i n t y  

as the  p r i n c i p a l  of whose backing they a r e  unsure,  the  p r i n c i p a l  

merely l o c a l i z e s  o r  focusses  the  uncer t a in ty  whose r e a l  o r i g i n  i s  the  

pa ren ta l  c la ims on the  school .  A t  V i l l a g e  School, the  p r i n c i p a l ' s  

s t r e s s  on ga the r ing  informiition about  teacher performance, the  source  

of such g r e a t  u n c e r t a i n t y  f o r  t eachers ,  comes from h i s  involvement i n  

the  educat ional  a c c o u n t a b i l i t y  movement. This movement i s . t h e  expres- 

s ion  of c la ims on schools  by s t a t e  agencies  and l o c a l  o rgan iza t ions ,  

unhappy wi th  s t u d e n t  achievement and wi th  the  responsiveness of the  

educat ional  es tabl i shment .  

Facing u n c e r t a i n t y ,  teachers  i n  these  schools  and a c t o r s  i n  o t h e r  

o rgan iza t ions  bec6me dependent on those who c r e a t e  a*d .manage the  

uncer t a in ty .  Exchange theory (Blau, 1964; Thibaut and Kelley, 1959; 

Emerson, 1961) . reasons t h a t  dependency i s  a  resource  from which power 

can be genera ted .  The dependence of a c t o r  A on a c t o r ' ~ , c a n  be t r ans -  
. , '  

l a t e d  i n t o  the  power of B over A. Crozier  (1964) and ~ i c k s o n  and 



Hinings (Hickson e t  'a1 . , 1971; Hinings e t  a l . ,  1974) have found -- -- 
e m p i r i c a l  suppor t  f o r  t h i s  p r o p o s i t i o n  i n  o r g a n i z a t i o n a l  s e t t i n g s .  

The c r e a t o r s  and managers of u n c e r t a i n t y  i n  s c h o o l s  a r e  l i k e l y  t o  

e x e r c i s e  power and t h e  p o t e n t i a l  f o r  c o n t r o l  o v e r  t e a c h e r s .  The 

p e r c e p t i o n s  of low autonomy of V i l l a g e  School t e a c h e r s  can  be  

understood i n  t hese  terms.  They f e e l  they  l a c k  autonomy because t h e  

p r i n c i p a l  c a n  c o n t r o l  them due t o  t h e i r  dependence on  him. Thus, 
1 

autonomy perce ived  i s  i n v e r s e l y  r e l a t e d  t o  c o n t r o l  imposed. Teachers  

a t  V i l l a g e  School c o n s t r u e  t h e i r  autonomy i n  c o n f l i c  t u a l  terms.  T h i s  

c o n t r a s t s  w i t h  Ring and C i t y  Schools and is ,  t h u s ,  t h e  only  c a s e  

s tud ied  where c o n t r o l  and p e r c e p t i o n s  of autonomy r e l a t e d  i n v e r s e l y  

as o r i g i n a l l y  expected.  

The power-dependency fo rmula t ion  of exchange t h e o r i s t s  p o i n t s  t o  

t h e  u n c e r t a i n t y  t e a c h e r s  a t  V i l l a g e  School expe r i ence  a s  t h e  r ea son  

t h e s e  t e a c h e r s  c o n s t r u e  t h e i r  autonomy i n  c o n f l i c t u a l  terms. A s  t h e  

c o n t r o l  t o  which they a r e  s u b j e c t  i n c r e a s e s ,  they  p e r c e i v e  t h e i r  

autonomy a s  dec reas ing .  Legal  a n t h r o p o l o g i s t s ,  such a s  Gluckman 

(1967),  Nader (1969), and Macaulay (1963),  have r e p o r t e d  systems where 

d i s p u t e s  a r e  s e t t l e d  c o o p e r a t i v e l y ,  t h a t  i s  where both  d i s p u t a n t s  f e e l  

t h e i r  i n t e r e s t s  a r e  f u r t h e r e d  by t h e  s e t t l e m e n t .  Thei r  exp lana t ions ,  

when a p p l i e d  to  s choo l s ,  sugges t  ano the r  s e t  of f a c t o r s  which may 

c o n t r i b u t e  t o  t he  c o n f l i c t u a l  p e r c e p t i o n s  of V i l l a g e  School t e a c h e r s .  

The an th ropo log ica l  a n a l y s e s  i d e n t i f y  t h r e e  f a c t o r s  a s  encouraging 

c o o p e r a t i v e  s e t t l e m e n t s :  t h e  mu1 t i p l e x i t y  of t h e  r e l a  t i o n s h i p  

between t h e  d i spu tan t s ,  t he  i n t r o d u c t i o n  of ex t r aneous  i s s u e s  i n t o  t h e  

d i s p u t e ,  and the r o l e  of t h i r d  p a r t i e s  i n  t h e  d i s p u t e .  

A r e l a t i o n s h i p  i s  m u l t i p l e x  o r  d i f f u s e  when t h e  p a r t i e s  i n t e r a c t  

through more than one s e t  of r o l e s .  Thus, i n  Nader ' s  s tudy  of  a 

Mexican v i l l a g e ,  d i s p u t e s  which a r i s e  i n  a  b u s i n e s s  r e l a t i o n s h i p  may 

a t  t h e  same time be between kinsmen. When t h e  r e l a t i o n s h i p  o f . d i s -  

p u t a n t s  i s  d i f f u s e ,  t h e r e  is  p r e s s u r e  t o  s e t t l e  t h e  d i s p u t e  i n  a  way 

which w i l l  a l l ow t h e  d i s p u t a n t s  t o  c o n t i n u e  t h e  o t h e r  a s p e c t s  of t h e i r  

r e l a t i o n s h i p .  The b u s i n e s s  r e l a t i o n s h i p  may be harmed;but t he  



d i s p u t a n t s  s t i l l  wish t o  be a b l e  t o  work t o g e t h e r  i n  t h e i r  fami ly .  

Indeed, by ex tens ion ,  t h e  need of t he  d i s p u t a n t s  t o  be a b l e  t o  

. r e c o n s t r u c t  t h e  v e r y  p a r t  of t h e i r  r e l a t i o n s h i p  i n  which t h e  d i s p u t e  

a r o s e  b r i n g s  p r e s s u r e  f o r  a c o o p e r a t i v e  s e t t l e m e n t .  This  i s  t h e  

r eason  Macaulay g i v e s  f o r  t he  h e s i t a n c e  of businessmen t o  s e t t l e  

t h e i r  d i s p u t e s  i n  c o u r t  and, t h e r e f o r e ,  conf l i c  t u a l l y  . A t  V i l l a g e  

School,  t he  r e l a t i o n s h i p  between t h e  p r i n c i p a l  and t h e  t eache r s  i s  

no t  d i f f u s e .  I t '  c e n t e r s  e x c l u s i v e l y  o n  t h e i r  work r o l e s .  This  

happens l a r g e l y  because the  p r i n c i p a l  s e e s  h imsel f  a s  a manager. I n  

o r d e r  t o  be obeyed, he emphasizes h i s  g r e a t e r  s t a t u s  and power. For ' 

example, he i s  e x p l i c i t  abou t  t h e  d i f f e r e n c e  i n  d e c i s i o n  making r o l e s .  

While t e a c h e r s  may p a r t i c i p a t e  i n  d e c i s i o n s  abou t  day.-to-day opera- 

t i o n s ,  he  a l o n e  makes p o l i c y .  S i m i l a r l y ,  he f e e l s  f r e e  t o  t ake  

v a c a t i o n  t i m e  f o r  such  purposes a s  d e e r  hun t ing ,  wh i l e  t eache r s  could 

n o t .  Teachers  a t  t h e  school  a r e  q u i t e  consc ious  of t h e  d i f f e r e n c e  

between themselves and the  p r i n c i p a l .  Some r e a c t  a n g r i l y  t h a t  t h e  

p r i n c i p a l  has  made c l a ims  which h i s  age ,  expe r i ence ,  and competence do 

n o t  j u s t i f y ,  b u t  t h e  b a r r i e r s  between them a l s o  t r a c e  t o  t h e  l a c k  of 

d i f f u s e  t ies between them. I n  t h e  absence of s o c i a l  r e l a t i o n s  between 

t e a c h e r s  and p r i n c i p a l  o r  of r e l a t i o n s h i p s  among t e a c h e r s  one of whom 

happens t o  be t h e  p r i n c i p a l ,  t h e  manager-worker f a c e t . s t a n d s  o u t  as 

t h e  o n l y  f a c e t  of  t h e  r e l a t i o n s h i p .  The t e a c h e r s  and t h e  p r i n c i p a l  

do n o t  have t h e  need, t h e r e f o r e ,  t o  s e t t l e  t h e i r  d i s p u t e s  coopera- 

t i v e l y  i n  o r d e r  t o  avoid  contaminat ing  o t h e r  f a c e t s  of t h e  r e l a t i o n -  

s h i p .  A t  Ring School,  i n  c o n t r a s t ,  t h e  p r i n c i p a l  and'  t e a c h e r s  have a 

r e l a t i o n s h i p . w i t h  s o c i a l  (between f r i e n d s ) ,  c o l l e g i a l  (between 

t e a c h e r s ) ,  and manager ia l  (between manager and workers)  dimensions. 

Th i s  may be one  f a c t o r  which encourages a c o o p e r a t i v e  mode of d i s p u t e  

s e t t l e m e n t  a t  the i r . '  s choo l .  

I n  t h e  United S t a t e s  c o u r t s ,  ex t r aneous  i s s u e s  or- . f a c t s  a r e  con- 

s i d e r e d  improper f o r  i n t r o d u c t i o n .  Rules  of procedure.  emphasize 

s p e c i f i c i t y .  I n  c o n t r a s t ,  t he  judges  i n  Nader ' s  Mexican s tudy  and 

Gluckman' s A f r i c a n  s tudy  encouraged t h e  e x p l o r a t i o n  of ..every i s s u e  



even t a n g e n t i a l l y  r e l a t e d  t o  t he  d i s p u t e .  Th i s  seemed t o  encourage 

c o o p e r a t i v e  r a t h e r  than  c o n f l i c  t u a l  s e t t l e m e n t s  i n  two ways. F i r s t ,  

t he  ex t r aneous  i s s u e s  reminded the  d i s p u t a n t s  of t h e  m u l t i p l e x i t y  of  

t h e i r  r e l a t i o n s h i p .  Second, ex t raneous  i s s u e s  al lowed ba rga in ing  t o  

reach  s o l u t i o n s  which were s a t i s f a c t o r y  t o  bo th  p a r t i e s .  Where on ly  

one i s s u e  i s  d i s p u t e d ,  t h e  g a i n  of one p a r t y  i s  q u i t e  probably t h e  

l o s s  of  t h e  o t h e r ,  f o r  were t h i s  no t  t h e  c a s e ,  t he  d i s p u t e  would n o t  

have a r i s e n .  With t h e  i n t r o d u c t i o n  of  r e l a t e d  i s s u e s ,  however, t h e  

l o s s  of  one  p a r t y  i n  one a r e a  can be balanced by a  g a i n  i n  a n o t h e r  

a r e a .  I n  t h i s  way bo th  p a r t i e s  can be  s a t i s f i e d .  While t h e r e  a r e  no 

s u g g e s t i v e  examples of t h e  i n t r o d u c t i o n  o r  exc lus ion  of ex t r aneous  

m a t t e r s  i n  d i s p u t e s  a t  t he  t h r e e  i n t e n s i v e  s tudy  schoo l s ,  t h i s  pro- 

c e s s  i s  probably  v e r y  impor tan t  i n  de te rming  the  s e t t l e m e n t  of l a b o r  

i s s u e s  such  as c o n t r a c t  ba rga in ing  o r  g r i evance  a r b i t r a t i o n .  The 

i n s i s t e n c e  by one of  t h e  p a r t i e s  t h a t  t h e  n e g o t i a t i o n s  c o n c e n t r a t e  on 

a  very  narrow range  of i s s u e s  i s  l i k e l y  t o  encourage t h e  p e r c e p t i o n s  

t h a t  o n l y  one s i d e  can  be s a t i s f i e d  w i t h  t h e  s e t t l e m e n t .  On tt;e 'o ther  

hand, i f  t h e  scope of t h e  d i s p u t e  i s  al lowed to  expand, c o o p e r a t i v e  

s e t t l e m e n t s  may be  d i scove red .  

I n  t h e  a n t h r o p o l o g i c a l  s t u d i e s ,  t h i r d  p a r t i e s  who might have a n  

i n t e r e s t  i n  t h e  s e t t l e m e n t  were f r e q u e n t l y  brought  i n t o  t h e  nego t i a -  

t i o n s ,  because  they  seemed t o  i n c r e a s e  t h e  s a l i e n c e  of ex t raneous  

i s s u e s  and r e i n f o r c e  i n  t h e  minds of t h e  d i s p u t a n t s  t h e  m u l t i p l e x i t y  
, 

of t h e i r  r e l a t i o n s h i p .  Thus, f o r  example, a n  argument over  r i g h t s  t o  

a  c o f f e e  c r o p  between a n  es t ranged  husband and wi fe  was s e t t l e d  when 

the  judge emphasized t h e  coup le ' s  d u t i e s  toward i t s  s i c k  daughter  
'. 

(Nader, 1969) .  The daughter ,  a  t h i r d  p a r t y  w i th  a n  i n t e r e s t  i n  t h e  

c a s e  and e s p e c i a l l y  t h e  ex t raneous  i s s u e  of he r  i l l n e s s  reminded t h e  

feuding  b u s i n e s s  p a r t n e r s  of t h e i r  f a m i l i a l  t i e .  Th i s  same p r o c e s s  

occur  i n  s choo l s ,  f o r  example, i f  t h e  i n t e r v e n t i o n  of  a n  i n t e r -  

e s t ed  p a r e n t  group reminds a n t a g o n i s t i c  t e a c h e r s  and p r i n c i p a l  of  

t h e i r  need t o  c o o p e r a t e  i n  t h e  educa t ion  of t h e  s t u d e n t s .  I n  c o n t r a s t  

t o  t h e  a n t h r o p o l o g i c a l  r e p o r t s ,  however, t h e  i n t e r v e n t i o n  of a t h i r d  
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p a r t y  i n  a school  . d i s p u t e  i s  more l i k e l y  t o  i n c r e a s e  the  c o n f l i c t  i n  

t h e  d i s p u t e  t han  t o  encourage a  c o o p e r a t i v e  s e t t l e m e n t .  Third 

p a r t i e s  o f t e n  become involved i n  school  d i s p u t e s  when t h e  d i s p u t e  

canno t  be  s e t t l e d  by t h e  o r i g i n a l  d i s p u t a n t s .  For example, a  

g r i evance  f i l e d  by a t eache r  i s  o n l y  brought  t o  t h e  a t t e n t i o n  of t he  

s u p e r i n t e n d e n t ,  t h e  school  board, o r  a n  a r b i t r a t o r  i f  i t  cannot  be 

s e t t l e d  between t h e  t eache r  and t h e  p r i n c i p a l .  Th i s  d e c r e a s e s  t h e  

chance f o r  a  c o o p e r a t i v e  s e t t l e m e n t  f o r  two r easons .  F i r s t ,  when the  

d i s p u t e  i s  no l o n g e r  l o c a t e d  w i t h i n  t h e  schoo l  b u t  r a t h e r  i s  a  ma t t e r  

f o r  t h e  school  d i s t r i c t  o r  even i n  extreme examples f o r  t h e  l e g a l  

system, t h e  impetus f o r  coope ra t ion  d e r i v i n g  from mu1 t i p l e x  r e l a t i o n s  

and t h e  web of  ex t raneous  i s s u e s  w i t h i n  t h e  schoo l  i s  l o s t .  Third 

p a r t i e s ,  o u t s i d e  t h e  school  w i l l  d i r e c t  a t t e n t i o n  t o  t h e  i s s u e  a t  

hand, n o t  t o  t h e  complexi ty of r e l a t e d  i s s u e s  and t h e i r  p o s s i b l e  

e f f e c t s  on  t h e  ongoing r e l a t i o n s h i p  between t h e  d i s p u t a n t s .  Second, 

r e l a t i o n s h i p  between t e a c h e r s  and p a r t i e s  o u t s i d e  t h e  school  a r e  

thoroughly  r e g u l a t e d  i n  most d i s t r i c t s  by c o n t r a c t  language. Consis- 

t e n t  w i t h  l e g a l  forms and p roces ses  i n  t h e  United S t a t e s ,  such  con- 

t r a c t s  p red i spose  s e t t l e m e n t s  t o  c o n f l i c t u a l  fo rmula t ions  i n  which 

on ly  one s i d e  can  win. 

There  i s  l i k e l y  t o  be c o n s i d e r a b l e  p r e s s u r e  i n  most school  d i s -  

t r i c t s  t o  se t t le  d i s p u t e s  i n s i d e  t h e  schoo l .  F i r s t , .  t h e  p r i n c i p a l  

a p p e a r s  t o  be doing  a  poor job  i f  d i s p u t e s  r each  h ighe r  l e v e l s .  The 

p r i n c i p a l ,  t h e r e f o r e ,  i s  under p r e s s u r e  t o  s e t t l e  them ,himself .  
. . 

Second, i f  a  d i s p u t e  becomes a  g r i evance  and must b e : s e t t l e d  by a n  

a r b i t r a t o r ,  t h e ' c o n s i d e r a b l e  c o s t s  are shared  by t h e . t e a c h e r s l  o rgan i -  

z a t i o n  and t h e  school  board. The former has  t h e  f i n a n c i a l  backing of 

t h e  s t a t e  teachers ' . '  o r g a n i z a t i o n ,  (The Michigan t ducat ion: ~ s s o c i a t i o n  
. . 

pays 65 p e r c e n t  of t h e  c o s t  of a r b i t r a t i o n  i n c u r r e d  by t h e  l o c a l  

t e a c h e r s '  o r g a n i z a t i o n . )  b u t  t he  schoo l  board must c a r r y  t h e  f u l l  c o s t  

i t s e l f .  Thus, t h e  school  a d m i n i s t r a t i o n  works hard to.. s e t t l e  d i s p u t e s  

s h o r t  of a r b i t r a t i o n .  Despi te  t h e s e  uniform p r e s s u r e s  f o r  s e t t l e m e n t s  

w i t h i n  t h e  school  and, t h e r e f o r e ,  by c o o p e r a t i v e  means, t h e r e  i s  



I 

probably v a r i a t i o n  from school  t o  school  i n  t h e  frequency wi th  which 

d i s p u t e s  a r e  i n  f a c t  s e t t l e d  a t  t h i s  l e v e l .  For example, a t  Ring School, 

no one could  r e c a l l  a d i s p u t e  between t eache r s  and p r i n c i p a l  which had 

r equ i r ed  t h e  i n t e r v e n t i o n  of a t h i r d  p a r t y .  A t  V i l l a g e  School,  t h r e e  

g r i evances  had been f i l e d  l a t e l y  i n  which the  s u p e r i n t e n d e n t  r o u t i n e l y  

became invo lved .  The d i f f e r e n c e  between t h e  s e t t l e m e n t  of d i s p u t e s  a t  

t he  s choo l s  can  i n  p a r t  be  understood by t h e  d i f f e r e n c e  i n  t h e  inde-  

pendent c o n t r o l  e x e r c i s e d  by the  two p r i n c i p a l s .  The p r i n c i p a l  a t  

V i l l a g e  School h a s  depended throughout h i s  c a r e e r  and s t i l l  depends on 

t h e  backing of t h e  supe r in t enden t .  The p r i n c i p a l  a t  Ring School,  how- 

eve r ,  n o t  o n l y  has  t h e  backing of h i s  f a c u l t y ,  b u t  a l s o  has  cons ide r -  

a b l e  suppor t  on t h e  school  board and i n  t h e  community. I n  c o n t r a s t  t o  

t h e  p r i n c i p a l  a t  V i l l a g e  School,  t h e r e f o r e ,  he  i s  a b l e  t o  c a l l  upon h i s  

own r e s o u r c e s  t o  a c h i e v e  s e t t l e m e n t s  where o f t e n  t h e  p r i n c i p a l  a t  V i l -  
i 

l a g e  School must depend on o t h e r s  f o r  s e t t l e m e n t s .  For example, gym 

teache r s  a t  V i l l a g e  School were enraged t h a t  some of t h e i r  equipment 

had been a p p r o p r i a t e d  by t h e  h igh  schoo l .  The p r i n c i p a l  w a s  n o t  a b l e  

t o  r e c l a i m  i t .  When t h e  p r i n c i p a l  a t  Ring School f a c e d  a n  analogous 

problem w i t h  i n s u f f i c i e n t  equipment f o r  one of h i s  teams, he mobi l ized  

h i s  r e s o u r c e s  and p e r s o n a l l y  demanded funds  from t h e  c e n t r a l  o f f i c e .  

He g o t  e x a c t l y  what he wanted. I n  much t h e  same way, t h e  p r i n c i p a l  a t  

V i l l age  School h a s  been unable  (or  unwi l l i ng )  t o  keep t h e  school  board 

from i n t e r v e n i n g  i n  t h e  i n s t r u c t i o n a l  a f f a i r s  of t h e  E n g l i s h  department,  

b u t  p a r e n t s  who complain abou t  t h e  t rea tment  of t h e i r  c h i l d r e n  a t  Ring 

School r e g u l a r l y  w i l t  when they a r e  confronted  w i t h  t h e  p r e s t i g e  and 

power of t h e  p r i n c i p a l .  

Ove ra l l ,  t hen ,  c o o p e r a t i v e  s e t t l e m e n t ,  common a t  Ring School,  i s  

encouraged by m u l t i p l e x  o r  d i f f u s e  r e l a t i o n s h i p s  between t e a c h e r s  and 

p r i n c i p a l ,  by i n c l u d i n g  ex t raneous  m a t t e r s  i n  t h e  s e t t l e m e n t ,  and by 

t h e  e x c l u s i o n  of t h i r d  p a r t i e s .  The l a t t e r  depends i n  good measure on 

the  independence of t h e  p r i n c i p a l  a s  he r e l a t e s  t o  t h o s e  t h i r d  p a r t i e s .  

Where such c o o p e r a t i v e  s e t t l e m e n t s  do n o t  p r e v a i l ,  a s  a t  V i l l a g e  

School, t e a c h e r s  c a n  be expected t o  p e r c e i v e  the  ba l ance  of c o n t r o l  a t  

t h e  school  i n  conf l i c  t u a l  terms.  



R e l a t i n g  the  Three Explana tory  ~ o d e l s l O  

The c o n s i d e r a t i o n  of t hese  t h r e e  s c h o o l s  s t a r t e d  wi th  a  d e c i s i o n  

n o t  t o  u se  t h e  Weberian p e r s p e c t i v e .  The Weberian p e r s p e c t i v e  

assumes t h e  g o a l s  of a n  o r g a n i z a t i o n  t o  be  g iven  and t h e  organiza-  

t f o n ' s  i n t e r a c t i o n s  w i t h  i t s  environment t o  be minimal. The g o a l s  of 

many schoo l s  today,  however, a r e  t h e - o b j e c t  of a  c o n t i n u i n g  competi- 

t i o n  of c l a ims  i n  which many of t h e  c l a i m a n t s  a r e  a c t o r s  i n  t h e  

s c h o o l s '  environments .  I n  a d d i t i o n ,  t h e  Weberian p e r s p e c t i v e  would 

n o t  have been s u f f i c i e n t  f o r  d e a l i n g  w i t h  t h e  p a r t i c u l a r  problem on  

which t h i s  paper  h a s  focused ,  t h e  ways i n  which i n d i v i d u a l s  exper ience  

the  c o n t r o l  which t h e i r  o r g a n i z a t i o n s  impose on them.   he Weberian 

framework i s  i n t e r e s t e d  i n  i n d i v i d u a l  r e a c t i o n s  t o  c o n t r o l ,  b u t  on ly  

i n s o f a r  a s  t h e s e  r e a c t i o n s  i n f l u e n c e  t h e  p r o b a b i l i t y ' o f  obedience .  

Weber suggested t h a t  t h i s  l i k e l i h o o d  i s  i n c r e a s e d  by subord ina t e  

b e l i e f  i n  t h e  l e g i t i m a c y  of s u p e r o r d i n a t e  c o n t r o l .  Subordina te  per-  

c e p t i o n s  t h a t  c o n t r o l  is  l e g i t i n a t e ,  however, do n o t  a s s u r e  t h a t  sub- 

o r d i n a t e s  exper ience  c o n t r o l  i n  such a way a s  t o  f e e l  autonomous o r  - 
cons t r a i n e d .  

In s t ead  of t h e  Weberian p e r s p e c t i v e ,  t h i s  a n a l y s i s  has  used the  

o r i e n t i n g  concept  of a compe t i t i on  of c l a i m s  t o  d e s c r i b e  t h e  s e t t i n g  

i n  which many schoo l s  o p e r a t e .  I n  r e t r o s p e c t  t h i s  seems t o  have been 

a p p r o p r i a t e ,  because impor tan t  p a r t s  of  t he  exp lana t ions '  developed 

h e r e  d e r i v e  from the  impact on schoo l  o p e r a t i o n s  of p a r e n t s ,  t eache r  

o r g a n i z a t i o n s ,  t h e  f e d e r a l  c o u r t s ,  t h e  a c c o u n t a b i l i t y  movement, and a  

g e n e r a l i z e d  d i s c o r d  abou t  proper  e d u c a t i o n a l  ph i losophy-  and p r a c t i c e .  

For example, . t h e  consensus a b o u t  ideology a t  Ring School might 

be c a l l e d  agreement about  a  ph i losophy o'f educa t ion  by p r a c t i t i o n e r s  . 
~ n d i v i d u a l i z a t i o n ,  t h e  consensus phi losophy a t  Ring School,  may be  

t y p i f i e d  by a n  o r i e n t a t i o n  t o  t h e  s t u d e n t s '  needs r a t h e r  than  t o  t he  

s u b j e c t  matter and by e x p e c t a t i o n s  f o r  s t u d e n t  achievement which a r e  

n o t  uniformly h igh .  The same c a t e g o r i e s  d e s c r i b e  two o t h e r  ph i loso-  

p h i e s .  One i s  c h a r a c t e r i z e d  by a  much g r e a t e r  o r i e n t a t i o n  t o  t h e  



s u b j e c t  m a t t e r  than  t o  s t u d e n t s  needs,  demands f o r  achievement v a r y i n g  

from t e a c h e r  to  t e a c h e r .  The o t h e r  , of t e n  t h e  p o s i t i o n  of d i s a f f e c t e d  

p a r e n t  groups,  p r e s e r v e s  a  c h i l d  o r i e n t a t i o n ,  b u t  i n s i s t s  on  upgrading 

achievement.  The c o n f i g u r a t i o n  of e d u c a t i o n a l  p h i l o s o p h i e s  a t  a  , 
school  may i n d i c a t e  t h e  e x t e n t  of compe t i t i on  f o r  c o n t r o l  of s choo l  

d i r e c t i o n s .  The c o n t r a s t  between Ring School and C i ty  School i s  a n  

extreme example. A t  t h e  former where t h e  compet i t ion  of  c l a i m s  i s  

minimal, i n d i v i d u a l i z a t i o n  sums up t h e  o r i e n t a t i o n  of v i r t u a l l y  a l l  

a c t o r s .  A t  t h e  l a t t e r ,  a l l  t h r e e  p h i l o s o p h i e s  a r e  a c t i v e l y  advanced 

by competing a c t o r s .  I n d i v i d u a l i z a t i o n  i s  favored  by t h e  a g e n t s  of 

the  c o u r t  a s  most l i k e l y  t o  h e l p  poor c h i l d r e n  succeed i n  school  and 

by i n n o v a t i v e  s t a f f  members, i n c l u d i n g  t h e  p r i n c i p a l .  Many t e a c h e r s  

a r e  s u b j e c t  ma t t e r  o r i e n t e d ,  some openly  expres s ing  a  p r e f e r e n c e  f o r  

h igh  school  teaching  which they b e l i e v e  i s  so  o r i e n t e d .  F i n a l l y ,  

s t a t e  a d m i n i s t r a t o r s  and community groups f a v o r  a n  emphasis on s t u -  

d e n t  achievement ,  hoping t o  r a i s e  t h e  performance of D e t r o i t  c h i l d r e n  

on s t anda rd ized  t e s t s .  More g e n e r a l l y ,  t h e  u n s e t t l e d  n a t u r e  of a rgu-  

ment a b o u t  t h e  o r i e n t a t i o n  e d u c a t i o n  should assume sugges t s  t h e  

va ry ing  i n t e r e s t s  competing f o r  c o n t r o l  of s choo l  o p e r a t i o n s .  

V a r i a t i o n  i n  t h e  i n t e n s i t y  of t h e  compe t i t i on  of c l a i m s . o n  

schoo l s  a l s o  h e l p s  e x p l a i n  d i f f e r e n t  l e v e l s  of p r i n c i p a l ' s  c p n t r o l  

over  t e a c h e r  s e l e c t i o n .  While t h e  p r i n c i p a l  a t  Ring School u s e s  h i s  

s u b s t a n t i a l  c o n t r o l  ove r  t eache r  s e l e c t i o n  t o  f i l t e r  o u t  t e a c h e r s  

u n l i k e l y  t o  p a r t i c i p a t e  i n  t h e  i d e o l o g i c a l  consensus,  o t h e r  p r i n c i p a l s  

have f a r  l e s s  c o n t r o l  o v e r ' t h e  s e l e c t i o n  p roces s .  I n  most s choo l s ,  

t h e  p r i n c i p a l  may choose o r  recommend from a  small pool  s e n t  t o  him by 

the  d i s t r i c t  pe r sonne l  o f f i c e .  This  i s  t h e  c a s e  a t  V i l l a g e  School.  

Even t h e r e ,  however, t h e  p r i n c i p a l  s e n s e s  growing p r e s s u r e  f o r  a n  

inc reased  r o l e  f o r  t h e  school  board,  t r a d i t i o n a l l y  i n a c t i v e  i n  t e a c h e r  

s e l e c t i o n ,  i n  t he  s c r e e n i n g  of a p p l i c a n t s .  The s i t u a t i o n  i n  D e t r o i t  

i s  f a r  more extreme. P r i n c i p a l s  r e p o r t  v i r t u a l l y  no r o l e  f o r  them- 

s e l v e s  i n  t h i s  a r e a .  A t  b e s t  they  can  v e t o  t h e  c a n d i d a t e  s e l e c t e d  by 

the  c e n t r a l  o f f i c e ,  o f t e n  on ly  a f t e r  a  t r i a l  pe r iod  of s e v e r a l  months. 



This  can  be t raced  t o  a  c e n t r a l i z e d  l o c u s  of c l a i m s  made by t h e  

t eache r s '  union f o r  c o n t r o l  ove r  pe r sonne l  ma t t e r s .  While t h e  com- 

munity c o n t r o l  movement i n  D e t r o i t  r e s u l t e d  i n  t h e  d e c e n t r a l i z a t i o n  of 

many f u n c t i o n s  t o  r e g i o n a l  school  boards ,  t h e  union demanded and 

gained t h e  r e t e n t i o n  of c o n t r a c t  n e g o t i a t i o n s  a t  t h e  c e n t r a l  l e v e l  

(LaNoue and smith,  1973) .  The union  f e a r e d  t h a t  d e c e n t r a l i z a t i o n  of 

t h i s  f u n c t i o n  would r e s u l t  i n  impor t an t  c o n t r a c t  d i f f e r e n t i a l s  from 

r e g i o n  t o  r eg ion ,  c l eavages  among t e a c h e r s ,  a  breakdown of s o l i d a r i t y ,  

and weakness i n  t h e  union.  The i m p l i c a t i o n s  of low school  l e v e l  i n p u t  

i n t o  t eache r  s e l e c t i o n  f o r  g o a l  o r  i d e o l o g i c a l  consensus a r e  g r e a t .  

The p r i n c i p a l  a t  Ring School f e e l s  he  needs a lmost  pe r sona l  knowledge 

of a n  a p p l i c a n t ' s  c h a r a c t e r  b e f o r e  he can  p r e d i c t  how w e l l  t h e  a p p l i -  

c a n t  w i l l  f i t  t he  d i r e c t i o n s  the  schoo l  i s  t ak ing .  The c e n t r a l i z a t i o n  

of t h e  p roces s  w i thou t  t he  c o n s u l t a t i o n  of t h e  p r i n c i p a l  o r  o t h e r  

school  s t a f f  makes i t  imposs ib l e  t o  work toward t h i s -  f i t  of a p p l i c a n t  

and school  o r i e n t a t i o n s .  F i r s t ,  t h e  c e n t r a l  pe r sonne l  - o f f i c e r  is  

u n l i k e l y  to  know what t h e  s c h o o l ' s  needs i n  t h i s  a r e a  a r e ,  e s p e c i a l l y  

i f  t h e  d i s t r i c t  i s  l a r g e .  Second, c e n t r a l i z a t i o n  of t h i s  f u n c t i o n  

. i n c r e a s e s  t h e  number of a p p l i c a n t s  who must be processed ,  p r o b a b l y . s o  

much a s  t o  f o r c e  heavy r e l i a n c e  on documentary ev idence  r a t h e r  than  

face- to- face  i n t e r a c t i o n .  A s  s e l e c t i o n  p,rocesses  a t  Ring School sug- 

g e s t ,  face-to-face.interaction may be v e r y  impor tan t  i n  e s t i m a t i n g  a n  

a ' pp l i can t ' s  c h a r a c t e r  a t t r i b u t e s .  

The i d e a  of a n  ongoing compe t i t i on  f o r  c o n t r o l  of t h e  d i r e c t i o n s  

schoo l s  t a k e  h a s  l e d  t o  t h e  exp lana to ry  models used h e r e  . t o  account  

f o r  t e a c h e r  p e r c e p t i o n s  of t h e i r  own autonomy. Two o f  : these ,  admini- . . . . 
s t r a t i v e  e f f e c t i v e n e s s  and t h e  g e n e r a t i o n  of uncer ta in ty . , .  seem t o  be 

a p p l i c a b l e  where t h e  compe t i t i on  of c l a i m s  i s  g r e a t ;  t h e  o t h e r ,  t h e  

manufacture of consensus ,  i s  a p p l i c a b l e  where t h e  compet i t ion  of c l a ims  

i s  minimal. These models h e l p  e x p l a i n  p a r t i c u l a r  c o n f i g u r a t i o n s  of 

c o n t r o l  imposed on  t e a c h e r s  and autonomy perce ived  .by them. Such 

theory  gene ra t io i i  v i a  a n a l y t i c  i n d u c t i o n  does n o t  a s s u r e  t h a t  t he  

models w i l l  bear  much r e l a t i o n s h i p  t o  one a n o t h e r ,  b u t  t h e  common 



compet i t ion  of c l a ims  framework f o r  examining t h e s e  con f4gura t ions  

sugges t  t h a t  they .might .  

The manufacture of consensus a t  Ring School both made s u b s t a n t i a l  

d i r e c t i o n  of t h e i r  behavior  a c c e p t a b l e  f o r  t e a c h e r s  and obvia ted  t h e  

need f o r  s u r v e i l l a n c e  through t h e  g a t h e r i n g  of informa t i o n  abou t  

t eache r  performance. Such in fo rma t ion  g a t h e r i n g  can  becoie  a  major 

p a r t  of t h e  a d m i n i s t r a t i v e  e f f o r t ,  a s  a t  V i l l a g e  School.  E l imina t ing  

i t  wi thou t  c o s t  t o  c o n t r o l ,  f r e e s  a d m i n i s t r a t i v e  rime f o r  o t h e r  

e f f o r t s .  I n s o f a r  a s  a d m i n i s t r a t i v e  r e s o u r c e s  de te rmine  a d m i n i s t r a t i v e  

e f f e c t i v e n e s s ,  t h e  manufacture of consensus should a l low admin i s t r a -  

t i v e  e f f e c t i v e n e s s .  Of cou r se ,  such e f f e c t i v e n e s s  could be t r a n s l a t e d  

i n t o  o p p r e s s i v e  heavy-handed c o n t r o l  over  t e a c h e r s .    he' consensus 

about  a p p r o p r i a t e  t eache r  behav io r ,  however, makes t h i s  unnecessary,  

a l l owing  t h e  a p p l i c a t i o n  of a d m i n i s t r a t i v e  r e s o u r c e s  t o  t he  s o l v i n g  of 

problems which, a g a i n  because of t h e  consensus ,  a r e  l i k e l y  t o  be impor- 

t a n t  t o  bo th  a d m i n i s t r a t o r s  and t e a c h e r s .  The d i s c u s s i o n  of Ring 

School and C i t y  School sugges t s  t h a t  a n  impor t an t  de te rminant  of b o t h  

consensus and a d m i n i s t r a t i v e  e f f e c t i v e n e s s  i n  s o l v i n g  i n t e r n a l  prob7 

lems i s  a low le ,vel  of demands from t h e  environment,  t h a t  is ,  e s sen -  

t i a l l y  t h e  absence of a  compe t i t i on  of c l a i m s .  I r o n i c a l l y ,  then,  t h e  

same c o n d i t i o n s  which make r e s o u r c e s  f o r  c o n t r o l  over  t e a c h e r s  a v a i l -  

a b l e  a l s o  dec rease  t h e  need f o r  t h e i r  u s e .  

Unce r t a in ty ,  t h e  prime cause  of V i l l a g e  School t e a c h e r s '  percep-  

t i o n s  of low autonomy, d e r i v e s  from t h e  compe t i t i on  of c l a ims  and 

more s p e c i f i c a l l y  from s u r v e i l l a n c e  a c t i v i t i e s  i nvo lv ing  t h e  g a t h e r i n g  

of i n fo rma t ion -  abou t  teacher .  performance i n  t h e  absence of d i r e c t i v e s  

about  e x p e c t a t i o n s  f o r  t h a t ,  performance. While i n fo rma t ion  g a t h e r i n g  

i n  V i l l a g e  School was l a r g e l y  a  response  t o  t h e  a c c o u n t a b i l i t y  move? 

ment, d a t a  from. t h e  o t h e r  s c h o o l s  show t h a t  t h e  c la ims  .of o t h e r  

a c t o r s  i n  t he  s c h o o l ' s  environment a l s o  l e a d  t o  s u r v e i l l a n c e .  The 

f e d e r a l  c o u r t  r e q u i r e s  the  g a t h e r i n g  of i n fo rma t ion  t o  monitor t h e  

implementat ion of programs i t  mandates.  P a r e n t s '  e f f o r t s  t o  i n f l u e n c e  

t h e i r  c h i l d r e n ' s  t r ea tmen t  a t  school  l e a d s  t h e  school  t o  c o l l e c t  



i n fo rma t ion  f o r  u se  i n  de fus ing  t h e  t h r e a t  of p a r e n t a l  i n t e r v e n t i o n .  

The e x i s t e n c e  o r  manufacture of a  consensus  abou t  school  p r a c t i c e  

s i g n a l s  t h e  absence of bo th  t h i s  g e n e r a l  and t h i s  s p e c i f i c  cause  of 

u n c e r t a i n t y  f o r  t e a c h e r s .  A consensus i n d i c a t e s  t h e  absence of a n  

a c t i v e  compe t i t i on  of c l a ims  and makes t h e  g a t h e r i n g  of in format ion  

abou t  t eache r  per f  onnance unnecessary.  The g r e a t e r  t h e  consensus,  

then, t h e  l e s s  t he  u n c e r t a i n t y  f o r  t e a c h e r s .  

Unce r t a in ty  produced by a d m i n i s t r a t i v e  a c t i o n ,  such a s  informa- 

t i o n  g a t h e r i n g ,  o r  mediated by a d m i n i s t r a t i v e  a c t i o n ,  such a s  bu f fe r -  

i n g  t e a c h e r s  from the  i n t e r v e n t i o n  e f f o r t s  of p a r e n t s ,  can  i n d i c a t e  

a n  a d m i n i s t r a t i o n  t h a t  i s  e f f e c t i v e l y  i n  c o n t r o l  of school  d i r e c t i o n s  

and o p e r a t i o n s ,  a l t hough  t h i s  does  n o t  mean t h a t  t e a c h e r s  w i l l  be  i n  

accord  w i t h  a d m i n i s t r a t i v e  d e c i s i o n s .  A s  u n c e r t a i n t y  born of t h e  

compe t i t i on  of c l a ims  i n c r e a s e s ,  however, t h e  a d m i n i s t r a t i o n  no l o n g e r  

i s  a b l e  bo th  t o  d e a l  w i t h  the  a c t o r s  g e n e r a t i n g  t h e  u n c e r t a i n t y  and 
. . 

t o  u s e  the  power a v a i l a b l e  t o  them by v i r t u e  of t h e i r  ' u n c e r t a i n t y  

managing r o l e .  Thus, a t  low l e v e l s  u n c e r t a i n t y  is a  r e sou rce  f o r  

e f f e c t i v e  c o n t r o l ,  b u t  a t  h ighe r  l e v e l s  i t  becomes t h e  cause  of 

a d m i n i s t r a t i v e ,  p reoccupat ion  and i n e f f e c t i v e n e s s ,  e s p e c i a l l y  i n  

d e a l i n g  w i t h  problems t e a c h e r s  c o n s i d e r  impor t an t .  

. C e r t a i n  v a r i a b l e s  i n  t hese  exp lana to ry  approaches  covary mono- 

t o n i c a l l y :  as t h e  compet i t ion  of c l a i m s ,  e s p e c i a l l y  t h a t  a r i s i n g  

from a t u r b u l e n t  o r g a n i z a t i o n a l  environment ,  i n c r e a s e s ,  . t h e  uncer- 

t a i n t y  w i t h  which t h e  a d m i n i s t r a t i o n  must cope i n c r e a s e s ;  t h i s  

d e c r e a s e s  t h e  a b i l i t y  of  t h e  a d m i n i s t r a t i o n  t o  e f f e c t i v e l y  manage t h e  

i n t e r n a l  o p e r a t i o n  of t h e  schoo l .  However, a  key v a r i a b l e ,  power, 

de r ived  from t h e  dependence of t e a c h e r s  on a d m i n i s t r a t o r s ,  does  no t  

v a r y  wi th  t h i s  c l u s t e r  i n  t he  same monotonic f a s h i o n .  Rather ,  i t  

i n c r e a s e s  as u n c e r t a i n t y  i n c r e a s e s  o n l y  u n t i l  t h a t  u n c e r t a i n t y  becomes 

, preoccupying.  Then, such power d e c r e a s e s .  When power .generated by 

t eache r  dependence on a d m i n i s t r a t o r s  who manage u n c e r t a i n t y  i s  h igh ,  

as a t  V i l l a g e  School,  t eache r  p e r c e p t i o n s  of t h e i r  own autonomy a r e  

low due t o  a c o n f l i c t u a l  d e f i n i t i o n  of t h e  o p e r a t i o n  of c o n t r o l  and 



t h e i r  own expe r i ence  of i t .  When u n c e r t a i n t y  i s  low, t h a t  i s  when 

t h e  compe t i t i on  of c l a ims  i s  l a r g e l y  a b s e n t ,  t e a c h e r s  f e e l  q u i t e  

autonomous due t o  a consensus about  s choo l  ph i losophy and p r a c t i c e .  

When u n c e r t a i n t y  is  v e r y  high,  due t o  a hea ted  compe t i t i on  of c l a ims ,  

a d m i n i s t r a t i v e  preoccupat ion  makes t h e  s o l u t i o n  of p r e s s i n g  problems 

u n l i k e l y ,  l e a d i n g  t o  r e l a t i v e l y  low p e r c e p t i o n s  of  i n d i v i d u a l  

autonomy. There is  no way to  know whether a d m i n i s t r a t i v e  weakness 

o r  conf l i c  t u a l  d e f i n i t i o n s  of s e t t i n g s  where a d m i n i s t r a t o r s  e f f e c t i v e l y  

manage u n c e r t a i n t y  l e a d s  t o  lower t eache r  p e r c e p t i o n s  of i n d i v i d u a l  

autonomy. G r a p h i c a l l y  r ep re sen ted ,  t hen ,  c o n c l u s i o n s  taken  from a l l  

t h r e e  exp lana to ry  approaches toge the r  would be: 

[ I n s e r t  F igu re  1 Here] 

A f i n a l  s u g g e s t i v e  outcome of t h i s  i n q u i r y  i s  t h e  demonstrat ion 

of l i m i t a t i o n s  i n  a c o n f l i c t u a l  view of t h e  r e l a t i o n s h i p  between 

s o c i a l  c o n t r o l  and i n d i v i d u a l  expe r i ence .  Teacher p e r c e p t i o n s  of 

i n d i v i d u a l  autonomy, a n  impor tan t  i n d i c a t o r  of t h e  manner i n  which 

t h e s e  s e m i p r o f e s s i o n a l s  exper ience  t h e i r  work l i v e s ,  do n o t  r e g u l a r l y  

v a r y  i n v e r s e l y  w i t h  t h e  i n t e n s i t y  and pe rvas iveness  of t h e  c o n t r o l  t o  

which they  are s u b j e c t .  The a n a l y s i s  of t h e  V i l l a g e  School c a s e  

shows c i r cums tances  i n  which a  c o n f l i c t u a l  framework i s  s u i t a b l e ,  b u t  

t h e  o t h e r  two c?ses  p o i n t  o u t  c o n t e x t s  i n  which s o c i a l  c o n t r o l  i s  con- 

duc ive  t o  p o s i t i v e  i n d i v i d u a l  expe r i ences  and i n  which t h e  absence of 

s o c i a l  c o n t r o l  undermines such expe r i ences .  

The p o s i t i v e  impact of s o c i a l  c o n t r o l  on i n d i v i d u a l  p e r c e p t i o n s  

of autonomy i n  t h e s e  c a s e s  o p e r a t e s  through two p roces ses .  F i r s t ,  

s o c i a l  o r  o r g a n i z a t i o n a l  c d n t r o l  f a c i l i t a t e s  t h e  c o o r d i n a t i o n  of t h e  

c o l l e c t i v i t y  and thereby  the  e f f i c i e n t  m o b i l i z a t i o n  of i t s  r e sources .  

O r g a n i z a t i o n a l  r e s o u r c e  m o b i l i z a t i o n  may f u r t h e r  i n d i v i d u a l  goa l  

a t t a i n m e n t ,  r a i s i n g  pe rcep t ions  of i n d i v i d u a l  autonomy. Th i s  may 

happen e i t h e r  by f u r t h e r i n g  the  p u r s u i t  of o r g a n i z a t i o n a l  g o a l s  which 

a r e  i d e n t i c a l  w i t h  i n d i v i d u a l  g o a l s  o r  by s o l v i n g  problems f r u s t r a t i n g  

t o  i n d i v i d u a l s .  The second p roces s  through which s o c i a l  o r  organiza-  

t i o n a l  c o n t r o l  i n c r e a s e s  i n d i v i d u a l  p e r c e p t i o n s  of autonomy i s  by 



Figure 1: Four Determinants of Administrative Power and 
Perceived Autonomy. 
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d e f i n i n g  i n t e r e s t s  of v a r i o u s  a c t o r s  i n  the  c o l l e c t i v i t y ,  such a s  

t e a c h e r s  and a d m i n i s t r a t o r s ,  a s  congruent  r a t h e r  than  c o n t r a d i c t o r y .  

The l i m i t a t i o n  of d i s s e n t  i n  t h e  c o l l e c t i v i t y  i s  one impor t an t  way 

through which t h i s  p roces s  o p e r a t e s .  Ring School achieved  a  ve ry  low 

l e v e l  of d i s s e n t  by s e l e c t i n g  f o r  teaching  p o s i t i o n s  on ly  c a n d i d a t e s  

who would e a s i l y  f i t  themselves t o  t h e  consensus g o a l s  and by d i s -  

seminat ing t h a t  ideology pe rvas ive ly  throughout  t h e  school  o rgan iza -  

t i o n .  A s  a  r e s u l t  of t h e  d e f i n i t i o n  of i n d i v i d u a l  and c o l l e c t i v e  

goa l s  a s  congruent ,  a c t o r s  come t o  conceive of t h e i r  i n t e r a c t i o n s  

wi th  o t h e r s  i n  l e s s  c o n f l i c t u a l ,  more c o o p e r a t i v e  terms.  Key among 

t h e s e  r e d e f i n e d  i n t e r a c t i o n s  i s  t h e  r e l a t i o n s h i p  between s u b o r d i n a t e s  

and s u p e r o r d i n a t e s .  Where subord ina t e s  do no t  s e e  t h e i r  s u p e r i o r s  a s  

having i n t e r e s t s  d i f f e r e n t  from t h e i r  own, they a r e  i n c l i n e d  t o  s e e  

c o n t r o l  a c t i v i t i e s  of t h e i r  s u p e r i o r s  a s  a c t s  of l e a d e r s h i p ,  coord i -  

n a t i o n ,  o r  suppor t ,  r a t h e r  than a s  burdens, i m p o s i t i o n s ,  o r  t h r e a t s .  

A system of soc ' i a l  c o n t r o l  a s  s o c i a l  suppor t  has  c o s t s ,  such a s  t hose  

a t t e n d a n t  on t h e  suppres s ion  of d i s s e n t  and t h e  dominat ion of a  un i -  

form v a l u e  system. Moreover, t h e s e  c a s e  s t u d i e s  i n d i c a t e  t h a t  such  

suppor t ive  a p p l i c a t i o n s  and p e r c e p t i o n s  of s o c i a l  c o n t r o l  depend on 

i n c r e a s i n g l y  r a r e  p r e r e q u i s i t e s .  Both the  t r e a t m e n t s  of Ring School 

and of C i t y  School p o i n t  o u t  t h a t  o r g a n i z a t i o n a l  c o n t r o l  can s e r v e  

the  g o a l s  of t e a c h e r s  b e s t  where competing demands on t h e  school  a r e  

minimal and g o a l  consensus  i s  s t r o n g .  Teachers should n o t  expec t ,  

t h e r e f o r e ,  t h a t  t h e i r  work expe r i ences  w i l l  b e  c h a r a c t e r i z e d  by a  

sense  of i n d i v i d u a l  autonomy i n  most school  s e t t i n g s  . 



Endnotes 

1. To t h i s  end, i t  would have been d e s i r a b l e  t o  5nclude o the r  
types  of schools .  For example, o t h e r  community types . cou ld  have 
been represented ,  inc luding a small  c i t y  o r  a  suburb, e s p e c i a l l y  
where t h e  school  drew from an upper-middle c l a s s  pa ren t  body. 
Although f i e l d  and ques t ionna i re  d a t a  from such a school  were 
c o l l e c t e d ,  they a r e  not  repor ted  h e r e ,  because t h e i r  q u a l i t y  
i s  s u b s t a n t i a l l y  lower than t h e  q u a l i t y  of t h e  d a t a  from t h e  
o t h e r  t h r e e  schools .  This  is  i n d i c a t e d  by a much lower teacher  
response r a t e  on t h e  ques t ionna i re  p r e t e s t ,  poor r e a c t i o n s  t o  
r e q u e s t s  f o r  in te rv iews , ' and  a low l e v e l  of  r appor t  wi th  many 
t e a c h e r s  i n  t h e  informal s e t t i n g s  on which f i e l d  work r e l i e s .  

2. The mean autonomy r e p o r t s  f o r  t h e  o t h e r  f i f t e e n  d e c i s i o n s  d id  
n o t  d i f f e r  s i g n i f i c a n t l y  from school  t o  school .  Perhaps some 
ind iv idua l - l eve l  c h a r a c t e r i s t i c ,  such a s  y e a r s  of  experience,  
would po in t  up s i g n i f i c a n t  d i f f e r e n c e s  i n  response.  Likewise, 
o t h e r  modes of aggregating i n d i v i d u a l  responses might be im- 
p o r t a n t ,  f o r  example, sub jec t  a r e a .  Qui t e  poss ib ly ,  however, 
t h e  l e v e l  of autonomy i n  some of t h e s e  d e c i s i o n  a r e a s  i s  an 
occupat ional  c h a r a c t e r i s t i c  o r ,  indeed,  an a t t r i b u t e  of work 
s i t u a t i o n s  i n  genera l .  General ly t e a c h e r s  r e p o r t  exe rc i s ing  
f a r  more autonomy on classroom and pe r sona l  behavior  ma t t e r s  than 
on coordinat ion  mat t e r s .  

3.  Not s u r p r i s i n g l y ,  t h e  p r i n c i p a l  was himself a  coach a t  t h e  
h igh school  be fo re  h i s  s e l e c t i o n  f o r  t h e  p r i n c i p a l s h i p  a t  1'. North 
J u n i o r  High School .  The ways i n  which he  pe r sona l ly  exempl i f ies  
t h e  school  ideology i n  t h e  minds of t h e  t e a c h e r s  f i t  i n  wel l ,  
t h e r e f o r e ,  wi th  t h e  model provided by t h e  a t h l e t i c  program. 

4.  One female teacher  explained t h a t  t h i s  g i v e s  a  s e x i s t  t i n g e  
t o  t h e  school .  The g r e a t e s t  o p p o r t u n i t i e s  t o  vo lun tee r  and 
t h o s e  most valued by t h e  a d m i n i s t r a t i o n  a r e  i n  t h e  a t h l e t i c  
program which i s  l a r g e l y  f o r  male s t u d e n t s .  Men, t h e r e f o r e ,  
a r e  most l i k e l y  t o  be seen a s  "going t h e  e x t r a  mile" and t o  be 
rewarded wi th  extra-paying jobs. Moreover, s i n c e  many of these  
jobs  a r e  c a r r i e d  o u t  a t  lunch time and s i n c e  s t u d e n t s  a r e  held 
i n  t h e i r  homerooms dur ing t h e  lunch per iod  when they a r e  no t  
a c t u a l l y  in t h e  lunchroom, the  sane t e a c h e r s  who have been given 
extra-paying jobs  a r e  a l s o  re l i eved  of homeroom r e s p o n s i b i l i t i e s .  
Th i s  woman's d i s s e n t  i s  r a r e ,  however. Most t e a c h e r s  who she 
s a y s  shared he r  ill f e e l i n g s  have l e f t  t h e  school .  However, 
w i t h i n  t h e  s m a l l  range of v a r i a t i o n  i n  q u e s t i o n n a i r e  measures 
of s a t i s f a c t i o n ,  which o v e r a l l  were q u i t e  s a t i s f i e d ,  female 
t e a c h e r s  t e n d e d ' t o  be less s a t i s f i e d  than  male t eachers ,  expec ia l ly  
wi th  t h e  amount of c o n t r o l  they have over  t h e i r  l i v e s  a t  school.  



5. The community i n  which t h e  school  i s  embedded a l s o  seems t o  be a  
p a r t  of t h e  i d e o l o g i c a l  consensus. The ch ie f  i n d i c a t o r  of i t s  p a r t i -  
c i p a t i o n  i n  t h e  consensus o r  a t  l e a s t  of i t s  acquiesence i n  i t s  content  
i s  t h e  t o t a l  absence of organized community a c t i v i t y  t o  i n f l u e n c e  
d e c i s i o n s  made a t  t h e  school .  While i n d i v i d u a l  p a r e n t s  do v i s i t  
t h e  school ,  t h e r e  i s  no Parent  Teacher Organizat ion nor any 
ad hoc o rgan iza t ion  of parents ,  nor has t h e r e  been one s i n c e  t h e  -- 
school  opened s i x  y e a r s  ago. While s e v e r a l  exp lana t ions  f o r  
t h i s  p l a c i d i t y  a r e  p o s s i b l e ,  an important one f o r  t h e  argument 
h e r e  i s  t h e  seeming s a t i s f a c t i o n  of the  community wi th  t h e  t h r u s t  
of school ing  a t  V. North Junior  High School. Both t e a c h e r s  and 
a d m i n i s t r a t o r s  r e p o r t  pa ren ta l  s a t i s f a c t i o n ,  a s c r i b i n g  i t  t o  
p a r e n t a l  f e e l i n g  t h a t  t h e  school i s  teaching t h e i r  c h i l d r e n  
a s  they themselves would have i t .  I n  e f f e c t ,  under t h i s  
exp lana t ion  community neg lec t  amounts t o  a  de lega t ion  of c o n t r o l  
by p a r e n t s  and taxpayers  t o  the  school  s t a f f .  Teachers and 
a d m i n i s t r a t o r s  t e l l  of  t i m e s ,  however, when nascent  and un- 
organized p r o t e s t ,  u s u a l l y  about t h e  t rea tment  of an i n d i v i d u a l  
s tuden t  by h i s  o r  h e r  teachers ,  was e f f e c t i v e l y  blunted by t h e  
massing of school  resources  a g a i n s t  t h e  p r o t e s t .  Key among 
t h e s e  r e sources  a r e  t h e  p r e s t i g e  of t h e  p r i n c i p a l ,  d a t a  t h e '  
school  has  c o l l e c t e d ,  and s u b t l e  t h r e a t s  about adverse outcomes 
f o r  t h e  c h i l d r e n  of pa ren t s  who p e r s i s t  i n  no t  complying wi th  
school  wishes. It i s  not  completely a c c u r a t e ,  then,  t o  c la im 
t h a t  t h e  community t o t a l l y  ignores  t h e  school;  r a t h e r ,  t h e  school  
is  a b l e  by l a r g e l y  s a t i s f y i n g  t h e  community and e f f e c t i v e l y  
b l u n t i n g  in f luence  e f f o r t s  by t h e  d i s s a t i s f i e d  t o  extend t h e  
e f f e c t i v e  boundaries of t h e  ideo log ica l  consensus i n t o  t h e  community 

6. The p a r a l l e l  argument about l e v e l s  of p r o d u c t i v i t y  i s  r i s k i e r  
i n  p a r t  because a p p r o p r i a t e  d e f i n i t o n s  and measures o f . s c h o o 1  
p r o d u c t i v i t y  a r e  t h e  s u b j e c t  of g r e a t  disagreement. The f u r o r  
over t h e  a c c o u n t a b i l i t y  movement which i n c l u d e s t h e  charge- t h a t  
educa t iona l  outcomes a r e  being poorly measured r e f l e c t s  t h i s  
disagreement. 

7 .  O f  course ,  t h i s  i s  n o t  n e c e s s a r i l y  t h e  case .  High c o n t r o l  
i n  t h e  form of an horrendous e labora t ion  of work r u l e s  r e s u l t i n g  
from l a b o r  n e g o t i a t i o n s ,  curriculum development l ead ing  t o  un- 
workably prescr ibed d i r e c t i o n s  f o r  i n s t r u c t i o n ,  and/or  overbear ing  
superv i s ion  by a d m i n i s t r a t o r s ,  f o r  example, may l e a d  t o  a  b o t t l e -  
neck of c o n t r o l  which t i e s  t h e  hands of a d m i n i s t r a t o r s  and t e a c h e r s  
a l i k e .  Crozier  (1964) suggests  t h a t  t h e  s i d e  of bureacracy 
c a l l e d  p e j o r a t i v e l y  "red-tape" nay a r i s e  from t h e  e x e r c i s e  of a  
l o t  of c o n t r o l ,  i n  t h e  French case  f o r  p r i v a t e  r a t h e r  than 
o r g a n i z a t i o n a l  purposes. 



8. Other explanat ions  a r e  poss ib le .  Schlechty (1976) s t a t e s  
t h a t  urban s t u d e n t s  a r e  o f t e n  unruly because they l a c k  commitment 
t o  t h e  goa l s  o r  symbols of the  schools  they a t t end .  . 

9. This  a n a l y s i s  of t h e  problems of o rgan iza t iona l  l i f e  i n  schools 
resembles ~ u r k h e i m ' s  approach t o  s o c i a l  l i f e ,  i n  genera l .  
Durkheim p i c t u r e d  t h e  a b i l i t y  of t h e  ind iv idua l  t o  funct ion i n  
s o c i e t y  as based on t h e  c o n t r o l s  wi th  which s o c i e t y  b inds  him. 
When these  c o n t r o l s  a r e  re laxed,  t h e  ind iv idua l  becomes i n e f f e c t u a l  
and even d i s t r a u g h t  enough t o  commit s u i c i d e .  Soc ia l  c o n t r o l  a s  
t h e  mechanism f o r  i n t e g r a t i n g  i n d i v i d u a l s  i n t o  t h e i r  c o l l e c t i v i t i e s ,  
underwrites i n d i v i d u a l  adjustment. 

10. These t h r e e  explanatory models do noc necessa r i ly  exhaust 
t h e  dynamics which opera te  t o  exp la in  v a r i a t i o n  i n  t h e  way c o n t r o l  
systems a r e  perceived autonomy covary. More i n t e n s i v e  case  
s t u d i e s  might w e l l  have uncovered more models. This  i s  one of 
t h e  c o s t s  of d e r i v i n g  theory induc t ive ly  from d a t a  r a t h e r  than 
from a  set of c a t e g o r i e s  which a r e  l o g i c a l l y  a l l - i n c l u s i v e .  The 
b e n e f i t  he re  i s  that t h e  models der ived induc t ive ly  a r e  more 
l i k e l y  t o  f i n d  empir ica l  v e r i f i c a t i o n  i n  o the r  s e t s  of d a t a  than 
a r e  deduct ively  derived models (Glaser  and S t rauss ,  1967). 
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