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Lynn, age '16, res ' fdent  a t  Roseland: 

"Dear God : 

Give m e  t h e  s t r e n g t h  t o  l i v e  my l i f e  t o  t h e  f u l l e s t .  

I am confused, scorned,  and exhausted.  

I need your he lp  f o r  my s a n i t y ,  maybe even f o r  t h e  s a n i t y  

of o t h e r s .  

I c r y ,  scream, ache t o  be ab le  t o  know myself .  

I d i s g u s t  myself s o  o f t e n  t h a t  I wonder a t  my being. 

There i s  a purpose somewhere. An o r i g i n a l  love.  

P lease  h e l p  me f i n d  sanctuary wi th in  myself ,  and t r u s t  i n  

o t h e r s .  

F i r s t  s t e p s  a r e  quoted as  being t h e  roughes t ,  y e t ,  t o  me, 

every s t e p  i s  a new and f i r s t  one. 

P lease  h e l p  me f i n d  m l  s p e c i a l  s t a i r c a s e .  I t ' s  t h e  t i m e  

f o r  my beginning. Again." 
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INTRODUCTION 

Charisma and t h e  complex o l  i d e a s  surrounding it -- cha r i sma t i c  

a u t h o r i t y ,  domination,  t h e  cha r i sma t i c  s i t u a t i o n ,  etc.  -- w e r e  recog- 

n i zed  a s  phenomena i n h e r e n t  i n  human s o c i e t y  long be fo re  t h e  beginnings 

of sociology.  Looking a t  t h e  e a r l y  prophets  and l e a d e r s  of men, 

Weber, beginning t o  i s o l a t e  s o c i o l o g i c a l  concepts  f o r  s tudy ,  developed 

an idea2  type  t o  d e s c r i b e  t h e  c h a r i s m a t i c  p e r s o n a l i t y ,  and de f ined  

char isma a s :  

"... a c e r t a i n  q u a l i t y  of an i n d i v i d u a l  p e r s o n a l i t y  
by v i r t u e  of which he i s  set  a p a r t  f rorm o r d i n a r y  
men and t r e a t e d  a s  endowed w i t h  s u p e r n a t u r a l ,  s u p e r - .  
human, o r  a t  l e a s t  s p e c i f i c a l l y  excep t iona l  q u a l i t i e s .  
These a r e  ... n o t  a c c e s s i b l e  t o  t h e  o r d i n a r y  person,  
b u t  a r e  regarded a s  exemplary, and on t h e  b a s i s  of 
them t h e  i n d i v i d u a l  concerned i s  t r e a t e d  as a l e a d e r .  #I 1 

Beyond t h a t ,  t h e  i d e a l s  propagated by t h e  char i smat ic '  a r e  r e l i g i o u s  

or m y s t i c a l  i n  n a t u r e ,  l y i n g  i n  "what i s  thought  t o  be h i s  connect ion 

wi th  ... some very c e n t r a l  f a c t o r  of man's e x i s t e n c e  and t h e  cosmos 

112 i n  which he l i v e s .  

From t h e  t i m e  of Weber, work on the .  cha r i sma t i c  i n d i v i d u a l  has  

been l a r g e l y  t h e o r e t i c a l .  P r imar i ly ,  it has d e a l t  w i t h  c h a r a c t e r s  

" l a r g e r  than  l i f e , "  a s  w e r e  t h e  prophets  and founders  of g r e a t  move- 

ments. Weber, however, included i n  h i s  work t h e  i d e a  t h a t  charisma 

i s  of a d i a l e c t i c  n a t u r e  i n  t h e  processes  of i n s t i t u t i o n - b u i l d i n g ,  and 

1. ~ e n d i x ,  Reinhard, MAX WEBER, AN INTELLECTUAL P.ORTRAIT, (New York: 
~ o u b l e d a y  and Co., 1 9 6 2 ) ,  p. 88 f o o t n o t e  14. 

2 .  E i s e n s t a d t ,  S.N., SELECTED PAPERS OF MAX WEBER ON CHARISMA AND 
I N S T I T U T I O N  B U I L D I N G ,  (Chicago: u n i v e r s i t y  of Chicago Press, 
1968) ,  p. x x i i .  



both Shj.1~ ~ n d  E i s ~ i - . s t ~ d t  concernez themselves with that facet of 

charisma. Shils' LUCLIS ied LO t h e  theory that charisma "inheres 

in" the organization; that ".. . an attenuated, mediated, institu- 
tionalized charismatic propensity is present in the routine function- 

ing of society. "3 And that: 

"In the rational-legal system, the charisma is not 
concentratedly imputed to the person occupying the 
central role or to the role itself, but is dispersed 
in a diminished but unequal intensity throughout 
the hierarchy of roles and rules."l ... "What the 'subject' responds to is not just 
the specific declaration or order of the incum- 
bent of the role ... but the incumbent enveloped 
in the vague and powerful nimbus of the authority 
of the entire institution."5 

Eisenstadt, on the other hand, takes the middle road between 

the charismatic as the great leader (Weber's ideal type) and the 

almost non-personal institutional meaning which Shils gives. He 

sees charisma in an individual as a vital part of the process of 

social change, saying: 

"... Charisma /is/ ... of crucial importance for 
understanding the processes of institution building ... and that the explication of the relation between 
charisma and institution building is perhaps the 
most important challen e which Weber's work poses 
for modern sociology. 11 8 

Despite all the theories, nothing much has been accomplished 

in the way of empirical study of the charismatic in "normal life," 

(i.e., other than for the world changers). Thus the charismatic 

leader producing institutional or social change within the context 

3. Shils, Edward, "Charisma, Order, and Status," ASR 30, (April, 
1965), p. 200. 

5. IBID. ,p .  206. 

6. Eisenstadt, op.cit.,p. ix. 



of d a i l y ,  non-spectacular  l i f e  has  n o t  been observed.  If E i s e n s t a d t s '  

t h e o r i e s  a r e  t r u e ,  such charisma should be  v i s i b l e  whenever a  rea- 

sonably  l a r g e  change i n  any a r e a  of i n s t i t u t i o n a l  1 i f e . i ~  made, whether 

t h e  area is  l a r g e  or s m a l l .  There a r e  a few s t u d i e s  which d e a l  wi th  

t h e  e n t r e p r e n e u r i a l  c h a r a c t e r ,  and i n  t h e  s e n s e  t h a t  charisma may 

be t h e  e n t r e p r e n e u r  made m y s t i c a l  t h e s e  add t o  ou r  knowledge (e .g . ,  

7 David McCle l landls  THE ACHIEVING SOCIETY ) .  But t h e s e d i s s e c t  t h e  

p e r s o n a l i t y  o u t s i d e  t h e  s o c i a l  c o n t e x t ,  and s o  s t i l l  do  n o t  fill t h e  

gap 

I t  i s  t h e  p o s i t i o n  of  t h i s  paper  t h a t  char isma a r i s e s ,  and 

comes i n t o  f o c u s  a s  a neces sa ry  a s p e c t  o f  i n s t i t u t i o n  b u i l d i n g  on ly  

when c e r t a i n  c o n d i t i o n s  are m e t .  These c o n d i t i o n s  a r i s e  a t  t i m e s  

of d i s e q u i l i b r i u m  o r  change i n  t h r e e  s e p a r a t e  areas -- s o c i e t a l ,  

o r g a n i z a t i o n a l ,  and p e r s o n a l  -- and i t . i s  t h e  convergence of t h e  

t h r e e  sets of changes through which char isma a r i s e s  t o  b u i l d  ( o r ,  

perhaps  i n  t h e  p roces s  of b u i l d i n g , .  t o  d e s t r o y )  i n s t i t u t i o n s .  I n  

t h i s  paper  t h e  s e p a r a t e  sets of change are c a l l e d  " p r o p e n s i t i e s  t o  

char i sma,"  f o r  w i thou t  t h e  s imul taneous occu r rences  of any of t h e  

c o n d i t i o n s  of change char isma would n o t  arise.  

Charisma i t s e l f ,  a s  used i n  t h e  above s t a t e m e n t ,  i s  more than  

t h e  a c t i o n s  of a  c h a r i s m a t i c  l e a d e r  o r  t h e  occur rences  of t h e  

c h a r i s m a t i c  s i t u a t i o n .  I t  i s  de f ined  a s  t h e  i l l u m i n a t i n g  spa rk  of 

i nnova t ion  which occu r s  on ly  a t  t h e  convergence of t h e  t h r e e  pro- 

p e n s i t i e s  t o  char isma,  when a  l e a d e r  emerges from an i n s t i t u t i o n  

i n  a  s o c i e t y  i n  f l u x ,  beholds  t h a t  i n s t i t u t i o n  i n  t h e  new l i g h t  of 

7 .  McClelland, David C . ,  THE ACHIEVING SOCIETY, (P r ince ton :  D. Van 
Nostrand,  I n c .  1961) . 



his personal ideal, and molds it by means of certain attracting ' 

personal characteristics, power, and the strength of his convictions, 

to become a new entity. The charismatic leader and the charismatic 

situation depend on one anotherrand on the society,in the sense that 

the charismatic person needs a "socially organized" context in which 

his emergent extraordinary traits can be recognized, utilized, and 

institutionalized into the new form. 

This paper is an empirical study of charisma at work. Its locus 

is a small organization, an institutional home for predelinquent 

girls. Because of the small size of the Home, certain qualities, 

situations, and activities stand clearly in relief against a setting 

which is normally bureaucratic. Indeed, the "take-off point" of 

the paper is that generally an organization, once conceived in 

charisma, becomes bureaucratized incrementally and progressively. 

In this instance, the process of bureaucratization was reversed, and 

radically so, to "charismatization." This provides us with an unusual 

opportunity for insight into what has been called the dialectic of 

charisma in institution-building, which concept will be elaborated 

upon later. 

Our contact with the agency throughout the time of change 

(approximately two years), provided the opportunity to view almost 

the whole process, beginning with the organization's struggle for 

survival in the face of dwindling funds and ending with the insti- 

tution of a radically new program. Perhaps the situation would 

have called out charisma in any person; this we do not know. But 

the qualities exhibited by the Director in this time of stress were 

extraordinary, and the actions she took because of certain personal 



preconditions and predispositions in combination with the survival 

needs of the organization, were clearly charismatic. Under her 

influence an outstanding and innovative change in direction for the 

agency was accomplished. 

Statement of Purpose 

Eisenstadt decries the fact that very little has been,'done 

to document propensities to institutional change and the part that 

charisma plays in that change. It is to this task the paper is 

oriented. A serendipitous choice or chance of organizational study, 

and the inclination to participant observation from which to develop 

grounded theory, provided an opportunity to see charisma in action. 

The purpose of this paper is to detail propensities toward a social 

change interwoven in the person of a charismatic leader, the or- 

ganizational structure, and changing societal norms. We hope this 

attempt will help to "fill in the gaps" in understanding the relation 

of charisma to institution building. 



OVERVIEW: STRUCTURE PAST AND PRESENT 

A. History 

Prudence Rains, in her article "Moral Reinstatement," says 

of maternity homes that: 

"As they have been traditionally conceived and 
operated, maternity homes have directly taken 
a girl-in-trouble view of their clients -- the 
view that these are essentially respectable 
girls who made a mistake."8 

It was on the basis of this tradition that Roseland Home was founded 

in 1916. Located in a middle-sized, ultra-conservative midwestern 

community, the Home was one of a chain of such institutions developed 

to provide seclusion for the daughters of middle- and upper-class 

parents while awaiting the births of their illegitimate children. 

At first it was financed solely by private grants and fees. Later 

it became the recipient of funds from the local United Fund. 

Treatment in the Home consisted of mental health counseling to 

help the girls deal with the emotional trauma of such pregnancy 

and with the pain of releasing their babies for the nearly inevitable 

adoption. Though the girls were still stigmatized by medical 

personnel whose services they required, it was felt by staff in the 

Home that their situation was punishment enough, and life within 

the institution was made as pleasant as possible. A program of 

educational tutoring was established in cooperation with the local 

city and county school districts by which the girls could keep up 

with their classes. 

8. Rains, Prudence, "Moral Reinstatement: The characteristics of 
Maternity Homes," AMERICAN BEHAVIORAL SCIENTIST, Vol. 14, 
(Nov.-Dec., 1970), p. 220. 



Genera l l y ,  g i r l s  i n  t h e  Home w e r e  n o t  l o c a l .  They came from 

c i t i e s  th roughout  t h e  a r e a ,  and l o c a l  g i r l s  needing m a t e r n i t y  home 

care w e r e  " t r a d e d "  t o  o t h e r  l o c a l i t i e s .  T h i s  was w i t h i n  t h e  t r a d i t i o n  

of s e c r e c y  and s e c l u s i o n  by which t h e  g i r l s  w e r e  s h e l t e r e d  from t h e  

n e g a t i v e  s a n c t i o n s  imposed by s o c i e t y  o u t s i d e  t h e  Home. I t  i s  worth 

n o t i n g  t h a t  c l i e n t s  of t h e  Home w e r e  g e n e r a l l y  homogeneous: w h i t e ,  

m idd l e - c l a s s  economica l ly ,  " r e p e n t a n t " ,  e tc .  Capac i ty  of t h e  Home 

w a s  up  t o  2 5  g i r l s ,  w i t h  2 2  t h e  optimum. S t a f f  c o n s i s t e d  of  a '  

D i r e c t o r ,  a  pa r t - t ime  s ec r e t a ry /bookkeepe r ,  one f u l l  t i m e  and one 

h a l f - t i m e  housemother (who swi tched S u t y  t i m e s ) ,  a  p a r t - t i m e  cook,  

and a  s o c i a l  worker.  The D i r e c t o r  was a l s o  a  s o c i a l  worker and 

c a r r i e d  a case - load  of g i r l s  f o r  counsel in^. A d o c t o r  and a n u r s e  

made r e g u l a r  v i s i t s  and a  l o c a l  h o s p i t 3 l  c a r e d  f o r  t h e  g i r l s  d u r i n g  

l a b o r  and d e l i v e r y .  A t  f i r s t ,  se t  up  on a t u t o r i a l  b a s i s ,  t h e  

ed-ucat ion program had developed by 1960 i n t c  r ~ g u l ~ r  c lassroom 

c l a s s e s ,  s t a f f e d  by t e a c h e r s  p a i d  f o r  by c o o p e r a t i n g  c i t y  and county 

s c h o o l  d i s t r i c t s  h u t  r e p o r t i n g  t o  t h e  ~ i r e c t o r .  S u b j e c t s  t a u g h t  

were math,  h i s t o r y ,  E n g l i s h ,  and homemaking. 

The p r e s e n t  D i r ec to r ,  C a r o l i n e ,  came t o  t h e  iIome i n  1958. A t  

t h a t  t i m e  and u n t i l  abou t  f o u r  y e a r s  ago (1970) Roszlsnd and i t s  

program remained e s s e n t i a l l y  a s  d e s c r i b e d  above. I t  was a t y p i c a l  

m a t e r n i t y  home and a  t y p i c a l  s o c i a l  work agency/bureaucracy,  a lmos t  

i n v i s i b l e  t o  t h e  conununity a s  a  whole (by d e s i g n ) .  I t  was w e l l  

t hough t  of among i t s  sister a g e n c i e s ,  and a l l o t m e n t s  w e r e  made 

r e g u l a r l y  and w i t h  v e r y  l i t t l e  q u e s t i o n  by t h e  Uni ted  Fund. 

---------- 
Char t  1 

About Here ---------- 



CHART I: 
CHARACTERISTICS OF ROSELAND SERVICES OVER TIME 

TIME 
TYPE OF TYPE OF 
AGENCY STRUCTURE PURPOSE HIERARCHY STAFF CLIENTELE 

T i m e  I :  Matern i ty  ~ u r e a u c r a t i c  S h e l t e r  g i r l s  Lines  of au thor -  D i r e c t o r ;  1 Pregnant g i r l  
Home and adopt  o u t  i t y  f o r  a l l  per-  s o c i a l  work- i n  r e s i d e n c e ,  

bab ie s  sonne l  excep t  e r ;  1 1 / 2  age 12-20 
s e c .  through house-parents ;  
s o c i a l  work t o  pa r t - t ime  
Di rec to r  cook; p a r t -  

t ime sec . ;  
v i s i t i n g  
t u t o r s  and 
l a t e r  t e a c h e r s  
i n  classrooms 

Time 11: Matern i ty  
I n t e r i m  Per .  Home and 

School f o r  
l o c a l  preg- 
nan t  g i r l s  
r e s i d i n g  

I 
03 a t  home 

I 

Bureauc ra t i c  S h e l t e r  r e s i -  
wi th  some d e n t s ;  g i v e  
s t a f f  and mental  h e a l t h  
program counse l ing  t o  
i nnova t ions  r e s .  and non- 

r e s .  g i r l s ;  
medical  h e l p  
f o r  bo th  s e t s  
of g i r l s ;  ed- 
u c a t i o n a l  
s e r v .  f o r  both  
s e t s  

Same a s  above, Same a s  above, 
except  new except  new 
shepherd has  shepherd 
d i r e c t  acces s  t a k e s  p l a c e  
t o  D i r e c t o r  of 1 house- 

p a r e n t  and 
1 / 2  s o c i a l  
worker 

Pregnant g i r l  
i n  r e s idence ;  
pregnant  g i r l  
from l o c a l  
a r e a s  wishing 
t o  cont inue  i 
school  whi le  
l i v i n g  a t  hom 
i n  community 
age 1 2 - 2 0  

Time 111: Residence o r  Char ismat ic  
N e w  Program group home 

f o r  d e l i n q u e n t  
and pre-de- 
l i n q u e n t  g i r l s  
Pregnant  n o t  
a necessary  
c o n d i t i o n  f o r  
admi t tance  

Provide a  home- 
l i k e  s e t t i n g  
f o r  g i r l s  
ass igned  by 
c o u r t s  and 
s t a t e  a s  t rou -  
b l ed  g i r l s  
o r  g i r l s  
wi th  no o t h e r  
p l a c e  t o  go 

F l a t t e n e d  h i e r -  
archy wi th  
D i r e c t o r  pre-  
s i d i n g  over  
democrat ic  
peer  group 
of shepherds 
Other s t a f f  
i s  p e r i p h e r a l  

D i r e c t o r ;  6 Court -ass igne 
shepherds who g i r l s  ages  13 
s e r v e  a s  house-18. judged p r e  
p a r e n t s  and l i n q u e n t  o r  
s o c i a l  work- wi thout  prope 
e r s ;  1 s e c . ,  p a r e n t a l  c a r e  
par t - t ime  Some s t a t e -  
cook, p a r t -  ass igned 
t i m e  house- (neg lec t ed )  
keeper g i r l s .  Not 

n e c e s s a r i l y  
,- 

pregnant  ' 



B. I n t e r i m  

From 1970 through 1972, Roseland underwent a r a d i c a l  change 

. i n  ou t look ,  program, and s e r v i c e .  The f i r s t  p u b l i c  i n t i m a t i o n s  of 

.change came i n  t h e  f a l l ,  1971, when-a new e d u c a t i o n a l  program w a s  

e s t a b l i s h e d .  T h i s  program was set up t o  f u l f i l l  t h e  needs of g i r l s  

,wi th in  t h e  community who, wh i l e  s t i l l  l i v i n g  a t  home, had dropped 

.out of  s choo l  because of unwed pregnancy. Prev ious  t o  t h e  law 

which pe rmi t t ed  pregnant  g i r l s  t o  remain i n  s c h o o l ,  t h e  s choo l  d i s -  

t r i c t s  involved had had t u t o r i n g  programs f o r  p regnant  g i r l s .  With 

t h e  l a w  t h e s e  g i r l s  were no longe r  cons ide red  e l i g i b l e  f o r  t h e  

"home-bound" programs and s o  w e r e  dropped.  However, t hey  cont inued 

. to  l e a v e  school  when t h e i r  pregnancies  became obvious ,  and t h e  

community found t h a t  it had no program a t  a l l  f o r  them. Many re- 

mained drop-outs  a f t e r  t h e i r  bab ie s  w e r e  born.  

To f u l f i l l  t h e i r  needs f o r  e d u c a t i o n ,  mental  h e a l t h  counse l ing ,  

pregnancy counse l ing  and medical  s u r v e i l l a n c e ,  adopt ion  counse l ing ,  

and schoo l  r e - e n t r y  problems,  Roseland e s t a b l i s h e d  t h e  Day School 

Program f o r  Pregnant  G i r l s .  Th is  was done i n  coope ra t ion  wi th  t h e  

c i t y  s choo l  d i s t r i c t ,  which provided t h e  t e a c h e r s ,  and t h e  County 

I n t e r m e d i a t e  D i s t r i c t ,  which supported one ha l f - t ime  s o c i a l  worker 

and a p p l i e d  f o r  and g o t  f e d e r a l  funds  t o  p a y . f o r  t h e  lunches  which 

w e r e  s e rved  a t  t h e  Home. 

The most impor t an t  f e a t u r e s  of t h i s  new c l i e n t e l e  w e r e  t h a t  

t h e  g i r l s  w e r e  local,  g e n e r a l l y  of a lower socio-economic c l a s s  

t h a n  r e s i d e n t s  of t h e  Home, and w e r e  i n  h i g h  p r o p o r t i o n  b l ack .  

I m p l i c a t i o n s  f o r  t h e  Home, which s t i l l  main ta ined  i t s  r e s idency  



proqram with ; 5  to 18 qirls, were the sheer addition of numbers of 

girls (up to 40 d z y  qirls enrolled in the 1971-72 school year) with 

the resultant crowding in already small classrooms and dining area; 

friction between resident/non-resident, local/non-local girls; new 

racial tensions; and newly heterogeneous normative expectations based 

on socio-economic differences -- "morality" of the illegitimate 
pregnancy, language, behavior, and the tendency for day girls to keep 

their babies. 

In addition, the education program became a recruiting mechanism 

for new resident girls. This compounded the problem of heterogeneity 

beyond the day hours and added a new financial problem. Whereas the 

day program, including lunch, was financed through the public 

schools, resident girls recruited from poor families had no resources 

with which to pay boarding fees equal to what other residents paid. 

The costs were simply "absorbed" by Roseland when no state or court 

financing for foster care could be obtained. For an organization 

already in trouble because of reduced occupancy, this created an 

even more severe "pinch." 

Moreover, adjustments in the program itself faced great difficulty 

in terms of funding and personnel. One of the premises on which the 

day program was based (and financed) was that the Home, now called 

Roseland Services, would provide mental health care and some physical 

health services. The Home had effectively increased its clientele 

by a factor of 3. Yet funding was only made available for an addition- 

al half-time social worker. The doctor who volunteered his time 

for the resident girls refused to deal with the day girls, requir- 
. , 

ing that the social worker run interference with local "non- 

committed" doctors. In this town there is a shortage of doctors 



and 'many e i t h e r  . w i l l  no-t ~ a k e  new p a t i e n t s  o r  w i l l  n o t  t a k e  Medic.aid 

p a t i e n t s ,  and many new g i r l s  were i n  t h a t  p o s i t i o n .  Moreover, t h e  

day g i r l s  r e q u i r e d  a myriad s e r v i c e s  connected wi th  t h e i r  pover ty  

i n  a d d i t i o n  t o  t h e i r  pregnancies .  Rea l ly  adequa te  s e r v i c e  w a s ,  

t h e r e f o r e ,  j u s t  n o t  p o s s i b l e .  

I n  t h e  c lass rooms,  middle -c lass  t e a c h e r s  who had t aken  t h i s  

work on a pa r t - t ime  b a s i s ,  a s  much f o r  t h e  s a k e  of "vo lun tee r ing"  

t o  h e l p  g i r l s  i n  t r c ,uh l e  a s  f o r  t h e  money, found t h a t  t h e i r  c l a s s e s  

w e r e  no longe r  well-behaved o r  w i th  a t  l e a s t  average  a b i l i t y .  They 

w e r e  o f t e n  d i s r u p t e d  by f o u l  language,  f i g h t i n g  among t h e  g i r l s ,  

andeven v e r b a l  and t h r e a t e n e d  p h y s i c a l  abuse toward t e a c h e r s .  

Many of t h e  day g i r l s  w e r e  n o t  wel l -mot ivated t o  l e a r n  ( though t h e  
- 

f a c t  t h a t  t hey  w e r e  coming t o  s choo l  a t  a l l  showed some mot iva t ion )  

and r e q u i r e d  long-term pe r sona l  t u t o r i n g .  Prev ious  t o  t h i s  t i m e ,  

s t u d i e s  had been conducted on t h e  premise  of indivi .dua1 i n s t r u c t i o n ,  

b u t  w i t h  t h e  i d e a  of proceeding a s  r a p i d l y  a s  p o s s i b l e  s o  a s  t o  

e n a b l e  t h e  g i r l  t o  remain wi th  h e r b c l a s s e s  even though t a k i n g  o f f  

t i m e  f o r  d e l i v e r y  and r ecupe ra t ion .  The p o s i t i o n  of t h e  t e a c h e r s  

now became more remedia l  f o r  problem workers t han  anyth ing ,  and 

they  d i d  n o t  l i k e  t h i s .  

Work i n  t h e  d i n i n g  room and k i t c h e n ,  f o r  lunch and snacks ,  

became a major f o c u s  of d i f f i c u l t y  f o r  a l l  concerned.  Cleaning up 

had been a housekeeping chore  g iven  t h e  r e s i d e n t s ,  and they  s t i l l  

found t h a t  i f  t h e y  wanted a c l e a n  house t o  l i v e  i n  much of t h e  

work would have t o  be done by them. Though an a t t empt  w a s  made 

t o  have t h e  day g i r l s  s h a r e  i n  t h e  work, it w a s  n o t  t o o  s u c c e s s f u l .  

And now more people  had acces s  t o  t h e  g i r l s '  rooms; s t e a l i n g  and 



d e s t r u c t i o n  of proper ty  a l s o  becane a problem. There w a s  a growing 

u n r e s t  which occas iona l ly  broke i n t o  the  open i n  screaming and 

some phys ica l  f i g h t s .  

There was a l s o  a g r e a t  deal more work f o r  t h e  secretary/book- 

keeper t o  do. Before t h e  day program, work had g e n e r a l l y  been t o  

ob ta in  school  records  from t h e  g i r l s '  s choo l s ,  keep records ,  and 

r e t u r n  them t o  t h e  school  d i s t r i c t  f o r  c r e d i t  when t h e  g i r l  l e f t  

Roseland. Also, f inances  were recorded and repor ted .  With t h e  new 

program t h e  work was almost immediately t r i p l e d .  Moreover, it 

became necessary f o r  t h e  s e c r e t a r y  t o  s o l i c i t  t h e  money t h a t  before  

had been paid i n  advance by parents .  She had now t o  d e a l  with some- 

what r e c a l c i t r a n t  bureaucrac ies .  And because of t h e  lower-class ,  

non-motivated s t a t u s  of t h e  new s e t  of g i r l s ,  t h e  school  bureaucracies  

j u s t  d i d n ' t  seem t o  c a r e  about g e t t i n g  informat ion ,  r e c o r d s ,  e t c . ,  

t o  Roseland. These were t h e  g i r l s  t h a t  were marginal t o  t h e  school  

system anyway, and perhaps they had been "wr i t t en  o f f . "  A t  any 

r a t e ,  i t  became t h e  unpleasant  t a sk  of t h e  s e c r e t a r y  t o  t r y  t o  do 

t h e  job she had done be fo re ,  but  i n  f a r  g r e a t e r  numbers and with 

l e s s  p leasan t  respondents.  

The dec i s ion  t o  end t h e  day program a t  t h e  end of t h e  1972-73 

scho-01 year was made u n i l a t e r a l l y  by t h e  p u b l i c  schools  ( c i t y ) ,  

i n  favor  of an a l t e r n a t e  school  f o r  a l l  drop-out s tuden t s .  The 

dec i s ion  was n o t  r e a l l y  contes ted  by Roseland, probably on t h e  

r e a l i z a t i o n  t h a t  t h e  program was no t  v i a b l e .  The Di rec to r  made no 

pub l i c  p r o t e s t ,  s a i d  "What good would it do?" and l a i d  t h e  blame 

on t h e  o f f i c i a l  i n  t h e  c i t y  schools  t h a t  had made t h e  dec i s ion .  

(The County School D i s t r i c t  was not  even informed by t h e  c i t y  schools ,  



and d i d  no t  know i n  f a l l  73 t h a t  t h e  school  program was no longer  

a v a i l a b l e  t o  pregnant g i r l s  a t  RoselandJ. Given her  persuasive 

a b i l i t i e s  i n  o t h e r  s i t u a t i o n s ,  it would seem t h a t  t h e  Di rec to r  might 

have made more of a  p r o t e s t  i f  t h e  day program had r e a l l y  been a  

major goal .  The lack of p r o t e s t  given t h e  investment Roseland had 

made i n  t h e  program i s  c e r t a i n l y  i n d i c a t i v e  t h a t  t h e  s u r v i v a l  i n t e r e s t s  

of t h e  Di rec to r  had turned i n  another d i r e c t i o n .  

C. The N e w  Program 

1. C l i e n t s  

P a r t  of t h e  reason f o r  t h i s  lack  of en t repreneurship  on her  

p a r t  was probably t h e  i n t e r e s t  i n  and a t t e n t i o n ' t o  a  new a r e a  of 

programming i n  t h e  Home. U n t i l  t h e  beginnings of t h e  day program, 

a l l  g i r l s  a t  Roseland were t h e r e  because of pregnancy. However, 

some of t h e  l o c a l  g i r l s  r e c r u i t e d  a s  r e s i d e n t s  were seen by t h e  

c o u r t s  t o  have no proper homes t o  r e t u r n  t o  once t h e i r  babies  were 

b o r n . -  Because of t h i s ,  and because of t h e  D i r e c t o r ' s  commitment t o  

g i r l s  wi th  problems (now compounded by p o v e r t y ) ,  g i r l s  were assigned 

t o  t h e  Home f o r  f o s t e r  c a r e  a f t e r  t h e i r  babies  had been de l ive red .  

The c o u r t s  assigned them a s  "predel inquents"  and paid t h e  r egu la r  

boarding c a r e  f e e s  (up t o  $15.00 per d a y ) .  Soon non-pregnant pre- 

de l inquen t  g i r l s  from a l l  over t h e  s t a t e  were being assigned t o  

Roseland, and f o r  a l l  p r a c t i c a l  purposes t h e  Home ceased t o  be a  

ma te rn i ty  home and became i n s t e a d  an i n s t i t u t i o n  f o r  predel inquent  

g i r l s ,  some of whom happened t o  be pregnant .  

The na tu re  of t h e  program i s  a l s o  r a d i c a l l y  d i f f e r e n t  from what 

it was a s  a  matern i ty  home. The g i r l s  are n o t  seen a s  " g i r l s  who 

a r e  r e s p e c t a b l e  bu t  have made a  mistake" b u t  a s  deeply t roubled  g i r l s .  



Many of them have been known t o  t h e  c o u r t s  almost a l l  t h e i r  l i v e s ,  

and many would be ass igned t o  G i r l ' s  Training School i f  t h e r e  w e r e  

no Roseland. Roseland i s  no more a g e n t e e l  p l a c e  of s e c l u s i o n  f o r  

t h e  r epen tan t  middle class g i r l  involved i n  an i l l e g i t i m a t e  

pregnancy b u t  a c u s t o d i a l / f o s t e r  c a r e  i n s t i t u t i o n  f o r  g i r l s  l abe led ,  

i n  one way o r  another ,  a s  "bad1' o r  "going bad." 

2.  S t a f f  and Treatment 

This ,  of course,  l e d  t o  major changes i n  t rea tment  o r i e n t a t i o n .  

A major change is t h e  concept of t h e  "shepherd." Shepherds have two 

jobs:  i n  t h e  f i r s t  p l a c e  they  a r e  somewhat analogous t o  t h e  house- 

p a r e n t  i n  t h a t  they l i v e  wi th  t h e  g i r l s  ( t h e r e  i s  a male shepherd 

on t h e  s t a f f  a l s o ,  b u t  he l i v e s  away from t h e  H o m e ) ;  and even 

(The kinds o-ii c ! e c : i ~ i ~ : . ~ : - , ~  x c f c r r e d .  tr, i n ~ r : : 1 ~ ! ~  :;tic::! 2::; qc,.inq h c 3 ; ~ ~  ::For 

. . 
\ , r j . , , ; i t ~  , ~ l ~ l ~ . . i 2 - ~ ~ y r ~ . - .  ,,,t.,....., 1 .; :-(.- eC:c:.) ., r 

h . :  pi,.;.! . - \ic;,:,ni-; ----. a11 ~ ~ J - ; ~ ~ ~  26  ..--- ! - t > j l :  ~ii~?st  t h i s  i.s tli1ei.r 

f i .- 
-. ~ . s t  xi-::gu:;?,n: jab c:Et.e?: co.l,letj-e, t.!:ie!y rrre ~(2zl.-21:ofcsr:ional ir, t.he 

t r a i n e d  i.i-I rjndr?rgra::l:;i.?.i.(., crollc:jc a s  a social w c : , r k t r  ( ana the r  i n  

psychology!, Tlle:re a r c  5 women shepherds and one male shepktsrcl on 

t h e  s t a f f .  A']. ?:i?.t- o.;::t wopan . l ives  i n  tlic i i . t : ~ r ~ . c ~ ,  a.nc1- dut.ll hours  

a r e  4 8  on, 4 8  o f f ,  krj t-jl c,nt:? qirl c ' . i i ;  " swinr.ji' .irc?x: ~ d d  kj.o~i.r,s. The man 



shei>;.f;erd, r:i.i-lr?r thzn  5nving a ca se load ,  d e a l s  wit :1  a l l  t h e  g i r l s  

t u r n o v e r  f o r  t h e  s!!cpheriis i s  n i n e  t o  t.wclve months, u s u a l l y  

c o i n c i d i n g  w i t h  t h e  school  yea r .  Along w i t h  being :.:.:sters and 

counsel .ors,  t hey  s e r v e  as  mode1.s f o r  t h e  g i - r l s .  

I t  should be no ted  t h a t  t h e s e  s i x  shepherds  r e p l a c e  one f u l l -  

t i m e  s o c i a l  worker and one f u l l - t i m e  houseparent. .  Aside from t h e  

d e s i r e  of t h e  ~ i r e c t o r  t o  have young, "n~n-- jaded" workers w i t h  a 

contemporary a t t i t u d e  toward t h e  g i r l s ,  t h e  f a c t  remains t h a t  

choos ing  young, inexper ienced  workers ~ j h o  can l i v e  i n  t h e  Home 

makes good budgetary s ense .  Tile Di.rector  i.s t h e  o n l y  p r o f e s s i o n a l  

s o c i a l  worker on t h e  s t a f f .  

Other s t a f f  p o s i t i o n s ,  i .e . ,  cook, s e c r e t a r y ,  nu r se ,  and 

d o c t o r  remain t h e  same. However, a l l  personne l  excep t  t h e -  d o c t o r  

have been changed s i n c e  1972. 

3 .  Program 

The program i t s e l f  ha s  changed from t r a d i t i o n a l  mental  h e a l t h  

counse l ing  t o  a modif ied "behavior  mod i f i ca t ion"  s i t u a t i o n .  There 

' is no punishment i n  t h e  Home excep t  f o r  d o l l a r  f i n e s  f o r  u se  o f  

. d r u g s  o r  a l coho l .  T h i s  i s  pa id  from t h e  two d o l l a r  p e r  week 

a l lowance  each g i r l  r e c e i v e s .  The t r ea tmen t  p l a n  i s  a system of 

l e v e l s  dev ised  by a former shepherd wi th  some expe r i ence  i n  

behavior  mod i f i ca t ion .  Each of  f o u r  l e v e l s  has  cumulat ive  p r i v -  

i l e g e s  a s  t h e  g i r l  behaves ( d o e s n ' t  make "goofs" )  f o r  a s p e c i f i e d  

p e r i o d  o f  t i m e  p e r  l e v e l .  The g i r l  e n t e r s  t h e  Home on Level  1, 

which i s  c a l l e d  " S l i p  back and New G i r l  Level ."  She i s  al lowed 

o u t  o n l y  w i th  an o l d  r e s i d e n t  f o r  two hours  on h e r  second,  t h i r d  



ancl f o u r t h  days,  3-d f c r  t f i i r ~ n  h m i r s  on  t h e  f i f t h ,  s i x t h  and 

seventh  days. She may go o u t  on ly  u n t i l  8 P M ,  and rcay have no 

v i s i t o r s  and no ove rn igh t s  away from t h e  Mcmc ;;I(-: is  allowed 

2 goofs .  I f  s h e  exceeds 2, she  remains sa Levei I rr3r ano the r  

week. 

On Level 2 ,  where she s t a y s  f o r  3  weeks, she  i s  allowed one 

t i m e  o u t  l a t e  (till 10 i f  under age 16,  11 i f  over )  per  week on 

Fr iday  o r  Saturday.  She may go home ove rn igh t  one n i g h t  i f  it 

i s  approved by t h e  shepherd. H e r  boyf r iend  i s  allowed t o  see 

h e r  t h r e e  t i m e s  a t  Roseland and 2 t i m e s  elsewhere,  p rovid ing  s h e  

has  no goofs  t h a t  day. She i s  allowed t o  be o u t  f o u r  hours  p e r  

day, observ ing  curfews u n t i l  8:30 f o r  g i r l s  under 16 ,  9:30 o v e r  

16. A l l  g i r l s  must be p r e s e n t  f o r  d i n n e r ,  and t h e  g i r l  is  

allowed 9 goofs  a t  t h i s  l e v e l .  

She remains a t  Level 3  f o r  5 weeks. Here she i s  allowed two 

l a t e  n i g h t s ,  Fr iday  and Saturday,  w i t h  curfews of 10:30 under 16,  

11:30 over  1 6 .  She can s t a y  ove rn igh t  w i th  p a r e n t s  t w i c e  i n  t h a t  

pe r iod ;  h e r  boyfr iend  can v i s i t  h e r  t h r e e  t i m e s  ,a week on grounds 

and t h r e e  t i m e s  a  week o f f  grounds. She can be away from t h e  Home 

f o r  4 hours  a  day, must be p r e s e n t  f o r  d i n n e r ,  and i s  allowed 1 5  

goofs  a t  t h i s  l e v e l .  

On t h e  optimum l e v e l  4 ,  s ee ing  he r  boyfr iend and having l a t e  

n i g h t s  o r . o v e r n i g h t  s t a y s  a r e  permi t ted  a t  the d i s c r e t i o n  of h e r  

shepherd. She may be o u t  any t i m e  u n t i l  9:30 f o r  under 16  o r  

10:30 f o r  ove r  16 on week days. Goofs a r e  determined by t h e  g i r l  

and he r  shepherd t o g e t h e r ,  and 20 goofs  a r e  allowed i n  a  10 week 

per iod .  



These ve ry  l e n i e n t .  r u l e s  a r e  based on t h e  i d e a l s  o f  t h e  

D i r e c t o r ,  who s a y s  

"What w e  have, I t h i n k ,  o r  what w e  want t o  
deve lop ,  is a v i a b l e  program b u i l t  on  mine 
own image, based on my concep t s ,  c o n v i c t i o n s ,  
expe r i ence ,  as a a t t empt  t o  r e a c h  k i d s  t h a t  
h a v e n ' t  y e t  been reached. . .To p rov ide  a 
s e t t i n g  i n  which t h e  g i r l s  can  be  g iven  some 
k ind  of  care and s e c u r i t y ,  and he lped  t o  
handle  some problems h e r e  so t h a t  t h e y  can 
f a c e  them when they  go back t o  t h e  community." 

B a s i c  t o  t h e  program i s  t h e  c h o i c e  made t h a t  t h i s  would be  no t  

a c u s t o d i a l  care i n s t i t u t i o n  p r i m a r i l y  b u t  a home. Thus though t h e  

d o o r s  are locked a t  n i g h t ,  a f t e r  everyone i s  i n ,  t hey  can be opened 

by anyone from t h e  i n s i d e .  The l o c k s  have more t o  do w i t h  keeping 

people  o u t  t han  w i t h  l ock ing  t h e  g i r l s  i n :  

"Maybe t h e y  r e a l l y  need more c o n t r o l .  Some 
people  do. But I d o n ' t  b e l i e v e  i n  lock ing  
k i d s  up. I have some r e a l l y  s t r o n g  c o n v i c t i o n s  
about  l ock ing  k i d s  up ... And how can they  l e a r n  
how t o  a c t  i f  t h e y ' r e  locked up,  i f  t h e y  d o n ' t  
have a chance t o  l e a r n ? . . . I  want it open ... I 
want it t o  be  l i k e  a home, a home-like p l a c e  as 
much as  p o s s i b l e . " -  D i r e c t o r  

According t o  t h e  D i r e c t o r ,  t h e i r  behavior  m o d i f i c a t i o n  program i s  

" . . . no t  s t r i c t l y  a t echnique  f o r  changing t h e  
k i d s '  behavior  except  a s  a m a t t e r  of  c o n t r o l l i n g  
what t h i n g s  go on around' here,,.We u s e  t h e  i d e a s  
o f  r e i n f o r c i n g  good behavior  and e x t i n g u i s h i n g  
bad behavior ,  b u t  on ly  i n  t e r m s  o f  l ook ing  a t  
r e l a t i o n s h i p s .  I t ' s  n o t  t r u e  gung-ho behavior  
mod and t o  h e l l  wi th  eve ry th ing  else.. .Reward 
and punishment, b u t  I t h i n k  YOU have t o  go 
f a r t h e r .  " 

A major e f f o r t  is  toward he lp ing  t h e  g i r l s  t o  b u i l d  a rewarding 

r e l a t i o n s h i p  w i t h  h e r  shepherd and w i t h  t h e  D i r e c t o r .  



G i r l s  a r e  admi t ted  t o  t f ~ e  Home a t  t h e  D i r c c t o r l s  d i s c r e t i o n .  

I f  t h e y  cannot  l i v e  w i t h i n  t h e  l i m i t s  of t h e  l e v e l  system, t h e  

shepherds  and t h e  D i r e c t o r  con fe r  t o g e t h e r  and make t h e  d e c i s i o n  

t o  have t h e  g i r l  removed from Roseland. This  d e c i s i o n  is  made on 

j u s t  how w e l l  t h e  g i r l  seems t o  be g e t t i n g  a long;  h e r  number of  

goofs ,  runaways, f i g h t s ,  a rgu ing  wi th  t h e  Shepherds,  an6 s o  on. 

Depending on t h e  g i r l  h e r s e l f ,  many t h i n g s  a r e  pe rmi t t ed  and a r e  

n o t  grounds f o r  removal: r epea t ed  runaways, having sex  r e l a t i o n s  

w i th  boys even t o  t h e  e x t e n t  of  pregnancy, and s o  on -- t h e r e  are 

no hard and f a s t  r u l e s ,  it  appears  t o  be a m a t t e r  of what t h e  

s t a f f  i s  w i l l i n g  t o  c o n t i n u e  t o  cope wi th .  Discuss ing  a p a r t i c u l a r l y  

"unsoc ia l i zed"  g i r l ,  t h i s  i n t e r p l a y  took  p l a c e  a t  a s t a f f  meeting: 

B. "That  w a s  t h e  b e t ,  i f  she  could malie you s a y l y o u ' r e  s i c k  

o f  me1 b e f o r e  Monday s h e ' d  win $5.00."  

D i r e c t o r  "Can s h e  make u s  s i c k  o f  h e r ?  Can s h e  do i t ? "  

B. "I  r e a l l y  l i k e  her .  I want t o  t r y .  'I 

S .  " M e  too .  I' 

Di rector :  "Eut t h e  demand is  high.  To l i v e  wi th  a s h i t t y  

obnoxious p re -ado le scen t  who's had l o t s  of  p r a c t i c e  i n  

t u r n i n g  people  o f f ,  Can w e  do it, l i v i n g  wi th  20  o t h e r  

demanding, s h i t t y ,  obnoxious.. ." ' 

People  laughed.  

F. " A s  long a s  s h e  d o e s n ' t  p u t  l i v e  a s h e s  i n  my hand. 

A s  long  as  I can keep it running through my head -- 
Shocking grownups i s  fun ,  shocking grownups i n  fun ."  



D i r e c t o r :  "he  are n o t  l n r i n i t e  be ings .  Can w e  do i t ?  

Are w e  s ay ing  we want t.o do i t ? "  

Everyone s a y s  yes  o r  nods. The D i r e c t o r  con t inues  

" I t ' s  awfu l ly  impor tan t  we-  be  rea l i s t ic .  Never s a y  you 

want t o  because you t h i n k ,  w e l l ,  I should  want t o .  Do 

w e  have a f i g h t i n g  chance o f  r each ing  t h i s  k id?"  

F. " A s  long  as o u r  bodi,es ho ld  up?" 

A v i s i t o r :  "What are t h e  l i m i t s ? "  

D i rec to r :  "Faul ,  you a sk  what are t h e  l i m i t s .  With 

t h e  c a l i b r e  of  people  w e  have h e r e ,  i t ' s  probably l i k e  

t h e  o u t e r  limits of  human c a p a b i l i t i e s . "  There are 

yays  and c l app ings .  

Paul: "But i s  it by m a j o r i t y  v o t e  t h a t  w e  c a n ' t  d e a l  

w i t h  it t h a t  makes you d e c i d e  whether o r  n o t  t o  keep a 

g i r l ? "  

3 i r e c t o r :  " I f  y o u ' r e  a sk ing  i f  i t s  my d e c i s i o n  o r  t h e  

s t a f f  ' s t  I l i k e  t o  t h i n k  i t ' s  a s t a f f  d e c i s i o n . "  

B. "And sometimes w e  c o n s i d e r  i f  i t s  d e t r i m e n t a l  t o  

t h e  o t h e r s . "  D i r e c t o r  " W e  t r y  t o  be  r e a l i s t i c .  There  

are some k i d s  w e  a r e n ' t  going t o  r each .  And w i t h  some 

t h e  minimum i s  t h e  most you can  do." 

A s  t o  t h e  program, a s i d e  from t h e  i n d i v i d u a l  t a l k s  t h e  g i r l s  

have w i t h  t h e i r  own shepherds ,  t h e r e  are house meet ings  once a 

week where t h e  g i r l s  and t h e  shepherds  a i r  t h e i r  problems and where 

t o p i c s  t h a t  t h e  shepherds  c o n s i d e r  impor t an t  are brought  o u t  f o r  

d i s c u s s i o n ,  such as u s e  of  d rugs ,  r i p p i n g  o f f  o t h e r  p e o p l e ' s  

t h i n g s ,  u s e  o f  t h e  phone, e t c .  Also,  t h e r e  are group meet ings ,  



where a kind of gr3up therapy is being attempted, These have only 

been in operation for two months, howevcr, so it ,is not. clcar 

whether they help or will be continued. The doors of the shepherds 

and the Director are always open except when counseling or official 

business is going on, and the staff is completely accessible when 

the girls need to see them. There is nothing in the way of 

planned and regular activities; rather events are planned for by 

girls and staff as they come up. 

D. Dismantling the Bureaucracy 

An important facet of the change which has taken place in 

Roseland during the past two years is that of the bureaucracy it- 

self. Previous to the beginnings of the day program, though 

carried through it to some extent, the Home was a typical bureau- 

cracy. Among the characteristics of a bureaucracy are that it is 

a continuous organization of official functions bound by rules; 

has a specific sphere of functions with an incumbent with the 

necessary authority to carry out these functions; that norms and 

sanctions are used subject to definite rules; that organization 

follows the principles of hierarchy; and that there is a record 

system which maintains a systematic interpretation of. norms and 

enforcement of rules, which cannot be maintained through oral 

communications. 9 

Until the change, the rules and official functions were 

maintained in accordance with the needs of the organization for 

reporting; the functions were limited to the needs of pregnant 

girls; what violations occurred had known and universally applied 

9. Etzioni, Amitai, Modern Organizations,(~nglewood Cliffs, N.J.: 
Prentice-Hall, 1964), p. 53. 



s a n c t i o s s ;  a  d e f i n i t e  h i e r a r c h y  was v i s i b l e ,  though on a s m a l l  

scale, w i t h  house~are i - i t s  r e p o r t i n g  t o  s o c i a l  worker,  s o c i a l  

worker t o  D i r e c t o r ,  and t h e  l i n e  of a u t h o r i t y  obvious .  Moreover, 

t h e  t r a d i t i o n a l  r e c o r d s  of  t h e  s o c i a l  agency w e r e  k e p t  -- 
g e n e r a l l y  n a r r a t i v e  i n  form and s u b j e c t i v e ,  b u t  a l s o  g i v i n g  

s p e c i f i c s  of  t h e  g i r l s '  ages ,  p a r e n t s ,  and s o  on.  With t h e  

coming o f  t h e  p r e d e l i n q u e n t  program, v a s t  changes i n  t h e  bureau- 

c r a c y  occur red .  A h i e r a r c h y  i s  s t i l l  o b s e r v a b l e  i n  t h a t  t h e  

shepherds  r e p o r t  t o  t h e  D i r e c t o r ,  b u t  it i s  f l a t t e n e d  i n  t h a t  

t h e r e  is  a system of  con fe rences  and c o n s u l t a t i o n s  used t o  make 

d e c i s i o n s  i n  t h e  democra t ic  manner ( a p p a r e n t l y )  r a t h e r  t h a t  a l l  

a u t h o r i t y  r e s t i n g  w i t h  t h e  D i r e c t o r .  I t  i s  n o t  c l e a r  whether 

t h e  D i r e c t o r  a c t u a l l y  makes t h e  d e c i s i o n s  and then  " in f luences"  

t h e  shepherds  t o  see t h i n g s  i n  h e r  l i g h t  0.r whether t h e  shepherds  

r e a l l y  have a g r e a t  p a r t  i n  t h e  decision-making. I t  i s  clear, 

however, t h a t  t h e  shepherds  b e l i e v e  they  s h a r e  i n  dec i s ion -  

making. A shepherd says:  

"She 's  s u p p o r t i v e  b u t  n o t  wishy-washy, s h e ' s  
f i r m  and n o t  a f r a i d  t o  f a c e  you down when she  
t h i n k s  y o u ' r e  wrong. But s h e  d o e s n ' t  d e c i d e  
on t h i n g s  a l o n e ,  e i t h e r ,  when she  wants t o  
do something s h e  has  a s t a f f  meeting and i f  
w e  d o n ' t  a g r e e  ste l e t s  it go. T h a t ' s  t h e  
way it should  be  because w e  have t o  l i v e  
w i th  it and she  knows it." 

Beyond an  admi t t ance  form, no r e a l  o r  c o n s i s t e n t  r e c o r d s  are 

now k e p t  f o r  t h e  g i r l s .  The o l d  s o c i a l  work n a r r a t i v e s  are no 

l o n g e r  w r i t t e n ;  though each  g i r l  a r r i v e s  w i t h  a packe t  of r e c o r d s  

from t h e  c o u r t  ve ry  l i t t l e  i f  any th ing  is  added d u r i n g  h e r  s t a y .  

There  a r e  behavior  r e c o r d s  k e p t  i n  t h e  form o f  a "goof s h e e t , "  



on which t h e  g i r l ' s  g o o f s  and l e v e l s  a r e  r eco rded ,  b u t  t h i s  i s  

thrown o u t  when i l l l e d  r!:: a new one s t a r t e d .  And t h z r t  i s  a s m a l l  

ca rd  f i l e  k e p t ,  i n  which f o r  some of t h e  g i r l s  t h e  behavior  t o  be 

modif ied ( a s ,  screaming,  being o b s t i n a t e )  a r e  no ted ,  and p r o g r e s s  

made toward t h e  g o a l .  However, e n t r i e s  a r e  spo rad ic  and c a r d s  are 

n o t  k e p t  f o r  a l l  t h e  g i r l s .  

Records d e a l i n g  w i t h  e x t e r n a l  m a t t e r s ,  such as c o u r t  payments, 

r e p o r t s  t o  t h e  United Fund, e t c . ,  a r e  main ta ined  by t h e  s e c r e t a r y /  

bookkeeper. They would seem t o  be s o l e l y  h e r  r e s p o n s i b i l i t y ,  as a r e  

t h e  e n t r i e s  made i n  t h e  g i r l s '  permanent f i l e s  -- u s u a l l y  now j u s t  

t h e  name, d a t e  of a r r i v a l ,  add res s  of p a r e n t s ,  and o c c a s i o n a l l y  such 

t h i n g s  a s  whether o r  n o t  she  i s  pregnant .  She says  " I t  i s  a  heavy 

job  a s  f a r  a s  g e t t i n g  t h i n g s  done. But C a r o l i n e  j u s t  t e l l s  m e  what 

t o  do  and i t ' s  up t o  m e  t o  do i t . "  
10 The p a r t i c u l a r i s t i c  ways i n  which r u l e s  a r e  t r e a t e d  have a l r e a d y  

been mentioned. With t h e  l e v e l  system t h i s  d i s c r e t i o n a r y  enforcement 

i s  b u i l t  r i g h t  i n t o  t h e  system. Sanc t ions  seem t o  be v e r y  s u b j e c t i v e ;  

f o r  example, t h e  o n l y  r ea son  f o r  f i n i n g  a  g i r l  i s  supposed t o  be  

i f  she  u s e s  d rugs  o r  a l c o h o l .  Yet o r e g i r l  w a s  f i n e d  f o r  l e t t i n g  

t h e  a i r  o u t  of a shephe rd ' s  t ires.  The most obvious s u b j e c t i v i t y  

i n  d e a l i n g  w i t h  t h e  r u l e s  i s  i n  t h e  s i t u a t i o n  w i t h  runaways. H e r e  t h e  

10. P a r t i c u l a r i s t i c :  r e f e r r i n g  t o  Pa r sons '  dichotomy of p a r t i c u l a r -  
i s t i c  v e r s u s  u n i v e r s a l i s t i c ,  i n  which p a r t i c u l a r i s t i c  means t h a t  
each  a r i s i n g  s i t u a t i o n  i s  d e a l t  w i t h  accord ing  t o  i t s  own m e r i t s  
a s  t o  i n c i d e n t ,  people  i nvo lved ,  etc. U n i v e r s a l i s t i c ,  on t h e  
o t h e r  hand, means t h a t  each a r i s i n g  s i t u a t i o n  i s  d e a l t  w i t h  on 
t h e  b a s i s  of e s t a b l i s h e d  r u l e s  and p receden t s ,  w i thou t  c o n s i d e r a t i o n  
of t h e  i n d i v i d u a l  o r  unique m e r i t s  of any s p e c i f i c  case. 



s t a t u s ,  which t h e  g i r l  ha s  wi th  t h e  shepherds  o r  w i t h  Ca ro l ine  i s  

o f t e n  t h e  de te rmin inq  f a c t o r .  The r u l e s  s t a t e  t h a t  when a  g i r l  i s  

T o n e  more than  t.wo 11oiil-s a f t e r  curfew t h e  coilrt i s  t o  be n o t i f i e d  

j.mmediately. I f  t h e  court. i s  n o t  open,  t h e  p o l i c e  a r e  t o  be n o t i f i e d .  

Y e t  i n  one c a s e  a g i r l  was gone f o r  two days  and t h e  o f f i c i a l s  

w e r e  never  n o t i f i e d ;  t h e  D i rec to r  s a i d  "I d o n ' t  worry about  R . ,  she  

can t a k e  c a r e  of h e r s e l - f ,  she h?.s a good head on he r  shou lde r s ; "  

I n  ano the r  c a s e ,  a ~ i r l  who had l i v e d  f o r  2 y e a r s  a t  Roseland 

r2.n a w s y  " t o  tcach thc shepherds zi l e s s o n . "  T h i s  was d i scussed  a t  

"K. aslred iio!:r long she  ':I been aw12y, and Ca ro l ine  s a i d  
0nl.y tl?.;(.t nicjht:. I as;ceci i f  she ' (2 ' r a n ,  ' 1:hc Rose- 
1a .nd  w.ci;:lr f o r  1-1111 away or rnayl:),~ escaped, and C.  
:;a;:': i T 3 - . : ; i :  wet..]; . ~ h >  i~ri-ote il::: rx n0t.e t h - ~ t :  says  t h a t  
FIE? ! . ~ r 1 ( 3  i . r )  ~i.);ij-!.: 1 . 1 ~  ox: c]..c.T\, .i:I.l3,.'-. she ' i i  err?.? hack 
\ i i l . ~ j > .  +:hi j~c:: b-:-.!i-z 1 - i c j ) l t  dl><? i1c.k 3 SCI~>I: /?r . . . . 
She wanted u s  t o  shcpc up and s h e  wanted t h e  g i r l s  
t o  s t a r t  behaving r i g h t ,  and when E .  wants some- 
t h i n g  you be t . t e r  do it. Anyway, she  cane hack t h e  
nex t  day. ' They l au jhed  about. tha t . ,k ind  of i n  
e x a s p e r a t i o n . "  

Nothing w a s  d o n e . a b o u t  t h i s  g i r l .  C o n t r a s t  t h a t  w i th  C . ,  who s tayed  

.away over  n i g h t ,  was picked up and t aken  by t h e  p o l i c e  t o  t h e  J u v e n i l e  

Hone and was r e f u s e d  r e - en t ry  t o  Roseland. There  was no obvious 

d i f f e r e n c e  excep t  t h a t  C .  d i d n ' t  f i t  i n ,  d i d n ' t  r e l a t e  w e l l  t o  t h e  

shepherds ,  etc.  

Another i n t e r e s t i n g  f e a t u r e  o f ' t . h e  Home, which may p e r t a i n  t o  

t h e  breakdown of t h e  purpose o r  f u n c t i o n  of it a s  a  d e t e r r e n t  t o  

de l inquency ,  o r  may be p a r t  of ano the r  phenomenon n o t  having t o  do  

w i t h  t h e  bureaucracy a t  a l l ,  i s  t h a t  f o u r  of t h e  g i r l s  who w e r e  non- 

p regnant  when they  e n t e r e d  t h e  Home a r e  now pregnant .  The g r e a t  

d e a l  of freedom allowed t h e  g i r l s ,  p l u s  t h e  i d e a ,  a lmos t ,  t h a t  p regnant  



is  t h e  way t o  be ,  a r e ' f a c t o r s  here.  There appears  t o  be no censure 

a t  a l l  f o r  t h i s  behavior .  Carol ine says  "There 's  s o  l i t t l e  c o n t r o l .  

I don't have c o n t r o l .  There ' s  a  bunch of them o u t  n o w ,  some smoking 

dope, some screwing up a  storm. What can I do?" She r e a l l y  seems 

t o  f e e l  t h a t  pregnancy i s  t h e  b e t t e r  of two e v i l s ,  t h e  worse being 

more c o n t r o l .  

A f i n a l  c h a r a c t e r i s t i c  of a  bureaucracy i s  t h a t  p o s i t i o n s  wi th in  

it a r e  no t  dependent on t h e  incumbent i n  t h a t  p o s i t i o n ;  i . e . ,  t h a t  

jobs wi th in  t h e  bureaucracy a r e  t r a n s f e r a b l e .  This  i s  c e r t a i n l y  

no t  t r u e  of t h e  D i r e c t o r ' s  p o s i t i o n  a t  Roseland. I n  f a c t ,  t h e  whole 

s t r u c t u r e  i s  b u i l t  around he r  s p e c i a l  a t t r i b u t e s  -- she  i s  t h e  only 

s t rong p i l l a r  of t h e  organiza t ion .  Everyone i s  aware of t h i s .  The 

s e c r e t a r y  says  "Oh, Carol ine ,  s h e ' s  wonderful. She ' s  what holds t h i s  

toge the r .  Every o rgan iza t ion  has t o  have one person t h a t  does t h a t ,  

and Carol ine  i s  t h e  one who does it f o r  t h i s  p lace ."  Almost every 

shepherd s a i d  t h e  same kind of th ing ,  wi th  t h e  added comment t h a t  

"no one can do what she  does."  I asked what would happen i f  Carol ine  

l e f t ,  and they  answered "No one can r e p l a c e  Carol ine ."  Carol ine  her- 

s e l f  i s  aware of t h i s  weakness. She says  " I f  we r e a l l y  have a  v i a b l e  

program, it should be t r a n s f e r a b l e .  I ' m  n o t  s u r e  t h a t  it is .  Not 

t h a t  I ' m  s o  g r e a t  o r  anything,  but  t h i s  i s  s o  much... t h e  way I want 

it t o  be t h a t  I ' m  n o t  s u r e  anyone e l s e  could s t e p  i n t o  it and c a r r y  

on t h i s  kind of a  program. They'd have t o  adopt it t o  t h e i r  own 

methods, and would t h e  program t h a t  we have now a d j u s t  t o  t h a t  change? 

... Is t h i s  a  s a l e a b l e  job? I d o n ' t  t h i n k  t h a t  it i s ,  t h e  way t h a t  

it s tands  now.... I t  bothers  me -- i t ' s  n o t  t r a n s f e r a b l e . "  



E.  . Change of I n s t i t u t i o n a l  Type 

Before t h e  change, Roseland had many of t h e  c h a r a c t e r i s t i c s  

of a  t o t a l  i n s t i t u t i o n .  I t  was never intended t o  be a  p r i son- l ike  

i n s t i t u t i o n ,  t o  which t h e  dev ian t  was "committed" and could n o t  

l eave  f o r  a  s p e c i f i e d  l eng th  of time. Commitment was, i n  f a c t ,  

vo lun ta ry ,  b u t  by w i l l  of t h e  pa ren t s  probably more than t h a t  of 

t h e  g i r l s  themselves. Cer ta in ly  t h e  e f f e c t  on g i r l s  who became 

r e s i d e n t s  was much l i k e  t h a t  of commitment t o  a t o t a l  i n s t i t u t i o n  

-- they  could go nowhere without express  permission from t h e  s t a f f  

and wi thout  being accompanied by s t a f f  o r  o t h e r  r e s i d e n t s ;  hours 

f o r  r i s i n g ,  e a t i n g ,  working, and s l eep ing  were s e t  by t h e  s t a f f  

and p e n a l t i e s  imposed f o r  non-compliance; t h e  r e s i d e n t s  were "locked 

i n "  and l e t  o u t ,  even f o r  v i s i t s  wi th  t h e i r  f a m i l i e s ,  according 

t o  s p e c i f i e d  r u l e s  and precedents.  

A c h a r t  i n d i c a t i n g  t h e  t o t a l i t y  of i n s t i t u t i o n  fol lows:  , 



Chart 11: 

Degree of Totality of Institution 

Rigidity of Stereotyping and 
Restrictions on Isolation of Staff "Planning" of Life 

Time I 

Time I1 , 

Time 111 

N 
m 

Committed by 

Parents or 
voluntary 

Parents, for 
residents ; 
voluntary for 
day school 

Court- judged 
delinquent or 
pre-delinquent ; 
state-appointed 
neglected or 
dependent girls 

I 

Freedom Surveillance and Clients of Clients 

I 

Very few exceptions 
to rigid visiting 

I 

Close; locked / No crossing of staff/ 
doors after I client lines; stereo- 

Total planning of 
client institutional 

hours rules / hours i types of and by both 
I 

I I staff and clients 

I ! 

I 
i 

I Somewhat relaxed Attempted close i Same as above 
restrictions for surveillance for except as regards 
residents, no / residents, reduced I shepherd 
restrictions for \ because of lack of 1 
day girls surveillance for I 

I day girls; locked 1 
I doors but fewer 
: restrictions 

I 
I 
I 

life 

Total planning for 
residents attempted; 
some for day girls 

I as in clean up after 
lunch, but this was 
not too successful 

I I I I 
1 ! I 

I i 

Very relaxed rules, Very little; 1 Stepherds considered I Very little planning. 

I 
I 

depending on "level girls expected 1 models for girls, / Only dinner attendance 
system" and home for dinner 
discretion of I and hours depend- 
shepherds, with ing on levels. 1 girls helpicg to Locked docrs to 

part of their 
desired peer group. 
Very relaxed home- 

I like life; some 
stereotypes by girls 
of staff, little 
observable other 
direct ion 

make decisions 

required and this 
often neglected. 
Most jobs for house- 
keeping voluntary 
and paid except 
for kitchen cleanup 

keep people out 
rather than - 
girls in 



Thus before  t h e  change, Roseland had been more o r  l e s s  a  

t o t a l  i n s t i t u t i o n ,  i n  t h a t  a l l  f a c e t s  of l i f e  -- s l e e p ,  p lay ,  and 

work -- were c a r r i e d  o u t  t h e r e  and t h e  bureaucracy took t h e  respon- 

s i b i l i t y  f o r  planning l i f e  f o r  t h e  g i r l s '  en mas'se. Goffman says:  - 
"The handling of many human needs by t h e  bureaucra t i c  organiza t ion  

of whole blocked of people ... can be taken a s  a  key f a c t  of t o t a l  

i n s t i t u t i o n s .  !I 11 He d e s c r i b e s  t h e  c h a r a c t e r i s t i c s  of such i n s t i t u -  

t i o n s  a s :  

1) s u r v e i l l a n c e ;  a  see ing  t o  it t h a t  everyone does what he 
has  been c l e a r l y  t o l d  i s  requ i red  of him. This goes along 
wi th  t h e  need f o r  a small  supervisory  s t a f f  i n  comparison 
with t h e  number of "inmates. " 

2 )  a  b a s i c  s p l i t  between inmates and s t a f f ,  where each group- 
ing tends  t o  conceive of members of t h e  o the r  i n  terms of 
narrow h o s t i l e  s t e reo types .  

3 )  t h e  r e s t r i c t i o n  of s o c i a l  mobi l i ty .  

4 )  t h e  i n s t i t u t i o n  "plans" t h e  e n t i r e  inmate day. 

There i s  an obvious d i f f e r e n c e  wi th  t h i s  i n  comparison with 

t h e  s t r u c t u r e  of t h e  agency a f t e r  t h e  d ismant l ing  of t h e  bureaucracy. 

G i r l s  a r e  allowed t o  come and go almost as they  p lease ,  wi th in  t h e  

l i g h t  r e s t r i c t i o n s  of t h e  l e v e l  system. A c t i v i t i e s  f o r  t h e  day a r e  

n o t '  planned, except  f o r  an occas ional  s p e c i a l  funct ion  i n  which 

t h e  g i r l s  sha re  planning,  such a s  t h e  c r a f t s  f a i r  held a t  Roseland 

r e c e n t l y .  While t h e  g i r l s  a r e  s t i l l  expected t o  be on hand f o r  t h e  

evening meal, and t o  s l e e p  t h e r e ,  school  has  been removed from t h e  

home environment (corresponding t o  Goffman's 'work t i m e ' ) ,  and play 

i s  a t  t h e  d i s c r e t i o n  of t h e  g i r l s  wi th  agreement from shepherds. 

11. Goffman, Erving, "The C h a r a c t e r i s t i c s  of T o t a l  I n s t i t u t i o n s , "  i n  
E t z i o n i ,  A . ,  ed . ,  COMPLEX ORGANIZATIONS, (New York: Hol t ,  Rine- 
h a r t ,  and Winston, Inc . ,  1965), pp. 312-314 -- p. 314. 



A s  t o  t h e  f o u r  c h a r a c t e r i s t i c s  of t o t a l  i n s t i t u t i o n s  Goffman lists: 

1) rl.~les are n o t  uniform and a r e  p a r t i c u l a r i s t i c .  Whereas 
shephz::Js have r e s p o n s i b i l i t y  f o r  t h e  g i r l s '  b e h a v i o r ,  
n e i t h e r  thcy ilfi[- t h e  g i r l s  are he ld  t i g h t l y  t o  t h i s ,  s o  
t h e r e  i s  l i t t l e  s u r v e i i l a n c e  i n  t h e  s ense  Goffman u s e s .  
Moreover, s u p e r v i s o r y  s t a f f  h a s  been g r e a t l y  i n c r e a s e d ,  
f r o m 2 t o 6 .  , 

2 )  S t a f f  and inmates  do n o t  s e e m  t o  be i s o l a t e d  one from 
t h e  o t h e r .  S t a f f  i s  always a v a i l a b l e  t o  t h e  g i r l s ;  t h e y  
l i v e  t o g e t h e r .  G i r l s  s e e  t h e  s t a f f  as f r i e n d s ,  sisters, 
more than  a s  gu.ards o r  s o c i a l  workers.  

3 )  Though t h e r e  i s  no r e a l  movement from one p o s i t i o n  t o  
a n o t h e r ,  t h e r e  is  much i n t e r r e l a t i o n s h i p  and i n t e g r a t i o n  
of s t a f f  and c l i e n t s .  There  i s  an " i n - f e e l i n g "  t h e  
Roseland g i r l s  have which i n c l u d e s  t h e  s t a f f  and t h e  
D i r e c t o r .  " I t ' s  Roseland aga ins t  t h e  world ."  ... " I t ' s  
a d i s t o r t e d  f ami ly  c o n f i g u r a t i o n .  They do  deve lop  a 
f e e l i n g  w e ' r e  a l l  on one s i d e  he re . "  

4-1 A s  mentioned b e f o r e ,  t h e  g i r l s  have much freedom o u t s i d e  
t h e  Home. When they  a r e  t h e r e ,  it i s  much l i k e  any 
f ami ly  a t  home, d e s p i t e  t h e  number of people .  They s i t  
around,  t a l k ,  watch t e l e v i s i o n ,  o r  do  o t h e r  t h i n g s  which 
a r e  unorganized and unplanned by t h e  s t a f f .  



PROPENSITIES, TO CHARISMA ' .  _ . . 

Every organization, in its quest for survival in a changing 

environment, requires adaptations. Yet the change described above 

is revolutionary rather than adaptive. Rather than an extension of 

structure and program in a manner simply compatible with maintenance 

needs, there is in Roseland a complete change in cli~ntele choice, 

methods of treatment, and general outlook; in combination with a . 

complete changeover in staff and type of staff, a dismantling of 

the bureaucracy itself, and a commitment to a homelike atmosphere 

completely uncharacteristic of what had been almost a total . 

institution. A 

' When thinking of the change in the bureaucracy, consider that 

this particular one survived almost unchanged for more than 50 years. 

In speaking of the permanent nature of the 'bureaucracy, Eisenstadt 

says 

"Once it is fully established, bureaucracy is.among 
the social structures which are hardest to destroy ... And when the bureaucratization of administra- 
tion has been completely carried through, a form of 

1 1 1  2 power is established that is pract-ically unshatterable. 

Yet in Roseland a bureaucracy of 50 years' standing was shattered 

with, as it were, almost an invisible blow, within the space of a 

few months. Even now much of the community is unaware of the change 

in program. When asked how the community views the program now, the 

Director says "They don't know much.about it, not the change. We've 

deliberately kept it low profile because it's controversial." In 

another conversation we talked about her use of money in the agency 

to hire more shepherds than were authorized. I asked if anyone 

objected, and she replied "No, and that's when United Fund could 

12. Eisenstadt, S.N., SELECTED WRITINGS, OP. CIT., p. 75. 



have, should have. But they don't know. " I said  h hey don't 

really know what's going on here, do they? Does anycne?" 9er reply 

was "No, they don't know." Thus not only the community but a major 

source of funds is really unaware of what has happened to the 

organization. 

What was the source of the power to institute such a change, 

and how was it accomplished so as to cause almost no reverberations? 

In speaking of structural change, Parsons says that it occurs when 

exogenous and endogenous stresses occur simultaneclusly, the external 

changes occurring in other social systems and the internal strains 

having to do with values which can't be supplied within-the present 

structure. He says 

'This is the situation to which Max Weber's 
category of charismatic innovation applies ... 
It must concern'alterations in the definition 
of /meaning/ of the character of the society 
itself. " 13 

Eisenstadt elaborates on this theme of institution building. 

He says that in fact there must be'three conditions for social 

change. The first is a change within the culture or concepts of 

society; the second has to do with the social system or organization 

itself; and the third is a person with charismatic qualities. 

"Perhaps the most important aspect of this 
analysis is that tensions or conflicts are 
rooted not only in the'clashes of different 
interests in a society but in the differential 
distribution of the charismatic in the symbolic 
and organizational aspects of every institutional 
system, and that it is the combination of this 
differential distribution. ..that may indeed con- 
stitute a major focus both of continuit-y and of 
potential changes in any social system."l4 

13. Parsons, Talcott, STRUCTURE OF SOCIAL ACTIONS, (York, Pa.; 
McGraw-Hill, 1937), p. 71. 

14. Eisenstadt, SELECTED WRITINGS, OP. CIT., p. xliii. 



If we follow these lines of reasoning, certainly in the context 

of such a clear and revolutionary change as occurred at Roseland we 

should be able to find evidences of these three conditions for 

change, and the propensities toward them. Then, in an albeit circu- 

lar manner, we can infer from our observations that in Roseland 

there was indeed a charismatic leader in action. 

A. Societal Propensities to Change 
A 

The most important factor in this area has been the changing 

morality regarding sex and illegitimacy in our society. No longer 

are such heavy sanctions imposed on a girl involved in an unwed 

pregnancy that she must leave her home, be hidden, and dispose of 

the baby at its birth. Indeed, increasingly the course seen as 

proper in such cases is for the girl to remain in her home and keep 

the baby, with the willing support of her parents. Thus the 

traditional maternity home finds itself out of step with the times, 

and its lowered occupancy means dwindling funds. 

Another factor in the environment having consequences for the 

agency is the spiral of inflation in the general economy. This 

interrelates with organizational factors of finance again, aggra- 

vating both the maintenance of the organization in the area of 

"sunk costs," and the day-to-day increased boarding expenses of 

the girls. 

Finally, there is, within the wider context of the changing 

morality issue (primarily accepted by the younger generation), a 

resistance to this change. The resistance has its locus in middle- 

class, middle-aged morality. In the community hosting Roseland 

the question of terminating the agency has simply not arisen; the 



community, the agency's board, and the local funding institution 

and the system of social agencies give "social blessings" to the 

organization as a bulwark against changing morality and non-penitent 

sex. Roseland's continued existence assures the community, because 

it insures a "home" (institution) not only for those in need of such 

seclusion but as a place for girls to "repent their sin." That 

Roseland is not that kind of an institution now is not known, so 

blessings for its survival continue. 

B. Organizational Propensities to Change 

1. Obsolete Goals 

For any organization faced with the attenuation of its goals 

survival becomes an issue. Indeed, where a goal becomes inoperative 

in the context of agency survival, as in the case of Roseland, 

another may be chosen for the sake of maintaining the organization. 

Such goal succession has occurred many times, the most documented 

of which is probably David Sill's treatment of the National Founda- 

tion. l5 This is the case with Roseland, where obsolescing goals 

created a financial bind. At Roseland in the past, the client 

capacity of 22 has often been exceeded, but in recent years even 

with the closings of its sister homes, and thus the funneling of more clieni 

to Poseland, full occupancy has been unusual. A goal succession 

was necessary, but it is the quality of the change which concerns us. 

2. Dwindling Resources and New Clientele 

The abortive zttempt to gain money through establishing a 

15. Sills, David, The Volunteers, (Glencoe, Ill.: Free Press, 1957). 



v5-.71:;>::: z ~ : : ~ . c ~ ~  ----,- )-. ,,.;ran; i , d r  local 'pregnant. girls was a mixed blessing; 

i n  Ftszl f  it c?F:2 not scri-e tile financial end hcped for but created 

rzore difficulty in that area; however, it did open up a new area of 

st-.ate and court funding via client recruitment, which led to 

acceptance of non-pregnant girls from court and state. To reiterate 

the organizational problems caused by the day school program: 

1) the development of a clientele heterogeneous in financial, 

economic, and "moral" spheres 

2) the resident/non-resident problem, with its ensuing 

clashes over work 

3) the local/non-local problem, usually a racial one 

4) problems of staffing 

Though the school program ended after two years, recruitment 

of clients from it meant that its problems had become established 

in the organization. And with the opening up of a new source of 

clients the Home became an institution for the care of girls who had 

been ~~ublicly labelled delinquent or predelinquent. The organiza- 

tional structure now had to deal with problems completely different 

from t.hose for which it was established. 

C. Personal Propensities to Charisma 

In speaking of the context in which charisma occurs, Parsons 

says "The main context is that of a break in the traditional order" 

in which two of the most prominent aspects are 

1) an antitraditional or revolutionary character 

2) a specific person or leader. 16 

Certainly a break in the traditional order had occurred at Roseland, 

16. Parsons, OP. CIT., p. 663. 



and it was revolutionary in nature. And the person who conceived, 

nccomplished, and carried it through to success was Caroline, the 

Director. 

Charisma appears to be an emergent quality rather than an ever- 

present aura surrounding an individual. Weber speaks of the contrast 

between the everyday routine of legal and traditional domination and 

the emergency character of charismatic leadership, saying that the 

latter comes to the fore only in situations where the others cannot 

meet crisis needs. "Charismatic leadership ... is the product of 
crisis and enthusiasm. "17 And, though not explicitly stated, cha- 

risma can surely arise in the same person as has been a traditional 

or legal leader before the crisis occurred. "...charismatic 

leadership occurs most frequently in emergencies .../ it/ approximates 
its 'pure type' only at the time of its origin, in contrast with 

the other two more enduring structures. The charismatic leader is 

always a radical who challenges established practice by going to 

'the root of the matter.' He dominates men by virtue of qualities 

inaccessible to others and incompatible with the rules of thought 

and action that govern everyday life. ,I 18 

Certainly it is true that in Caroline's case only in a par- 

ticular situation and time was she seen as charismatic. We know 

that for 13 years previous to the program change she was Direct<-r. 

While this speaks for loyalty and respect for her as an execvti~rc 

and professional it does not indicate a particular chariuix-!.i-ic 

17. Bendix, OP. CIT., p. 301. 

18. IBID., p. 300. 



tenure of off ice. Moreover, in situatio'ns (ouisi.de the Home she did 

not take the position of a leader. she wa$ I .  cbnside=ed a igood exebu- 
. . 

tive by personnel in other social ag<ncies!but was hot particularly 

sought out. (This may have been in part, of course, because of the 

low profile of observability maintained at Roseland.) And in the 

collapse of the school day progiam she was not even consdlted, 

though Roseland provided all services for that program while it was 

in operation. 

Though partly dependent on the arising situation; two equally 

important factors are lodged in personal preconditions. The first 

is that the individual'have latent propens'ities to charisma, and 

the second that his personal situation be such that he is free to 

answer the call to charisma. For beyond the qualities of'leadership 
' !  

or entrepreneurship essential to a good executive or administrator, 
. .:-.<- .A. _ . .. . 

charisma demands commitment -- the belief of.the leader .in his 
mission and the commitment to it that makes it a way of iife rather 

than a job circumscribed by time. 

  he Director' s latent propensities to charisma were, of course, - --.. . . . 

not visible until the situation arose to makd them' manifest. Their 

appearance at that time seems proof enough of their latent existence 

and we will deal with this later. As to the freedom for charisma, 

however, certain changes in her personal life did indeed free her 

so that when factors converged which opened the way for charismatic 

action, she could take the steps toward revolutionary leadership 

that were required of a charismatic. 

What changes, then, occurred in her personal life to set up 

the preconditions for charisma? A major factor was the death of 



h e r  husband!. She had no o t h e r  family a t  hdme, and thus  i n  e f f e c t  

she was fre,ed of a l l  r e s p o n s i b i l i t i e s  o r  commitments o u t s i d e  Rose- 

land. The Home became f o r  h e r  a  24-hour a  day commitment. Many 

times she spends t h e  n i g h t  a t  t h e  house, i f  f o r  example - a  shepherd 

i s  s i c k  o r  t h e  g i r l s  are edgy. One evenin4 she  had decided t o  

s t a y ,  t o  

"h . . . jus t  c i r c u l a t e  around t h e  house. They 're  r e a l l y  
edgy, b i t c h y  ton igh t .  I came o u t  and could f e e l  it 
a s  soon a s  I cane in .  So I ' l l  s t a y .  I guess they ' r e .  
a;fraid of m e .  I d o n ' t  know why, b u t  they  a r e .  When 
1"m here  they  cool  it. " 

She i s  on c a l l  a l l  t h e  time. F igh t s  and q u a r r e l s  a r e  n o t  uncommon 

i n  t h e  Home:, and u s u a l l y  happen a t  nighi:. When it is  too  much f o r  

shepherds, they c a l l  Carol ine ,  and she  comes r i g h t . o u t .  I n  one 

ins tance  th'ey had c a l l e d  a t  4 a.m., and she came t d  cool  it down. 

She says 

"One person c a n ' t  do it as a job. I t ' s  r e a l l y  a  l i f e .  
T'work a l l  t h e  time, I ' m  always on c a l l  and 1,'spend a  
l o t  of t ime here.  But o t h e r  people cou ldn ' t .  I f  Ted 
was s t i l l  a l i v e  I c o u l d n ' t  e i t h e r .  I ' v e  r e a l l y  con- 
s i d e r e d  j u s t  moving i n  o u t  here.  That would t ake  
some of t h e  pressure  o f f  t h e  sheph&rds, and I ' m  
dedica ted  enough. " 

~ n d t h e r  f a c t o r  was t h a t ,  s h o r t l y  a f t e r  h e r  husband's dea th ,  

she  was opera ted  on f o r  a  congeni ta l  h i p  deformity.  While t h i s  

condi t ion  had no t  seemed t o  be much of 'a handicap be£ore, t h e  opera- 

t i o n  seemedjto g ive  an emotional l i f e ,  a f e e l i n g  of freedom,. She 

o f t e n  comments on how good i t f e e l s  t o  j u s t  s i t  and c r o s s  h e r  l e g s ,  

be comfortable. Within a  few months a f t e r  t h e  opera t ion ,  f r i e n d s  

and peer s o c i a l  workers i n  the  community no t i ced  a  change i n  h e r  : 

personal ' i ty ,  t h a t  she  seemed more outgoing, more aggress ive .  I n  

f a c t ,  rumors were c i r c u l a t e d  by one of t h e  powers i n  t h e  mental  



health community in the town that the anaesthetic used in the 

operation had affected her mentalhealth. Toithis charge . . she demanded, 

and got, a hearing at United Community Services. She faced down her 

accuser, demanding proof of his charges.or a cessation of the rumors 

he was fostering. He did indeed withdrkw them, and it ended his 

rumor-mongering. This kind of public confrontation, which was a 

victory for her, seems an indication of her growing confidence. 

Some factors or @reconditions for charisma were simply person- 

ality traits which added to the charisma later developed. One is 

that she is English, with a pronounced English accent. She feels 

that this accent has always been a positive- factor in dealing with 

people. Moreover, she is personally attractive, aneat small person, 

somewhat chunky, with greying hair and bright blue eyes. She is 

warm and friendly and has a keen sense of humor. And, being in 

her middle fifties, her age also lends authority to her personality. 

Two more preconditions to her emerging charisma are important. 

The first is her position as Executive Director of the agency; the 

second is her status as a professional person. There is, according 

to Shils, a kind of aura of charisma that attaches to an officeholder. 

"It seems...that an attenuated, mediated, institu- 
tionalized charismatic propensity is present in 
the routine functioning of society. There is... 
a widespread disposition to attribute charismatic 
propensities to ordinary secular roles. . and 
"...The charisma is felt to inher in the major 

11 2 0  order-effecting system of roles. 

19. Shils, OP. CIT. p. 200.  

20 .  IBID., p. 204.  



And such aiposition increases distance -- 
"...charisma entails a certain remoteness, distinc- 
tiveness, or transcendency ... the greater these 
differences are, the less likely to occur ade such 
detractors...as competition and envy,..the more 
remote the more easily disguised may be the feet of 
clay ... the more ambiguous the nature the more 
aeadi-ly may valued .concerns be ,projected upon it. "21 

And speaking to the charisma atkached by virtue of prof,essionalism, 

Etzioni, quoted in T.urk, says 

"In such organizations [public service] the qpecial 
knowledge or skill of .those playing professianal roles 
is linked to highly valued [by the relevant p,ublic] 
matters. . . " 22 

Turk goes on to say 

"That most - professi.onals .have charismatic attraction 
within the .broader society ... and that most pcofes- 
sionals as a class are accorded charisma...is that 
*he work of the professional is directed toward some 
highly valued concerns of his clients or of the 
entire society, such as those of social justice, 
divine will, salvation, liberty, life, health, and 
:personal security; the professional is seen to 
:advance, olize, or have control over such central 
(concerns, " 

Final'ly, the importancenof the existence of a personal ideal 

on which tzo base charismatic actions cannot be underestimated. 

Caroline's career, and her choice .of profession and ,position, have 

been predicated upon hesr belief that people in trouble, "whether 

girls invdlved in unwanted pregnancies or in deeper troubles, need 

care and &ove more than they need to be institutionalized, It has 

been.her goal to provide, as much as possible, a -home-Like and 

21. Turk, Herman, "Task and knotion, Value and Charisma, Theo- 
retical Union at Several Levels," in Turk and .Simpson, eds.,, 
INSTITUTIONS AND SOCIAL EXCHANGE, (New York: Bobbs-Merrill, 
1971) p. 129 

22. IBID., p. 124 

23. IBID., p. 123-124 



nurturing environment for the girls in her care.: The relaxation bf 

regulations in favor of bui1di:ng relationships i:s essential to het 

believs. And these ideals are indeed centrally attached to facets 

of man's existence; they deal not only with care for the unfortunate 

but with nurturing and the establishment of family life, both bf 

which are essential to the development of the human society. 
. a '  



..CHART I11 PROPENSITIES TO CHARISMA AT ROSELAND 

I. Societal 
1. Change in morality regarding illegitimacy and sex, leading to 
2. Change in needs for maternity homes 
3. Spiral of Inflation in the ~conbmy 

a. maintenance of sunk cost factors 
b. increased living (and Boarding) expenses 

11. Organizational 
1. Obsolete goals and the 'problem of goal succession within a 

near context to that of a maternity home 
.2. Dwindling resources 

a. lack of clientele and sufficient income .due to sodietal 
changes 

b. necessity of ".absorbingu costs of local girls solicited 
as clients .from .the day program, where gir,ls .were 
generally from low income families 

3. New ".Typew of Clientele 
a. heterogeneous in financial, economic, and '"moral" spheres 
b. resident/non-resident 
c. local/non-local girls, usually a racial problem 
d. problems of staffing 

111. Personal 
1. Latent propensities 

a. personality traits 
b. position as Executive Director of Agency 
c. position as professional 
d. the personal ideal or dream , , 

2. Changes in personal 1if.e: time for commitment 
a. death of husband 
b. operation 
c. no other family commitments 
d. personal needs 

Thus, in the same time.span as severe problems shook .the.Home, 

the Director herself was undergoing traumatic ,but, in .a sense, 

liberating experiences. Her husband's death.and..her lack of family 

gave her kime for total commitment; Rose1,and filled her .personal needs: 

"Perhaps I've built the program for my dedication, perhaps - 
it wouldn't have turned out this way but that I needed it 
for my own purposes." 



And h e r  o p e r a t i o n  provided new freedom botli emot iona l ly  and .' 

p h y s i c a l l y .  Persona l  t r a i t s  and p o s i t i o n a l  ones  added 

and he r  pe r sona l  i d e a l  l a i d  t h e  groundwork upon which t h e  new 

program was b u i l t .  



DEVELOPING THE POTENTIAL 

A. The Q u a l i t i e s  of Charisma 

There is ,  according t o  E i sens tad t ,  a  k ind  dT p e r s i s t e n t  

.wish f o r ,  E'or miasma of : f e l t  meed ifor, a  soc ia ' l  o rde r ,  .both i n  

s o c i e t y  and i n  what s e e m s  t o  sb-e ' the r e g o t i s t i d a l  wishes of t h e  

charismatitc -- "a ques't ' for  .and con'ception of t h e  symbolic 

order ,  of :the "good snciie.ty, ' <and #of -the q u e s t  Cor p a r t i c i p a t i o n  

i n  such an order .  1124 %Or, as  Shijl-s says ,  -"Men need .an Dzaer 

wi th in  which they can loca te  ttihemse'lves, an order  providing 

coherence, c o n t i n u i t y ,  .and jA.us"tioe.-25 .Et i s  this need t h a t  in-  

s p i r e s  change, and l ays  *the groundwork f o r  t h e  two .bas ic  .aspects 

of the  char ismat ic  s i t u a t i o n :  "the .development of the  cha r i s -  

matic  pers!onality i t s e l f  and t h e  drawing toge the r  of a  group of 

people who be l i eve  i n  and .are - 5 a i t h f u l  t o  ' the l eader  and h i s  

mission. 

What ?are t h e  c h a r a c t e r i s t i c s  df a char ismat ic  l eader?  

Weber, E i sens tad t ,  and S h i l s  *have ' l a id  ou t  kl-ie broad ,pi+cture.  

They see  b i m  as a t  1eas.t  - e x t r a o ~ d i n a r y ,  having a  my:s:tical qual iky  

which i s  a  p a r t  of i d e a l s  :cen't.ral ? to  man 's  -exis tence ,  .a l e a d e r  

i n  c r i s e s ,  a  r evo lu t ionary ,  .an'd knstr.umenta1 i n  i'nnovatlion i n  

s o c i a l  inskt i tut ions.  To this :we 'h-ave added <the :necessary 

q u a l i t y  of commitment: b e l i e f  <of 'the l eader  i n  hTmself and h i s  

mission. ;The o t h e r  s i d e  of s.uch l eader sh ip  i s  t h e  pewter ' to a t t r a c t  

and hold fol lowers  i n  t h e  accomp'li-shment of his 'mission. 

2 4 .  EisensYadt, 9. ci't.. - .  
2 5 .  Shils. ,  z. - c i t . ,  p*. 2'0 5,. 



But l e t  us f o r  a  moment l a y  a s i d e  t h e s e  t r a n s c e n d e n t a l  

q u a l i t i e s  and d e a l  w i t h  some of t h e  &re mundkne q u a l i t i e s  of 

l e a d e r s h i p .  There i s  a  conceptua l  l i n k  between charisma and 

en t r ep rene ,u r sh ip  : char isma is  e n t r e p r e n e u r s h i p  w i t h  - magic - 
added. I n  d e s c r i b i n g  a moral  e n t r e p r e n e u r ,  f o r  example, Becker 

s a y s  "The e x i s t i n g  r u l e s  do n o t  s a t i s f y  him becdusd t h e r e  i s  

some e v i  1 which profoundly d i s t u r b s  him. m 2 6   his i n s p i r e s  him 

t o  become a r u l e  c r e a t o r  and t o  e s t a b l i s h , !  a t  t h e  same t ime ,  

t h e  a p p r o p r i a t e  machinery wi th  which t o  e n f o r c e  h i s  new r u l e s .  

E i s e n s t a d t ,  speak ing  aga in  of t h e  c h a r i s m a t i c ,  s a y s  t h a t  he 

has  ". . . t h e  c a p a c i t y  t o  c r e a t e  and c r y s t a l l i z e .  . .b roader  sym- 

b o l i c  o r i e n t a t i o n s  and norms, t o  a r t i c u l a t e  va r ious  g o a l s ,  

t o  e s t a b l i s h  o r g a n i z a t i o n a l  frameworks , and t o  mobi l ize  t h e  

r e sou rces  necessary  f o r  a l l  t h e s e  purposes .  1127 

McClelland a l s o  adds t o  t h e  p r o f i l e  of t h e  e n t r e p r e n e u r .  

He i t emizes  t h e  c h a r a c t e r i s  t i c s  of e n t r e p r e n e u r s h i p  a s  

I .  E n t r e p r e n e u r i a l  Role Behavior 

a. moderate r i s k - t a k i n g  a s  a  f a c t o r  o f  s k i l l  -- . 
d e c i s i v e n e s s  

b. e n e r g e t i c  and/or nove l  a c t i v i t y ,  

c.  i n d i v i d u a l  r e s p o n s i b i l i t y - t a k i n g  

d. knowledge of r e s u l t s  o f ,  d e c i s i o n s  and a n t i c i p a t i o n  
of f u t u r e  needs 

e. o r g a n i z a t i o n a l  s k i l l s  

11. An i n t e r e s t  i n  e n t r e p r e n e u r i a l  occupa t ions  a s  a  
f u n c t i o n  of p r e s t i g e  and r i s k i n e s s  (2'8) 

26. Becker,  Howard s .  , O u t s i d e r s ,  ( N e w  York: Free  P r e s s ,  1963) , 
p. 147. 

27. E i s e n s t a d t ,  S e l e c t e d  Wr i t i ngs ,  2. c i t . ,  p. xxxix. - 
28. McClelland, 2. c i t .  - 



One f i n a l  q u a l i t y  of  e n t r e p r e n e u r i a l  r o l e  behavior  would s e e m  

t o  be t h e  a b i i i t y  and w i l l i n g n e s s  t o  manipula te ,  t o  i n f l u e n c e ,  

and t o  u t i l i z e  s e l e c t i v e  m a t e r i a l s  i n  t h e  p u r s u i t  of a g o a l .  

There appear  t o  be t h r e e  major phases  i n  t h e  development 

of  an i n d i v i d u a l ' s  char isma l e a d i n g  -to t h e  e s t a b l i s h m e n t  o f  a 

new s o c i a l  o r d e r .  The f i r s t  i s  t h e  l e a d e r ' s  r e c o g n i t i o n  hiinself  

of h i s  miss ion and h i s  unique importance t o  {t -- h i s  l l cbnvers ion ,"  

i f  you w i l l ,  i n  b e l i e f  i n  h imse l f .  The s e c o r ~ d  i s  t h e  development 

of a fo l lowing  who a l s o  b e l i e v e  i n  h i s  miss ion  -- h i s  d i s c i p l e s  

and conve r t s  -- and who a r e  able t o  work w i t h  him t o  f u l f i l l  

t h a t  miss ion.  And f i n a l l y ,  t h e r e  is  t h e  development o f  t h e  i d e a l ,  

o r  miss ion ,  u n t i l  it becomes a  r e a l i t y .  L e t  us c o n s i d e r  each  

of t h e s e  phases  i n  t u r n .  

B. B e l i e f  i n  S e l f  and Mission 

The q u a l i t i e s  o f  a  good e x e c u t i v e  o r  a  s u c c e s s f u ~  person  

i n  any f i e l d  a r e  t h o s e  c i t e d  by McClelland i n  h i s  p r o f i l e  of t h e  

en t r ep reneu r .  C e r t a i n l y  s e l f - con f idence  and b e l i e f  i n  one I s  

own c a p a b i l i t i e s  a r e  e s s e n t i a l  t o  any c a r e e r .  But a t  what p o i n t  

do t h e s e  q u a l i t i e s  a t t a i n  a  m y s t i c a l  penumbra, and become char-  

i s m a t i c ?  W e  b e l i e v e  t h e r e  i s  a  q u a l i t a t i v e  d i f f e r e n c e  between 

be ing  c o n f i d e n t  i n  o n e ' s  r o l e  and be ing  aware t h a t  no one else 

could p u t  i n t o  o p e r a t i o n  a  p a r t i c u l a r  i d e a l .  I t  is a t  t h i s  p o i n t ,  

t h e  r e a l i z a t i o n  of a p e r s o n a l  miss ion ,  t h a t  s e l f - con f idence  

becomes cha r i sma t i c .  

During t h e  t i m e  of t h e  program's development, Ca ro l ine  's 

s e l f - r e a l i z a t i o n  of miss ion w a s  n o t  a t  f i r s t  e v i d e n t ,  though 

she worked long hour s ,  took no v a c a t i o n s ,  e t c .  I t  seemed t o  



be done i n  t h e  s p i r i t  of  g e t t i n g  neces sa ry  work accomplished -- 
o b t a i n i n g  new sou rces  of funding. On t h e ; s e v e r a l  occas ions  w e  

t a l k e d ,  s h e  spoke of h e r  wear iness ,  of  t h e  long  hours  she  

worked, i n  . be ing  e x e c u t i v e ,  s o c i a l  worker ,  t r a i n e r  f o r  the new 

s t a f f ,  and s o  on. I asked why she  d i d n ' t  slow down, t a k e  t i m e  
il . 

o f f ,  p u t  i n  more reas.onable hours ,  and s h e  r e p l i e d ,  " ~ h e i e ' s  no 

one else t o  do t h i s .  .I hav& t o  p u l l  it a l l  i o g e t h e r  myse l f ,  

because no one else has  t h e  whole concept  of what needs  t o  be  

done. There i s  no t i m e ;  it a l l  has  t o  be  done a t  once." 

The program a t  Roseland i s  un ique ly  C a r o l i n e ' s .  Other 

ma te rn i ty  homes have changed t h e i r  g o a l s ;  t h e r e  are o t h e r  

i n s t i t u t i o n a l  o r  small-group homes f o r  p r e d e l i n q u e n t  g i r l s .  

Y e t  t h i s  combination of  change of g o a l s  and type  of  program i s  

n o t  e v i d e n t  e l sewhere ;  i f  it does e x i s t  it  has  a r i s e n  s e p a r a t e l y ,  

t h e  outgrowth of a n o t h e r ' s  i d e a l s .  There i s  l i t t l e  l i t e r a t u r e  

a v a i l a b l e  which mentions it. C e r t a i n l y  t h e r e  was no  p a t t e r n  by 

which Caro l ine  worked. Though b i t s  and p i e c e s  e x i s t  e lsewhere ,  

a s  i n  t h e  t h e o r i e s  of behavior  m o d i f i c a t i o n ,  t h e  i d e a ' o f  "open 

i n s t i t u t i o n s , "  l i v e - i n  houseparen ts ,  and s o  f o r t h ,  t h e  comina- 

t i o n  a t  Roseland i s  unique.  

N O W  t h a t  t h e  p l a n  i s  i n  o p e r a t i o n ,  s h e  speaks  very openly 
: 

of h e r  - . c a p a b i l i t i e s  and h e r  miss ion.  Of h e r  r e l a t i o n s h i p ,  t o  

t h e  community and t h e  Board s h e  s a y s  "I ' m  a, q a n i p u l a t o r ,  p o l i t i c i a n ,  

o c c a s i o n a l  d ip lomat ,  and salesman t o  t h e  Board,~and t h e  community 

a t  l a r g e . "  Concerning t h e  new program, "The p e r s o n a l i t y  c u l t  

he lped  b r i n g  i t  about . .  ." im t h e  only  one who can do it my way, 

and t h a t ' s  what they  [ t h e  Board] want. " Of g e t t i n g  money f o r  

e x t r a  shepherds  she  s a y s  she  " . . . r azz l e -dazz l ed  t h e  Board. They 



kind  of  know, b u t  it w a s n ' t  au tho r i zed . '  I j u s t  s a i d  t h a t  t h e  

money was khe re ,  s o  why n o t  use  it. Then I found t h e  money. " 

Speaking off t h e  fac t  t h a t  th.e whole s t r u c t u r e  i s  b u i l t  on h e r  

p e r s o n a l i t y  and c a p a b i l i t i e s ,  s h e  s a y s ,  '" . . .We ' ve  g o t  a s txuc -  

t u r e ,  i t "s  a v i d ? l e  s t r u c t u r e . .  .But i t ' s  g o t  such a narrow 

base . .  . . " ( ( h e r s e l f ) .  

Speakcng of  h e r  r e l a t i o n s h i p  w i t h  t h e  s t a f f ,  she  s a y s  

" I  a m  f e a r l e s s  l e a d e r ,  s a i n t ,  s i l v e r  'fox '(they ehink 
I ' m  p r e t t y  foxy) . . . t e a c h e r ,  counse lo r ,  mother. I' 

The work is t e r r i b l y  wear ing on t h e  shepherds ,  and she  s a y s  

" I t 1 ' s  m e  t h a t ' s  keeping them h e r e  now. 3 coddle  them 
and h i l p  them -- M a  --."' "They s t a y  becaiise of  m e ,  
p a r t l y ,  i f  I d i d n ' t  g ive  them a l o t  of  s<.pport  -- I 
g e t  t o  be  mother t o  t h e  shephe rds  too.  " 

H e r  a t t i t u a e  toward t h e  one shepherd who i s  marg ina l ,  n o t  

f i t t i n g  quLte w e l l  w i t h  t h e  o t h e r s ,  i s  p a r t i c u l a r l y  i n fo rma t ive  

of h e r  r e l a t i o n  w i t h  t h e  rest. 

"She ' s  t h e  one I ' v e  never  been a b l e  t o  draw o u t  -- 
she  d o e s n ' t  want me t o . .  . .Of a l l  t h e  g i r l s  s h e ' s  t h e  
only  one who has  h e r  own apar tment .  And she  d o e s n ' t  
ask f o r  my adv ice  -- t h a t  i s ,  s h e  a sks  me f o r  it up 
t o  d p o i n t  and no f a r t h e r .  I t ' s  a lmos t  l i k e  s h e  d a r e s  
m e  t o  go i n t o  h e r  bus ines s . .  . I ' v e  asked h e r ,  t o l d  h e r  
t h a t  I d i d n ' t  want t o  p ry  i n t o  h e r  a f f a i r s ,  b u t  she  
keeps going r i g h t  t o  t h a t  p o i n t ,  t hen  i f  I s t e p  ove r  
she 's  mad. I ' v e  t o l d  h e r ,  when s h e  b r i n g s  m e  p e r s o n a l  
problems, t h a t  I d o n ' t  want t o  g e t  i n t o  t h a t . "  

I s a i d ,  "And y e t  t h a t ' s  e x a c t l y  what you do w i t h  t h e  
o t h e r s .  " 

" I  know it, b u t  i t ' s  d i f f e r e n t  w i t h  C. S h e ' s  g o t  some- 
t h i n g  about  a u t h o r i t y  f i g u r e s  -- I d o n ' t  t h i n k  s h e ' s  
g o t  h e r s e l f  t o g e t h e r  t h e r e  y e t . .  . . " 

The g i r l ' s  s t y l e  of  dress a l s o  ' . bo the red  Caro l ine .  

" I  t h i n k  i t ' s  g o t  something t o  do wi th  h e r  r e a c t i o n  t o  
a u t h o r i t y ,  b u t  I j u s t  wish t h a t  she  wouldn ' t  w e a r  
t hose  t i g h t  s w e a t e r s ,  and tha t  s h e ' d  do something w i t h  
t h a t  h a i r . "  

I s a i d  "And i f  it were one of  t h e  o t h e r  g i r l s ,  you could 



t e l l  them and it would be  a l l  r i g h t . "  

. "Right .  - I  can t a l k  wi th  them, they  know how 1. mean 
it. B u t  n o t  w i t h  C. She wouldh' t i  t a k e  it r i g h t .  I' 

I s a i d  " I t  looks  t o  m e  l i k e  ...y ou have t b  be  boss  w i t h  
C -- I f  you were boss ,  you could  t e l l  h e i  because 
she w a s  you r  s t a f f  t h a t  h e r  d r e s s  was i n a p p r o p r i a t e .  
But you c a n ' t  be  boss  w i t h  h e r  because y o u ' r e  n o t  boss 
w i t h  t h e  o t h e r s ,  y o u ' r e  f r i e n d  -- boss  t o o ,  b u t  mostly 
f r i e n d .  And you can ' t be  f r i e n d s  w i t h  C,  and you 
c a n ' t  go back t o  be ing  boss  w i t h  h e r  because of  t h e  o t h e r s ,  
you' re f r i e n d s  t o  them. " 

"But I have a u t h o r i t y  w i t h  them too . "  

"Yes, b u t  i t ' s  a  d i f f e r e n t  k ind .  I t ' s  based on 
r e s p e c t ,  mutual  l i k i n g ,  t h a t  k i n d  of  t h i n g .  And 
you d o n ' t  have it wi th  C. " 

"Well, I l i k e  t h i s  k ind  of  a u t h o r i t y  much b e t t e r .  " 

To t h e  g i r l s  she  i s  mother f i g u r e  as w e l l  a s  a u t h o r i t y .  

They c a l l  h e r  M a ,  hug and k i s s  h e r ,  a sk  h e r  f o r  adv ice  on 

problems, c l o t h e s ,  e t c .  She says  "To t h e  k i d s ,  I ' m  Ma Caro l ine .  

I ' m  t h e  s t a b i i i t y ,  t h e  c e n t e r ,  Ma w i l l  come through i n  b i g  

t r o u b l e .  " When t h e r e  i s  t r o u b l e  a t  Roseland,  g i r l s  f i g h t i n g ,  

e t c . ,  s h e  comes o u t .  " I  came o u t  and could f e e l  it a s  soon 

a s  I came i n  [ t h e  g i r l s  be ing  edgy] s o  1'11 s t a y .  I quess  t h e y ' r e  

a f r a i d  of m e .  I don' t know why b u t  they  a r e .  I t o l d  Y t h a t  

she  j u s t  h a d n ' t  b e t t e r  t h r e a t e n  a  shepherd a g a i n  o r  e l s e  and 

she calmed r i g h t  down. I d o n ' t  know o r  else what ,  b u t  it 

seems t o  work. " 

The fo l lowing  in t e r change  wi th  a g i r l  i s  i n d i c a t i v e  of  

t h e  warm r e l a t i o n s h i p  she  has  e s t a b l i s h e d  w i t h  them. Caro l ine  

and she  had been t a l k i n g  about  'a problem a t  s c h o o l ,  and t h e  

g i r l  had been swear ing every o t h e r  w o r d .  

"Lynn seems t o  be g e t t i n g  more and more. restless 
by t h e  minute ,  and every o t h e r  word 'is .swearing.  



Suddenly Carol ine  le ts  go with a f i n e  s t r i n g  of cuss  
words. Lynn looks appal led.  "Ma!" 

Carol ine  - "Ma? How come you a l l  can s w e a r ,  and when 
I do a l l  you can say i s  Ma!" 

Lynn smi les  a l i t t l e  sheepishly.  " I t ' s  j u s t  l i k e  
wi th  my mother. A l l  of a  sudden s h e ' l l  s tar t  swear- 
ing  and we go 'Mother!'" 

An i n t e r e s t i n g  f e a t u r e  of Caro l ine ' s  charisma, however, i s  t h a t  

she expresses  many se l f -doub t s ,  p a r t i c u l a r l y  when t a l k i n g  about  t h e  

v i a b i l i t y  of t h e  program i n t o  which she  has  p u t  s o  much e f f o r t .  This  

self-doubt  i n  t h e  mids t  of a f f i rma t ion  of he r  mission i s  a  phenomenon 

no t  mentioned i n  t h e  l i t e r a t u r e ,  and I wonder i f  it i s  a  u n i v e r s a l  

f e a t u r e  of t h e  cha r i smat i c  o r  i f  it i s  p e c u l i a r  t o  t h i s  one. One 

evening she  c a l l e d  m e  i n  t o  l i s t e n  t o  he r  problems. She s a i d :  

"I 'm j u s t  beginning t o  ques t ion ,  is  it a r e a l l y  v i a b l e  
program, is it worth what w e  p u t  those  k i d s  [shepherds] 
through? ... Maybe t h e  whole t h i n g  i s  f a l l a c i o u s .  What's 
t h e  answer? I have s t rong conv ic t ions ,  I have a  l o t  of 
w i l l ,  i f  anyone can make it work I can,  b u t  am I wrong? 
What should w e  be doing f o r  t h e s e  k ids?"  . . . 
"There 's  s o  l i t t l e  con t ro l .  I d o n ' t  have c o n t r o l  of 
them. There ' s  a  bunch of them o u t  now, some smoking 
dope, some screwing up a  storm. What can I do? Maybe 
they r e a l l y  need more c o n t r o l .  Some people do. But 
I d o n ' t  b e l i v e  i n  locking k i d s  up. I have some r e a l l y  
s t rong  conv ic t ions  about locking k i d s  up. And t h e r e ' s  
s o  l i t t l e  g a i n  t o  be seen. There ' s  some -- some g i r l s  
r e a l l y  show improvement .... And f o r  a  l o t  of them 
w i l l  t h e  change s t i c k ?  . . . 
"And t h e  p r i c e  t h e  shepherds pay . . . how can they  do it.: 
Why do they  s t a y ?  Now me, I can t ake  it. I ' v e  seen 
enough i n  my l i f e ,  had enough happen t o  m e ,  s o  t h a t  
I ' m  tough. These k i d s  c a n ' t  d e f e a t  me. But what w i l l  
it do t o  t h e  shepherds? ..." 
1. s a i d ,  " I  guess  you j u s t  have t o  make a  choice ,  whether 
you want it open o r  c o n t r o l l e d . " '  

"I want it open, b u t  i s  t h a t  what t h e  k i d s  need? Some 
need s t r u c t u r e ,  we've s e n t  some t o  p laces  where t h e r a  



i s  more s t r u c t u r e ,  but  do they  need 'it h e r e . t o o ?  
Do we  r e a l l y  have any c o n t r o l  h e r e  a t  a l l ?  .I 
want I t  t o  be l i k e  a  home, a  h a & - l i k e  'p lace a s  
much a s  p o s s i b l e ,  bu t  maybe i t ' s  supposed t o  be 
an i n s t i t u t i o n ,  maybe t h a t ' s  what t h e  k i d s  need-." ... , 

"But what I r e a l l y  want t o  know, i s  t h i s  whole t h i n g  
workable? There ' s  nothing w r i t t e n  on t h i s  type of 
th ing .  There ' s  a  young man i n  Phi ladelphia  who's 
done resea rch  on it, n o t  f o r  fie , b u ~  f o r  h i s  own 
purposes. And he found noth ing  a b d u t ' t h i s  kind 
of set-up .... There ' s  no r e s e a r c h ,  no write- 
ups,  w e  j u s t  have t o  guess a t  what ' s  2 i g h t .  Is 
t h i s  whole th ing  i n v a l i d ?  What i s  t h e  answer?" 

I t  would seem t h a t ,  once t h e  cha r i smat i c  s i t u a t i o n  has  p ~ o -  

duced a  s o c i a l  change i n  t h e  i n s t i t u t i o n ,  t h e  major concern i s  
I 

how t o  r o u t i n i z e  it i n t o  t h e  o r g a n i z a t i o n a l  s t r u c t u r e .  Perhaps 

t h i s  problem, r a t h e r  than  se l f -doubt ,  i s  t h e  r e a l  i s s u e  about ivhich 

Carol ine  i s  d i s tu rbed .  W e  w i l l  speak of r o u t i n i z a t i o n  l a t e r .  

C. The Development of a  Following 

One cannot be a  l eader  without  a  fo l lowing,  o r  s o c i a l  organiza t ion ,  

and t h e  i n t e r e s t i n g  t h i n g  i n  t h e  s i t u a t i o n  of Roseland i s  t h e  means 

by which t h e  Direc tor  accumulated h e r  fol lowing.  Perhaps i n  t h e  

un ive r se  of char ismat ic  l eader s  fo l lowings  a r e  "ca l l ed"  t o  t h e  leader  

i n  t h e  sense of conversion,  bu t  i n  t h i s  i n s t a n c e  t h e  fo l lowers ,  

t h e  groups t h a t  made up t h e  cohor t s  of t h e  agency, were nea r ly  a l l  

hand-selected by t h e  Direc tor .  , 

1. The Board 

The s e l e c t i o n  of t h e  Board took p l a c e  over a l l  t h e  yea r s  of 

he r  t enure .  A s  one member res igned,  another  was chosen 4y her . , re-  
', 

commendation and approval of o t h e r s  on t h e  Board. I n  t h i s  way a  

Board sympathet ic to her  i d e a l s  and g o a l s ,  and suppor t ive  of her  a s  
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I . 
t h e i r  execu t ive ,  was developed. James Senor has  s tud ied  t h e  pow-K 

p o s i t i o n s  of execut ives  and Boards i n  s o c i a l  agencies ,  and i n f $ r s  

t h a t ,  f a r  from t h e  p a r t n e r s h i p  r e l a t i o n s h i p  i n  which most stucltmt,: 

of agencies  be l i eve  e x i s t ,  maneuvering and manipulat ion b r i n g  e i t h e r  

one o r  t : ~ e . o t h e r  i n t o  t h e  power p o s i t i o n .  P ropos i t ions  t h a t  permit  

t h e  execut ive  t o  maximize h i s  p o s i t i o n  depend on t h e  agency s t r u c t u r e  

and t h e  c h a r a c t e r i s t i c s  of t h e  Board i t s e l f .  

The more " t o t a l "  t h e  i n s t i t u t i o n  t h e  more powerful t h e  
execut ive  ; 

S e l e c t i v e  information and l i t t l e  c o n t a c t  of t h e  Board 
with t h e  ongoing a c t i v i t y  of t h e  agency i n c r e a s e  t h e  
e x e c u t i v e ' s  power; 

Support of t h e  execut ive by t h e  s t a f f  i n c r e a s e s  h i s  power; 

4 )  The more t e c h n i c a l  t h e  opera t ion  t h e  more power t h e  
execut ive  has .  

A s  t o  the  c h a r a c t e r i s t i c s  of t h e  Board, t h e  more l a t e n t  c o n f l i c t  

among t h e  Board members t h e  more power has  t h e  execu t ive ,  and t h e  

more t h e  i n t e r e s t s  of Board members a r e  toward t h e  community r a t h e r .  

, than toward t h e  agency t h e  more power has  t h e  Executive.  .29 

I n  t h e  case of Roseland, agency s t r u c t u r e  ac ted  t o  i n c r e a s e  

her  power, and t h e  choices  she made t o  f i l l  t h e  Board, even though 

they remained u n i f i e d  among themselves and v i t a l l y  i n t e r e s t e d  i n  

t h e  agency, ac ted  t o  g i v e  support  t o  t h a t  power. A t  t h e  beginning 
1 

of t h e  change i n  program, she and I had d iscussed  her  use  of s e l e c t i v e  

information i n  ga in ing  t h e i r  support .  By t h i s  and by her  pe r sona l  

power of persuasion they  were apparent ly  brought t o  f u l l  awareness 

and support  of he r  program. I asked: 

29. Senor, James M. , "Another Look a t  t h e  Executive Board Rela- 
t i o n s h i p , "  i n  Zald,  Mayer, ed . ,  SOCIAL WELFARE INSTITUTIONS, 
(New York: Wiley and Sons, 1965) ,  p. 420. 



"Do you t h i n k  t h e  Board i s  completely aware of how t h e  
agency is changed around?" 

She answered, "The Bqard Is ve ry  aware -- t h e  only way 
you can 'do  it i s  t o  have an extremely aware Board." 

I s a i d ,  "I t  seemed t o  me, from t h i n g s  I have heard and 
seen ,  t h a t  maybe t h e  Board s t i l l  sees t h e  home a s  a  
matern i ty  home. Am I mistaken?" 

Carol ine  - "Yes, completely mistaken. This  i s ,  however, 
an execut ive  dominated agency. T h a t ' s  a weakness." 

Me - "A weakness?" 
. . 

Carol ine - "Not t h a t  i t ' s  execut ive  dominated,,  thk 
p e r s o n a l i t y  c u l t  th ing  -- t h e  Board i s  so ld  on me and 
t h a t  could be dangerous ( f o r  t h e  v i a b i l i t y  of t h e i  pro- ' 

gram) " 

That she can g e t  them t o  do what she wants i s  e v i d e n t  from t h e  t o t a l  

Board support  s h e , g o t  when c a l l i n g  f o r  t h e  conf ron ta t ion  with her  

accuser  (previous ly  r e f e r r e d  t o ) ,  t h e i r  suppor t  i n  t h e  f i e l d s  of 

fund-ra is ing  and t h e  soon-to-be-constructed a d d i t i o n  t o  t h e  Home, 

and he r  r e fe rences  t o  "razzle-dazzl ing" them t o  g e t  t h e  new shepherds 

she wanted. 

2 .  The C l i e n t s  

S e l e c t i o n  of t h e  c l i e n t s  admitted t o  ~ o s & l a n d  i s  dofie s o l e l y  on 

C a r o l i n e ' s  dec i s ion .  Courts and county departments of s o c i a l  wel fare  
I 

p e t i t i o n  t h e  Home t o  t a k e  t h e  g i r l ;  Carol ine  dec ides  on t h e  b a s i s  

of t h e  presented record  and meeting t h e  g i r l .  Her genera l  r u l e s  

a r e  t h a t  they  be aged 1 4  t o  17 (though some 13 year  o l d s  a r e  admitted) 

and t h a t  they be i n  con tac t  wi th  r e a l i t y ;  . i .e. ,  not  needing t h e  more 

concentrated s e r v i c e s  of a  mental h e a l t h  c . l i n i c .  There a r e  except ions  

t o  t h i s  too;  t h e r e  i s  i n  res idence  one g i r l  who occas ional ly  

h a l l u c i n a t e s ,  another  who seems r e t a r d e d ,  and one who has been deeply 



involved drugs.  Thus admission of a s e l e c t e d  grbup i s  t o t a l l y  

i n  t h e  hands of t h e  Di rec to r .  

Removal from Roseland of t h e  gir'ls i s ' a l i t t l e  more complicated.  

They a r e  committed by t h e  c o u r t s  f o r  what k g h t  be c a l l e d  i n d e t e r -  

minate sentences .  I n  t h e  normal course of even t s  t h e r e  a r e  two 

ways f o r m l e a s e .  The f i r s t  i s  t h a t  when they  reach  age 18 they  a r e  

no longer under t h e  supervis ion  of c o u r t  o r  s t a t e .  The second i s  

t h a t  "progress  r e p o r t s "  a r e  made t o  probat ion  o f f i c e r s  and i f  t h e  

progress  i s  s u f f i c i e n t  a  g i r l  may be r e l e a s e d  a t  any time. I asked 

Carol ine  i f  t h e  g i r l s  ever  made o r  helpkd make t h e  d e c i s i o n  t o  

leave  Roseland. She r e p l i e d  t h a t  they d i d ,  t h a t  before  t h e  hear ing  

they would a l l  t a l k  over  t h e  advances t h e  g i 2 l  had made, and t h a t  

sometimes!the g i r l s  wduld h e l p  t o  w r i t e  t h e  r e p o r t .  Then they  

would make t h e  p r e s e n t a t i o n  t o  t h e  judge, ;and u s u a l l y  he went 

along with it, though they  c o u l d n ' t  b e ' s u r e  he would. 

I f  a : g i r l  wished t o  s t a y  beyond t h e  t i m e  of he r  r e l e a s e ,  t h i s  

a l s o  would be allowed, though s o  f a r  only  one has  wanted t o .  Caro l ine  

s a i d  : 

" I  would never j u s t  t u r n  one ou t .  They could .stay.  
Most would l eave ,  t r y  it o u t ,  then  come back l a t e r .  
But you know, t h e r e ' s  no v i a b l e  home f o r  t h e s e  k i d s ,  
n o t  r e a l l y .  They j u s t  about  have t o  develop some 
kind of independent l i v i n g  when they  l eave  here." 

The o t h e r  way g i r l s  leave  t h e  home i s  before  t h e  t i m e  of c o u r t  

r e l e a s e ,  on t h e  b a s i s  t h a t  Roseland c a n ' t  "conta in"  them. This  

kind of r e l e a s e  has  two forms: one by c o n s u l t a t i o n  among a l l  t h e  

members of t h e  s t a f f ;  t h e  second by u n i l a t e r a l  dec i s ion  by Carol ine .  

General ly  t h e  g i r l  who c a n ' t  be "contained" i s  one who runs  away 



r epea ted ly  , i s  ve ry  aggress ive  both .  v e r b a l l y  and phys ica l ly  a g a i n s t  

t h e  o t h e r  g i r l s  and t h e  shepherds, o r  i& b&a&ntly promiscuous. (The 
. i 

I 

process  of such removal i s  repor ted  i n  e a r i i e r  pages.) Though general-  

l y  such removal may be made by s t a f f  decisYon', i n  some ins tances  
! '  

i .  

Carol ine  a c t s  immediately, a s  i n  t h e  c a s e  of :C. She says:  

"I 'm usuiil ly p r e t t y  d e l i b e r a t e  i n  what I do ,  I p r e f e r  
t o  wa i t  and s e e  before a c t i n g ,  b u t  n d t  wi th  her .  I 
ac ted  r i g h t  away, jumped r i g h t  i n .  ... She ' s  no t  
r e a l l y  r e t a r d e d ,  j u s t  kind of b o r d e r l i n e ,  and s h e ' s  
'been a s s o c i a t i n g  with pimps and p r o s t i t u t e s  -- she 
had one boyfr iend,  now t h e r e ' s  another  and he 
pimps f o r  he r .  What's worse i s  t h a t  h e ' s  t r y i n g  
t o  s i g n  up some of our g i r l s  ..... Anyway, I stopped 
t h a t  immediately. Grounded h e r ,  and t h e  DSS 
worker w i l l  be here  a t  9:30 tomorrow morning. I 
c o u l d n ' t  be d e l i b e r a t e  t h e r e  -- had t o  a c t  immediately, 
s t o p  it befo re  it happened. A l l  we need i s  two o r  
t h r e e  g i r l s  p ros t i tu t%ng  here .  That wocld do it 
i n  t h e  community. I can t a k e  t h e  drugs, ,  and t h e  
occas ional  screwing, bu t  no t  t h a t .  The 'agency 
c o u l d n ' t  make it with t h a t  kind of r ep . "  

Thus her  hand-selected c l i e n t s  make up one cohor t  of her  follow- 

ing .  Though no t  a l l  s e e  her  a s  mother-'figure, and g ive  t o  her  t h e  

awe and r e s p e c t  which Weber s e e s  a s  necessary i n  t h e  fo l lowers  of t h e  

cha r i smat i c  l e a d e r ,  most do. I n  one house meeting, f o r  example, t h e  

g i r l s  were complaining t h a t  t h e  shepherds never l i s t e n e d  t o  them, t h a t  

nobody cared about them, and t h a t  a l l  t h e  shepherds were no good. 

One of t h e m  spoke up, saying t h a t  one shepherd was good, and then,  

p r a c t i c a l l y  by acclamation, they s a i d  "We love you, t o o ,  Ma, we a l l  

love you. " 

One shepherd desc r ibes  how t h e  g i r l s  f e e l  about  Carol ine:  

"Like t h e  t h i n g  l a s t  n igh t .  (A f i g h t . )  I f  she 'd  been 
i n  town l a s t  n igh t  we'd have c a l l e d  h e r ,  and she 'd  have 
come r i g h t  o u t  and t o l d  t h i s  one t o  g e t  t o  bed, and t h a t  
one, and they 'd  have done it and t h e  th ing  would have 
been over .  She ' s  g o t  c o n t r o l .  There ' s  something about 
her  -- they know s h e ' s  boss.  I t ' s ' n o t  l i k e  t h a t  with 



u s ,  it t a k e s  u s  longer t o  g e t  c o n t r o l .  I t ' s  more than  
t h a t  s h e ' s  j u s t  an a u t h o r i t y ,  b u t  t h a t ' s  p a r t  of i t . "  

I s a i d  "Do you t h ink  t h e  g i r l s  look upon h e r  as a 
mother o r  as an agency d i r e c t o r ,  o r  what?" 

"They look on her  a s  a  mother, n o t  a  d i r e c t o r .  Some 
of them need t h a t  more than o t h e r s  do ,  and t o  some 
s h e ' s  n o t  s o  much a  mother. But s h e ' s  Po t  j u s t  an 
agency d i r e c t o r ,  e i t h e r .  She ' s  g o t  cont' .rol, b u t  s h e ' s  
g o t  something e l s e  too.  She ' s  always a v a i l a b l e ,  any- 
one can go t o  her  and s h e ' l l  l i s t e n . "  

And one of t h e  g i r l s  defends her  a g a i n s t  a  new g i r l .  .There  has beeri 

a  room search  f o r  a  k n i f e ,  and i n  t h e  process  some mari juana was 

found. New g i r l :  

"Sometimes s h e ' s  r e a l l y  g r e a t ,  and sometimes she  can 
be a  r e a l  b i t c h .  " 

This  brought D. up. "Maybe you d o n ' t  know it ,  b u t  
it takes  someone l i k e  her  t o  run  a  p lace  l i k e  t h i s .  
I f . w e  d i d n ' t  have Ma we'd have some r e a l  b i t c h  
b i t c h i n g  a t  u s  a l l  t h e  time. No one could do what 
Ma does." She spoke i n  a  q u i t e  angry tone .  M. on 
t h e  couch w a s  a l s o  a  l i t t l e  angry,  and agreed wi th  
D.,, defending Carol ine.  

Another example of t h e  r e l a t i o n s h i p  between Carol ine  and t h e  g i r l s  

fol lows:  

Carol ine  came o u t  and stood i n  t h e  h a l l  wi.th m e  and 
t h e  o t h e r s .  T .  asked what she  was chewing, and when 
she  wouldn ' t  t e l l  t r i e d -  t o  pry her  mouth open. 
T- " I f  you w e r e  my mother --" She h i t s  he r  palm wi th  
he r  f i s t ,  then  pu t  her  arm a r o u n d . C a r o l i n e l s  shoulder 
and Carol ine  put  her  arm around T . ' s  wa i s t .  " I  guess  
you - a r e  my ma -- I guess you ' r e  a l l  our ma's ,  r i g h t ? "  

Caroline- "Right ,  I am." 

3 .  The S t a f f  

The l a s t  cohor t  of Caro l ine ' s  fol lowing i s  t h e  s t a f f ,  and p a r t i c u -  

l a r l y  t h e  shepherds. While t h e  cook, s e c r e t a r y ,  and half- t ime house- 

keeper a r e  unanimous i n  t h e i r : ~ s p e c t  f o r  Carol ine  and he r  program, 



it i s  t h e  shepherds t h a t  make up t h e  i n s i d e  c i r c l e ,  a s  it -were, of 

~ a r o l i n e ' s d i s c f ~ l e s .  Bendix, quot ing  ~ k b e . r ,  s ays  "This o rgan iza t ion  
< .  

[ a  cha r i smat i c  one] i s  composed of d i s c i p l e s ,  chosen f o r  t h e i r  4 u a l i f i -  

c a t i o n s ,  who c o n s t i t u t e  a char ismat ic  a r i s t 6 c r a c y . .  . . The d i s c i p l e s  

a r e  bound toge the r  by t h e  char ismat ic  leadep and h i s  mission. "30 As 
. . 

s t a t e d  be fo re ,  a l l  t h e  shepherds a r e  hand-p!i.cked. Only one was chosen 

who was no t  recommended by a t  l e a s t  one of t h e  incumbent shepherds,  

and she was s e l e c t e d  on t h e  b a s i s  of a recommendation of a mutual 

acquaintance of Carol ine ' s .  (She has  been t h e  one most marginal ,  

a l s o . )  Of t h e  shepherds Carol ine says:  

"They a r e  a team -- they a r e  one body wi th  s i x L h e a d s .  
W e  have no c o n f l i c t  among them -- t h e r e  is no room 
f o r  c o n f l i c t .  . . . The shepherds 'are unique s p e c i a l  
people. They Have t o  hAve a r e a l  f e e l i n g  f o r  people 
-- and i n t e s t i n a l  f o r t i t u d e .  ~ h e ~ ' r e  i n t e l l i g e n t ,  
r e c e p t i v e ,  w i l l i n g  t o  l e a r n  -- they complement each 
o the r .  They've c rea ted  t h e i r  o h  peer  group. They 
depend on each o the r .  And they  have another e s s e n t i a l  
-- good humor." 

I mentioned t h a t  Carol ine was r e a l l y  f o r t u n a t e  t o  have found such a 

cohesive group, and asked i f  she 'd  made any mistakes i n  her  s e l e c t i o n s .  

" I  did,two. One s tayed longer  than she should have, 
t h e  o t h e r  I dropped r i g h t  away.. There ' s  j u s t  no 
room h e r e  f o r  people who d o n ' t  f i t . "  

.Another problem i n  her  s e l e c t i o n  was C . ,  t h e  marginal shepherd. She 

spoke very h igh ly  of her  a b i l i t i e s ,  p a r t i c u l a r l y  i n  working on a one 

t o  one b a s i s  wi th  t h e  g i r l s .  But of a l l  t h e  shepherds she was never 

s u r e  t h a t  C. :  

"... could f i t  i n  here  a t  a l l .  I ' v e  r e a l l y  had my 
doubts  about her because she  d o e s n ' t  come ou t  of 
h e r s e l f ,  and we r e a l l y  need t o  be a l l  together! 
here . . . . "  

-- - - -~ 
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Both t h e  shepherd and Carol ine  desc r ibe  h e r  a s  a " p r i v a t e  person -- 
one who needs t o  be away, by h e r s e l f . "  ~ a r o l i n e  says:  

"C. has  been t h e  l e a s t  s a t i s f a c t o r y ,  ... s h e ' s  t h e  
one I ' v e  never been a b l e  t o  draw out . . . ."  

Without except ion t h e  shepherds s e e  Carol ine  a s  an excep t iona l  

person,  and t h e  program a s  t h e  b e s t  p o s s i b l e  f o r  t roubled  g i r l s .  

One says about t h e  s i t u a t i o n :  

"This i s  t h e  b e s t  handled agency, a d m i n i s t r a t i v e l y ,  
t h a t  I know about.  Carol ine  r e a l l y  knows her  s t u f f ,  
t h e  s t a f f  never has  t o  worry about th ings . .  . . [of t h e  
Board] Carol ine  has  them i n  her  hand... She t a k e s  
c a r e  of u s ,  too .  She ' s  always r i g h t  behind u s ,  24 
hours a day, 7 days a week. She 's  suppor t ive  b u t  
n o t  wishy-washy, s h e ' s  f i rm and n o t  a f r a i d  t o  . f ace  
you down when she t h i n k s  your wrong. But she d o e s n ' t  
dec ide  on t h i n g s  a lone ,  e i t h e r ,  when she wants t o  do 
something she  has a s t a f f  meeting and i f  we d o n ' t  
ag ree  she le ts  it go. T h a t ' s  t h e  way it should be 
because w e  have t o  l i v e  with it, and she  knows it. 
She 's  always wi th  us .  And she always has  t i m e  f o r  
t h e  k i d s ,  t o o ,  even i f  i t ' s  only d i v e  minutes.  H e r  
door i s  never c losed .  She tunes i n  wi th  t h e  k i d s .  
She ' s  involved i n  everything and involves  u s  ... 
I ' m  l ea rn ing  a s  much here  a s  i n  any grad school." 

Another s ta tement  made by a l l  was t h a t  " i f  it weren ' t  f o r  Carol ine ,  

I wouldn't  have s t ayed  t h i s  long," o r  "wouidn't  be he re  now," o r  

" I  cou ldn ' t  do it wi thout  Carol ine."  

I t shou ld  be c l e a r l y  pointed o u t  t h a t ,  even a s  C h r i s t  chose 
I 

H i s  d i s c i p l e s ,  Carol ine  h i red  people f o r  h e r  s t a f f  who had s p e c i a l  

occupat ional  h i s t o r i e s  and weaknesses. A j l  t h e  shepherds a r e  newly 

ou t  of an undergraduate school.  This means t h a t  they have had no 

extens ive  p r o f e s s i o n a l  educat ion ,  even though two do have degrees  

i n  a s o c i a l  sc ience;  and they  have had no, p r o f e s s i o n a l  t r a i n i n g  

o r  experience i n  o t h e r  employment o r  agencies .  Four of t h e  s i x  

were no t  even involved i n  t h e  s o c i a l  agency f i e l d  -- a couple were 



i n  educat ion ,  one was an accountant ,  and another  was a s t u d e n t  o f .  

Engl i sh  l i t e r a t u r e .  They w e r e ,  i n  e f f e c t ,  c l ean  and new s l a t e s  upon 
I 

which t o  i n s c r i b e  t h e  char ismat ic  idea l i sm.  ' 

Moreover, t h e  shepherds seem t o  have been h i r e d  a t  p a r t i c u l a r l y  

vu lne rab le  t i k e s  i n  t h e i r  l i v e s .  Among t h e  f i r s t  s.et of shephdrdi,  

before  t h e  p a r t i c i p a n t  observat ion  s tudy t o o k . p l a c e ,  were two young 

women who had r e c e n t l y  been divorced.  Another, i n  t h e  l a t e r  cohor t ,  

had had a s h a t t e r i n g  family experiende i n  which a sister had committed 

s u i c i d e .  The o the r  shepherds were a l s o  a t  tu rn ing  p o i n t s  i n  t h e i r  

l i v e s ;  a s  r e c e n t  graduates  they were faced wi th  t h e  necess i ty  of 

"being on t h e i r  own" both i n  t e r m s  of money-making and phys ica l ly  

leaving  t h e  homes of t h e i r  pa ren t s .  Whereas it seems t h a t  t h e  shep- 

herds maintain good r e l a t i o n s h i p s  wi th  t h e i r  f a m i l i e s ,  they a r e  

nonethe less  away from t h a t  sjource of wisdom and d i r e c t i o n ,  and s o  an 

a d u l t  such a s  Carol ine i s  a va luab le  rehource t o  have a v a i l a b l e  t o  

them. 

The l iv ing-  i n  arrangement t h a t  t h e  shepherds have i s  a l s o  

t y p i c a l  of t h e  communal arrangement of t h e  char ismat ic  s i t u a t i o n .  

E i s e n s t a d t ,  e x p l i c a t i n g  Weber, says  "The corpora te  group which i s  sub- 

j e c t  t o  char ismat ic  a u t h o r i t y  is  based on an emotional-form of communal 

r e l a t i o n s h i p .  The admin i s t r a t ive  s t a f f  of a char ismat ic  leader  does 

no t  c o n s i s t  of ' o f f i c i a l s ; '  a t  l e a s t  i t s  members a r e  n o t  t e c h n i c a l l y  

t r a i n e d .  "31 The non-technical t r a i n i n g  of t h e  shepherds has  been 

d e a l t  with before ,  bu t  t h e  c o k u n a l  n a t u r e  of t h e  Home should be 

emphasized. The shepherds no t  only have dormi to r i e s  f o r  use  o r  days 

31. E i s e n s t a d t ,  SELECTED WRITINGS, OP.  C I T . ,  p. 50. 



they must s l e e p  a t  t h e  Home, they  a r e  expected t o  l i v e  a t  t h e  Home. 
I t  i 

Board and room a r e  consfderea p a r t  of t h e f r  pdy. When a  Shepherd is 

off-duty and doesn ' t  want t o  s t a y  a t  t h e  Home, o r  wants some time I n  

a more normal atmosphere, she i s  encouraged t o  spend t h e  t ime a t  

C a r o l i n e ' s  home, thus  keeping even r e l a x a t i o n  a c t i v i t i e s  a s  a  p a r t  

of t h e  communal th ing .  And a t  p resen t  new cons t ruc t ion  i s  being 

planned which w i l l  g i v e  t h e  shepherds a much n i c e r  l i v i n g  space -- a t  

p r e s e n t  they have t h e  t h i r d  f l o o r  of t h e  Home -- and w i l l  provide 

rooms f o r  t h e  ma1.e shepherds a l s o .  I t  w i l l  a l s o  have s e p a r a t e  k i t chen  

f a c i l i t i e s  from those  of t h e  g i r l s  ( c l i e n t s ) .  

The conduct of a f f a i r s  a t  t h e  home i n  genera l  i s  a l s o  i n d i c a t i v e  

of t h e  char ismat ic  s i t u a t i o n  a t  Roseland. E i sens tad t  s a y s ,  quot ing  

Weber, "There i s  no h ie ra rchy ;  t h e  leader  merely in te rvenes  i n  genera l  

o r  i n  ind iv idua l  c a s e s  when he cons iders  t h e  members of h i s  s t a f f ,  

inadequate t o  a  t a s k  wi th  which they  have been i n s t r u c t e d . . . .  1132 

The whole atmosphere of t h e  s t a f f  meeting i s  on& i n  which a  persuas ive  

kind of i n s t r u c t i o n  i s  used. I n  one i n s t a n c e ,  r a c e  r e l a t i o n s  was 

under d i scuss ion .  Carol ine  began t h e  t a l k ,  g iv ing  h e r  views and ask- 

ing f o r  t h e i r  op in ions ,  b u t  over t h e  whole t i m e  t h e  d i s c u s s i o n  j u s t  

seemed molded t o  produce t h e  conclusions she wanted. She says :  

"We've g o t  t o  check our unconscious f e e l i n g s  t h a t  have 
been taken i n ,  almost by osmosis, from our  s o c i e t y .  
We. re jec t  t h e  concept of racism consciously,  b u t  t h i s  
i s  very d i f f e r e n t  from r e j e c t i n g  it emotional ly,  be- 
cause w e  grew up with it. The sermon i s  now complete. 
What's your r eac t ions?"  

Reactions were g iven ,  and t h e r e  was then  another pe r iod  when she p u t  I 

f o r t h  he r  own f e e l i n g s .  F i n a l l y  most of t h e  group was subdued, i n  

32 .  I B I D .  



t h e  sense t h a t  they  were no longer t a l k i n g ,  heads w e r e  bowed, it 
I 

was obvious they  agreed w t t h  her  and would t r y  harder .  Thus ins t rucL 
._ 

t i o n  was given i n  t h e  form of d iscussfon .  T t  i s  a q u e s t i o n  whether .  

she  persuaded t h e  shepherds a t  t h a t  t ime o r  whether . they  simply 

agreed with h e r , . s i n c e  she had chosen them i n  t h e  f i r s t  p lace .  But . 

whatever t h e  c a s e ,  she  had seen a  problem, in tervened,  and brought 

them t o  a  kind of public-peer d e c l a r a t i o n  of i n t e n t  t o  fol low her  

wishes. 

Other incidences abound i n  which she in te rvenes  e i t h e r  i n .  a c t i o n  

o r  i n  d i scuss ion  when t h e  occasion a r i s e s  t h a t  t h e  shepherds need 

help.  They recognize she  i s  t h e  one who can q u e l l  d i s tu rbances ,  a s  

. i s  evidenced by t h e i r  g r a t e f u l  knowledge ghat  she  is on c a l l  f o r  

them 24  hours a  day. H e r  a c t i o n  i n  removing g i r l s  from t h e  Home, o r  

dec i s ions  whether o r  no t  t o  n o t i f y  t h e  p o l i c e  abour runaways, a r e  

o t h e r  examples, When a  shepherd i s  u p s e t  because of t h e  way her  re- 

l a t i o n s h i p s  a r e  evolving with a  g i r l ,  Carol ine  i s  t h e r e  t o  s t r a i g h t e n  

her  o u t ,  cool  he r  down and g e t  her  back on t h e  r i g h t  t r a c k .  

S- "I'm about ready t o  explode!" 

Caroline- "Want t o  balk?" 

S- "I j u s t  spen t  a  ha l f  hour on t h e  phone. A. wanted 
t o  go home, b u t  Mrs. S. s a i d  she d i d n ' t  want h e r ,  s o  
t h e r e ' s  t r o u b l e  being s t i r r e d  u.p + g a b .  

\ 

Caroline- "You're g e t t i n g  hung up on what B. s a i d  
again,  and you shou ldn ' t  because B. has  nothing t o  
do with t h e  Home. S . ,  next  t ime she  c a l l s ,  j u s t  
t u r n  her  over t o  me. ... Don't  g e t  de fens ive ,  S." 

The f e e l i n g s  of t h e  s t a f f  toward Carol ine a r e  t y p i c a l  of t h e  

r e s p e c t  and honor given t h e  char ismat ic  l eader .  Parsons says  t h a t :  



".. .charisma impl ies  a  s p e c z f i c  a t t i t u d e  of r e s p e c t ,  
and t h a t  t h i s  r e spec t  i s  l i k e  t h a t  owed a recognized 
duty .  I t  i s  c l e a r l y  , t h e  'ri tual a t t i t u d e  of Durkhbim: 
Charismatic a u t h o r i t y  is a  phase. of moral a u t h o r i t y .  11 3 3 

Thus wi th in  the conf ines  of t h e  org,anizat ion i t s e l f  has  been 

developed a community bound round by t h e  charisma of . i ts  l e a d e r .  ,. 

Within t h i s  con tex t ,  and t h e  wider .context$ of o r g a n i z a t i o n a l  need 

and s o c i e t a l  change, Carol ine  has  begun and e s t a b l i s h e d  a  mutat ion i n  

t h e  s o c i a l :  s t r u c t u r e  of an .organiza t ion  - - ;  t h e  process  :of i n s t i t u t i . o n '  

bu i ld ing ,  lit by t h e  l i g h t  of .charisma, ha-s..been .accomplished. 

"The development of such ' cha r i smat i c '  personal i i t ies  ... c o n s t i t u t e  perhapsA-the c l o s e s t  s o c i a l  anaiggy t o  
'muta t ion ' ,  and t h e  degree of t h e i r  a b i l i t y  t o  -forge 
o u t  a  v i a b l e  -symbolic .and i n s t i t u t i o n a l  o rde r  'may be 
an important  f a c t o r  i n  t h e  process  of s u r v i v a l ,  o r  
s e l e c t i o n  of d i f f e r e n t  ... c u l t u r a l  c r e a t i o n s  ,.. 
a  c r u c i a l  a s p e c t  of t h e  cha r i smat i c  p e r s o n a l i t y  ... 
i s  no t  only t h e  possession of some ex t raord inas ly  
e x h i l a r a t i n g  q u a l i t i e s ,  b u t  a l s o  t h e  a b i l i t y ,  through 
t h e s e  q u a l i t i e s ,  t o  reorder  and reorganize  both t h e  
symbolic cogn i t ive  order  which i s  p o t e n t i a l l y  i n h e r e n t  
i n  such o r i e n t a t i o n s  and g o a l s  and t h e  i n s t i t u t i o n a l  
orBer i n  which these  o r i e n t a t i o n s  become embedded.... 1134 

D. The I d e a l  Realized: Raseland a s  a  Home 

What, then ,  i s  t h i s  mutation by which Roseland has progressed 

toward s u r v i v a l ?  I t  has t h r e e  major a spec t s :  t h e  d ismant l ing  of 

t h e  bureaucracy; t h e  enactment of a  new.type of program; and t h e  

d e l i b e r a t e  a t tempt  t o  make of Roseland, r a t h e r  than  t h e  c u s t o d i a l -  

type i n s t k t u t i o n  normally e s t a b l i s h e d  f o r  de l inquent  o r  pre-del inquent  

g i r l s ,  a  Wme. 

W e  have a l r eady  touched on both t h e  dismantl ing of t h e  bureau- 

cracy and t h e  new program. There i s  no r e a l  way t o  s e p a r a t e  t h e s e  

33.  Parsons,  OP. C I T . ,  p. 662.  

34 .  E i s e n s t a d t ,  SELECTED WRITINGS, OP. C I T . ,  p. x i .  



two from t h e  concept of making Roseland :a Home. I n  Caro l ine ' s  mind 

t h e  previous stop-gap mental h e a l t h  procram (out-dated even before 

t h e  program change) and t h e  bureaucra t i c  procedures of t h e  s o c i a l  

agency i t s e l f  w e r e  i n imica l  t o  he r  concept o f ,  "~ome."  (Even t h e  

"allowing t o  r e s i g n "  of an o ld  and dea r  f r i e n d  who d i d  no t  f i t  t h e  

new concept was permimissible.  Carol ine  t r i e d  t o  inform her  a s  t o  

t h e  new con tex t  i n  which she should work, b u t  she  was unable t o  

change.) " I n  c o n t r a s t  t o  any kind of bureaucra t i c  organiza t ion  of 

o f f i c e s ,  t h e  cha r i smat i c  s t r u c t u r e  knows nothing of form o r  of an 

ordered procedure. Charisma knows only  i n n e r  de terminat ion  and inner  

r e s t r a i n t .  "35 And, "Charismatic a u t h o r i t y  i s  thus  s p e c i f i c a l l y  

o u t s i d e  t h e  realm of everyday r o u t i n e  and t h e  profane sphere.  I n  

t h i s  r e s p e c t  it i s  sha rp ly  opposed bdth t o  r a t i o n a l ,  and p a r t i c u l a r l y  

bureaucra t i c ,  a u t h o r i t y  ... Within t h e  sphere  of i t s  c la ims,  cha r i s -  

mat ic  a u t h o r i t y  r epud ia tes  t h e  p a s t ,  and i n  t h i s  sense  i s  a  spec i -  

t 
f  i c a l l y  r evo lu t ionary  f o r c e  . "36 O r ,  as Carol ine  p u t s  it, "Burdau- 

c r a c i e s  d o n ' t  h e l p  people. People h e l p  people." 

The e f f o r t  toward, o r  tendency t o ,  a  home-like atmosphere i s  

undeniable.  I n  t h e  phys ica l  s e t t i n g  i t s e l f  t h i s  Is apparent .  Though 

somewhat shabby a t  t h e  f i r s t  of my obse rva t ions ,  new ca rpe t ing ,  

wa l l  t rea tment ,  and f u r n i t u r e  have made 'of ' t h e  H o m e  a  very p leasan t  

home. There a r e  no r e a l  r e g u l a t i o n s  by which t h e  g i r l s  must abide;  
', '. 

they a r e  f r e e  t o  spend time i n  t h e  l i v i n g  room, watching t e l e v i s i o n .  

snacking, t a l k i n g ,  o r  doing what they wish,  o r  they  may go t o  t h e i r  

35. E i s e n s t a d t ,  OP.CIT., p. 20. 
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I .  

bedrooms f o r  more pr ivacy.  What housekeeping :chores they  must do,  

a s i d e  f r o m 6 t h e  ever-present  k i t chen  clean-up c h o r e s p  seem t o  be paid 

jobs. V i s i t o r s  are welcome, and can go e i t h e r  t o  t h e  small  v i s i t o r ' s  

lounge, which Es more a p r i v a t e  s f tua . t ton ,  o r  sit i n  t h e  l i v i n g  room 

with t h e  rest of t h e  "family." Unconcerned necking I n  e i t h e r  p l a c e  

i s  no t  frowned upon. 

The s o c i a l  r e l a t i o n s h i p s ,  though somewhat cons t ra ined  by t h e  

f a c t  t h a t  Roseland - is  an i n s t i t u t i o n  set  uph f o r  a p a r t i c u l a r  purpose,  

a r e  q u i t e  re laxed.  S t a f f  and g i r l s  s i t  toge the r  i n  t h e . l i v i n g  room, 

t a l k  t o g e t h e r ,  and show a f f e c t i o n  toward one another .  The doors  of 

t h e  two o f f i c e s  a r e  always open except  k f  t h e r e  i s  a p r i v a t e  conference 

going on, and t h e  g i r l s  may congregate i n  e i t h e r  Caro l ine ' s  o r  t h e  

shepherds"off ices ,  sprawling around t h e  way any teenagers  do i n  

t h e i r  own homes. About t h e  only r e a l  r i t u a l s  o r  r e g u l a t i o n s  seem 

t o  be t h a t . o n  Wednesday n i g h t s  t h e  g i r l s  b r i n g  down t h e i r  laundry, 

and t h e  s t a f f  e a t s  a t  one t a b l e  while  t h e  g i r l s  sha re  o t h e r s .  Some- 

t imes t h e  g i r l s  ask f o r  permission t o  l eave  t h e i r  t a b l e s  when they  
b 5 

have f i n i s h e d  e a t i n g :  t h i s  was a r i t u a l  only two yea r s  ago, but  

appears t o  be f a l l i n g  i n t o  d i suse .  Outside a c t i v i t i e s  such a s  

bowling o r  movies a r e  arranged spontaneously,  u s u a l l y  by t h e  g i r l s  

depending on how much money they have o r  e x i s t s  i n  a " r e c r e a t i o n  

fund. " 

This  i s ,  of course ,  s t i l l  an i n s t i t u t i o n  f o r  t h e  c a r e  of ' g i r l s  

who have been p u b l i c l y  labe led  and s t igmat ized .  Therefore,  t h e  

"emotional d i scharge  l e v e l "  i s  higher  than  one would f i n d  i n  a home. 

Nobody seems t o  walk, they  run o r  bound o r  rush.  Talk is loud. 

Arguments a r e  f r e q u e n t ,  bu t  r a r e l y  (cons ider ing  t h e  g i r l s )  break 



. .. . .  i n t o  v io lence .  One g i r l .  d i d  . i n  .fack a t t a c k  another  i n  t h e  peri& 
\ . . 

. of my observat ion ,  and sRe was immediately removed f.rom t h e  '~oma.  
. . 

. . .  
.There  w-as a l s o  a  ha i r -pu l l ing  and s c r a t c h i n g  f r g h t  between two 

residents ;but  t h i s  d i s s i p a t e d  under peer  p ressu re ,  and no o f f i c i g l  

a c t i o n  was taken. Most damage seems t o  be don'e t o  th ings  (such a s  

when a  g i r l ' s  p i c t u r e  of her  f a t h e r  was aes t royed and baby c l o t h e s  

t o r n ) ,  o r  t o  be s e l f - i n f l i c t e d .  One s u i c i d e  at tempt  was f o i l e d  and 

' t h e  g i r l . r emoved  from t h e  Home; another  g i r l  made k n i f e  s l a s h e s  up 

and down her  arm, leaving s c a r s  b u t  doing no permanent damage; and 

a  t h i r d ,  throwing h e r s e l f  around i n  kind of a  f r enzy ,  put.  he r  ark 

through a window. There i s  a  d i s t i n c t  r a c i a l  tone t o  many of t h e  

q u a r r e l s ,  of t h e  20 o r  s o  g i r l s  i n  res idende  about a  t h i r d  a r e  black: 

But s t i l l  t h e  doors  remain open and t h e  program of goofs and l e v e l s  

p e r s i s t s ,  s o  t h e  i d e a l  of an open i n s t i t u t i o n  cont inues .  

The g i r l s ,  i n  genera l ,  thought Roseland was a l l  r i g h t .  Only 

a  few s a i d  t h a t  it f e l t  l i k e  a  home, t h a t  they l i k e d  being t h e r e .  

But t h e r e  was a  f e e l i n g  among them t h a t  it was b e t t e r  than  most p laces  

they would be i n  -- Roseland i s  known t o  be t h e  a l t e r n a t i v e  t o  being 

placed i n  a  Juven i l e  Home o r  t h e  S t a t e  Training School. There a r e  

two g i r l s  assigned he re  permanently -- t h i s  i s  t h e i r  home, and they 

r e f e r  t o  it a s  such and t o  Carol ine  a s  Ma. Many g i r l s  who have 

l e f t  remain i n  c o n t a c t  with t h e  Home, c a l l i n g ,  coming t o  spend week- 

ends,  and s o  on. A s  a  shepherd s a y s ,  " I f  you asked most of them, 

they 'd  say  t h e  home i s  s h i t t y  and they c o u l d n ' t  w a i t  t o  g e t  ou t .  

But most of them know i t ' s  b e t t e r  than  any o t h e r  p lace  they could 

be p u t ,  I th ink .  " 



I n  conversatfon,  the H a l e  was descrt.bdd l.tke thi.g.: 

s o -  
f o r  

. thkngs w e r e  j u s t  kind s f  'bUEldtng up a t  hme, 
I asked my probat ion  o f f i c e r  t o  fknd a p lace  

m e  and she  found t h i s  one. -And I1m.g lad  t o  
be' here .  " 

Me- "Were you i n  any o t h e r  home before? I mean, 
how does t h i s  p l a c e ' c m p a r e ? "  

L- "I was a t  J u v i e  .be fo re ,  '.and this i s  heaGen 
compared t o  t h a t . "  

2- "Yeah, t h e  J u v i e s  --:any juv ies  -- a r e  awful. 
Everything's locked .up, .and you always have t o  
have someone wi th  you,'?no mat t e r  where you go,  
t o  t h e  bathroom, t o ' b e d ,  locked i n t o  rooms t h a t  
a r e  4 inches by 7 inches---  t h a t ' s  what they 
f e e l  l i k e . "  

L- "Yeah, t h e r e . a r e . r u l e s  he re ,  b u t  t h i s  i s  
p c e t t y  open." 

Me- "What k i n d ' s  of r u l e s ? "  

L- "Oh, l i k e  n o t  having boys i n  t h e  rooms, no 
drugs ,  t h i n g s  l i k e  t h a t .  " 

3 

Me- "Do you g i r l s  g e t  . t o  h e l p  make up t h e  r u l e s ? "  

L- "Well, they  ask our opinions on th ings .  We 
don ' t r e a l l y  set up ' r u l e s ,  b u t  - they  do ask what 
we th ink  about t h i n g s . "  

Me- "And I suppose you r e a l l y  do  have t o  have r u l e s  
f o r  a p lace  l i k e  t h i s .  I f  t h e r e  wasn ' t  t h i s  home, 
where would you be?" 

L- "Other group homes, t h e r e  are 'some o t h e r  ones 
around. " 

M- " G i r l s  ' Train ing  'School, t h a t  ' s where a l o t  .of 
t h e  g i r l s  would be. There i s n ' t  .any p lace  b u t  
t h e r e ,  f o r  a l o t  of u s ,  except  he re  o r  t h e r e . "  

Z -  "This i s  a kind of a s tepping  -off p l a c e  f o r  
GTS. I f  you d o n ' t  make it i n  a p lace  l i k e  t h b ,  
t h a t ' s  where they send you." 

There seemed t o  be genera l  agreement. 



The s e c r e t a r y ' s  comment seems t o  sum up t h e , i d e a l  of t h e  

home f o r  t h e  s t a f f .  

" I t ' s  a r e a l l y  marvelous program. It g i v e s  t h e  g i r l s  
a l e g  up. For s o  many of t h e  g i r l s  this program and 
t h i s  home show them what a home r e a l l y  i s  -- f o r  a 
l o t  of them it g ives  them a bed t o  s l e e p . i n  and shoes 
on t h e i r  f e e t ,  something maybe they 've  never had before .  
This  i s  a home, and t h e  r u l e s  a r e  t h e  same a s  a pa ren t  
might make.... A l l  they know before  they-come he re  i s  
t o  f i g h t  and s c r a t c h  and claw. This  teabhes them t h a t  
t h e r e  a r e  o t h e r  ways t o  l i v e ,  and shows them how t o  
do it." 

And a shepherd says:  

"We keep it a s  much l i k e  a family a s  w e  can. When 
something d i f f e r e n t  comes up t h a t  w e  d o n ' t  know how 
t o  handle we s i t  down and t a l k  about how a family 
would handle it, and then t r y  t o . d o  it t h a t  way." 

And Caro l ine ' s  i d e a l  .is, of course ,  e x a c t l y  t h a t : .  

"What w e  have, I t h i n k ,  o r  what we,want t o  develop, i s  
a v i a b l e  program b u i l t  on mine own image, based on my 
concepts ,  convic t ions ,  exper ience ,  a s  an a t tempt  t o  
reach k i d s  t h a t  haven ' t  been reached. Bureaucracy 
d o e s n ' t  reach k i d s ,  people do. : I  want t o  produce a 
v i a b l e  way of reaching t h e s e  k ids . "  

" I  th ink  w e ' r e  developing a hideous kind of family I 

t h ing  here.  I 'm t h e  mother, t h e  a u t h o r i t y .  The 
shepherds have t h e  r o l e  of o l d e r  s i b l i n g s .  When 
I ' m  away, t h e  k ids  r e a l l y  d r i v e  them t o  t h e i r  l i m i t s ,  
t e s t i n g  them j u s t  a s  they do  i n  a family' when t h e  
pa ren t s  a r e  away. I t ' s  a d i s t o r t e d  family conf igura t ion .  
I ' m  t h e  s t a b i l i t y ,  t h e  c e n t e r ,  Ma w i l l  come through 
i n  b ig  t roub le .  They do develop a f e e l i n g  we're  a l l  
on one s i d e  here.  They have probably a primary re- 
l a t i o n s h i p  with a shepherd,  b u t  i f  s h e ' s  n o t  t h e r e ,  
Ma w i l l  t ake  over.  'I 'm t h e  s t a b i l i t y '  . .'. . 'I' . . 

Another i n t e r e s t i n g  development is' t d e  concept of t h e  male 

shepherd. This  t o o  was an at tempt  t o  provide a less i n s t i t u t i o n a l -  

type atmosphere. Carol ine says:  

"The k ids  needed a r e l a t i o n  t o  a non-threatening, ca r ing  
male. And we needed t o  g e t  away from t h i s  a r t i f i c i a l ,  
a l l  woman bind." 



And f i n a l l y ,  from another  shepherd : 

"The whole p o i n t  of t h e  program &s t h e  freedom and 
t h e  way t h e  g i r l s  can be themselves wt thout  having 
anything p u t  on them from t h e  ou t s ide .  Tha t ' s  t h e  
b e s t  p a r t  of it. 4 suppose t h a t  it would be e a s i e r  
t o  have a program i f  t h e r e  were mose r u l e s ,  b u t  t h e  
freedom, and t h e  r e l a t i o n s h i p s  t h e  g i r l s  e s t a b l i s h  
wi th  t h e i r  shepherds,  i s  r e a l l y  important .  ... They 
r e a l l y  do e s t a b l i s h  good r e l a t i o n s h i p s  wi th  t h e  
shepherds,  even though it might n o t  look l i k e  it 
sometimes." 

AS t o  t h e  success  of t h e  i d e a l ,  it is  s t i l l  i n  t h e  experimbntal  

s t a g e ,  having been i n  a c t u a l  ope ra t ion  f o r  l e s s  than two y e a r s .  It 

would appear t h a t  t h e  g i r l s  a r e  making progress  i n  r e l a t i n g  t o  people 

-- b u t  of course t h e i r  a c t i v i t i e s  would be considered non-deviant 

most of t h e  time anyway. There is no way t o  t e l l  what would have 

happened to  them i n  another  s e t t i n g ,  o r  how t h e i r  exper iences  a t  

Roseland w i l l  i n f luence  them i n  l a t e r  l i f e .  They a r e  n o t  r e a l l y  

. del inquent  g i r l s  i n  t h e  f i r s t  place:  of 18 ,  1 4  were assigned t o  

Roseland because of running away from home o r , b e i n g  " o u t , o f  c o n t r o l "  

of t h e  parents .  A few had s h o p l i f t e d ,  one had been involved i n  

a s t o l e n  ca ; r . inc iden t .  S ix teen  of t h e  g i r l s  had come from broken 

homes, and 5 were pregnant.  

According t o  t h e  Annual Report, 1973, t h a t  Roseland p u t  o u t ,  

reasonably good r e s u l t s  were obtained from t h e  g i r l s  being placed 

t h e r e .  O f  t h e  82 g i r l s  served a t  Roseland dur ing  t h a t  y e a r ,  23 re -  

turned t o  t h e i r  homes; 11 had gone t o  f o s t e r  homes; 6 had moved t o  

independent l i v i n g ;  2 had "gone underground," i . e . ,  been r e l e a s e d  

and l o s t  t o  view; 1 was marr ied;  1 went wi th  a c a r n i v a l ;  and 20 

remained i n  res idence .  Unsuccessful c a r e e r s  continued f o r  2 who 

were t r a n s f e r r e d  t o  GTS; 2 were t r a n s f e r r e d  t o  mental h o s p i t a l s ,  



and 13 were transferred to Juvenile Home& pknding placements. The 
I 

report says Itof the 82 served.. Roseland maae a demonstrahle impact 
t 

on 43. What other impact we ,have made we do not know. Whether tlie 

impact attained is lasting only time will tell." 

The real value of Roseland, regardless of "successful rehabili- 

tation," would seem to be simply that it is there and available to 

a specific kind of girl -- generally non-delinquent, perhaps truant, 
perhaps pregnant -- but generally a girl who simply has no place to 
go. The courts would have to assign them somewhere, and this open 

home setting fills a need not otherwise met. 



IMPLICATIONS FOR THE FUTURE OF ROSELAND 

A s  t o  t h e  f u t u r e ,  t h e r e  are indj;cqti;ons t h a t  r o u t i n i z a t i o n  of 

t h e  cha r i smat i c  innovat ions a r e  t ak ing  p lace .  Weber speaks of.  t h e  

d i a l e c t i c  of chairsma i n  i n s t i t u t i o n  b u i l d i n g ,  and of a d e c l i n e  of . 

kharisma n o t  i n  t h e  sense  of degenerat ion b u t  a s  being o v e r l a i d  by 

concomitant c r e a t i o n  of new forms and norms. " I t  i s  t h e  f a t e  of 

charisma, whenever it comes i n t o  t h e  permanent i n s t i t u t i o n s  of a 

community, t o  g i v e  ;way t o  powers of [new] t r a d i t i o n  and of r a t i o n a l  

s o c i a l i z a t i o n .  ff37 And indeed, i f  t h e  o rgan iza t ion  i s  t o  su rv ive  now 

t h a t  t h e  o l d  bureaucracy which maintained it i s  des t royed,  a new 

s t r u c t u r *  which is "genera t iona l ly  t r a n s f e r a b l e f 1  must be b u i l t .  

E i s e n s t a d t  says:  

"The test  of any g r e a t  char ismat ic  lead& l i e s  no t  
only i n  h i s  a b i l i t y  t o  c r e a t e  a s i n g l e  event  o r  
g r e a t  movement, bu t  a l s o  i n  h i s  a b i l i t y  t o  leave  a 
continuous impact on an i n s t i t u t i o n a l  s t r u c t u r e  -- 
t o  t ransform .., by in fus ing  i n t o  it some of h i s  
cha r i smat i c  v i s i o n ,  by i n v e s t i n g  t h e  r e g u l a r ,  
o r d e r l y  o f f i c e s  o r  a spec t s  of s o c i a l  o rgan iza t ion  
wi th  some of h i s  char ismat ic  q u a l i t i e s  o r  aura .  11 3 6 

Among t h e  most ev ident  a spec t s  of t h i s  concern i s  C a r o l i n e ' s  

own f e e l i n g s  t h a t  t h e  s t r u c t u r e  a s  it now s tands  i s  no t  v i a b l e .  She 

i s  aware t h a t  though a new s t r u c t u r e  f o r  t h e  program has been b u i l t  

t h e  o ld  b u ~ e a u c r a t i c  s t r u c t u r e  has been des t royed,  and because she  

wants t o  leave  she  i s  beginning p lans  t o  r e b u i l d  it. She f e e l s  t h a t ,  

because r a t e  of turnover  f o r  t h e  shepherds i s  about n ine  months, t h a t  

they w i l l  a l l  be gone by summer and "...when t h i s  group of shepherds 

leaves  I ' l l  leave  too.  I c a n ' t  pu t  myself through t h a t  again."  We 

t a lked  about t h e  expec ta t ion  t h a t  i f  she. leaves  ( " I  have t o  leave  f o r  

37. Bendix, O P . C I T . ,  p ,  326 .  

38. E i s e n s t a d t ,  SELECTED WRITINGS, ~ P . C I T . ,  p. x x i .  
'1. 



my own sake")  t h e  whole program w i l l  f a l l  a p a r t .  

Me- " W e l l ,  it looks t o  m e  l i k e  you ' re  saying the 
program i s  good b u t  t h e  c o s t s  are t o o  high." 

Carol ine-  "That 's  r i g h t .  I ' m  cclnvinced t h a t  t h i s  
i s  t h e  kind of thrng t h a t  some g i r l s  need, b u t  I 
j u s t  d o n ' t  know i f  t h e r e ' s  enough payoff ,  i f  it 
r e a l l y  does make enough d i f f e r e n c e  i n  t k i e  g i r l s '  
l i v e s  t o  make it worthwhile, I ' d  l i k e  t o  make it 
a v i a b l e  program, b u t  I j u s t  r e a l l y  ques t ion  
whether o r  n o t  i t ' s  workable." 

Me- "Well, i t ' s  workable a s  long a s  you ' r e  here."  

Caroline- ."But when I leave  -- I r e a l l y  ought '  t o  
h i r e  someone here  who knows what t h e  program means. 
But I c a n ' t  h i r e  anyone. W e  c a n ' t  a f f o r d  it." 

Having s a i d  t h a t ,  and r e a l i z i n g  t h a t  such a  person was e s s e n t i a l  

i f  t h e  program were t o  continue., she  began planning t o  g e t  the  

money and o f f e r e d  me t h e  job. When I re fused ,  she began planning,, 

recognizing t h a t  t h e  job should be s p l i t  i n t o  two people,  one f o r  

admin i s t r a t ion  and a  program d i r e c t o k  t o  c a r r y  on h e r  work. "I'm 

t a l k i n g  i n  terms of nine months more here .  That d o e s n ' t  give m e  

much time t o  b u i l d  back some of t h e  s t r u c t u r e . . . . "  

From t h a t  time on, t h e  h i r i n g  of a  ~ rogkam Direc tor  became a 

s e t  i d e a l  i n  t h e  plan.  There i s  a  new person who has come t o ' t h e  

agency r e c e n t l y  a s  a  voluntber .  s h e  had d i r & c t e d  a  home f o r  mental ly  

d i s t u r b e d  g i r l s  i n  C a l i f o r n i a ,  has  begun making sugges t ions ,  wel l  

rece ived  by t h e  s t a f f ,  a s  t o  how t h i n g s  should be done, and she 

s i t s  i n  on s t a f f  meetings. Carol ine  i s  tu rn ing  t o  her  f o r  advice,  

and accep t s  he r  c r i t i c i s m s .  A t  a  r e c e n t  meeting concerning a rch i -  

t e c t u r a l  p lans  f o r  t h e  new a d d i t i o n ,  Carol ine  asked her  i f  she d i d n ' t  

make h e r s e l f  c l e a r  when she spoke, 

Caroline- "Do I have a  hard time expla in ing  myself t o  
o t h e r s  s o  t h a t  they can understand me? I c a n ' t  seem 
t o  g e t  through t o  some people -- i s  it my f a u l t ? "  



P- "When I f i r s t  met you, it was hard f o r  m e  t o  under- 
s t and  anything you s a i d . "  She continued i n  a low 
e a r n e s t  tone ,  and Carol ine d i d  n o t  o b j e c t .  

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

t h e  phys ida l  s t r u c t u r e  i t s e l f  w i l l  be changed by t h e  new a d d i t i o n  

t o  t h e  bui-lding. O f  major i n t e r e s t  i s  t h e  shepherds '  q u a r t e r s ,  men- 

t ioned be fo re ,  which provide them i s o l a t i o n  from t h e  g i r l s  t h a t  they  

do no t  now have. More locks and more doors  i s  another  i i ~ n o v a t i o n ,  

and t h i s  w i l l  s u r e l y  be seen a s  l i m i t i n g  t h e  freedom of t h e  g i r l s .  

The k i t chen  w i l l  have no e n t r y  way i n t o  t h e  g i r l s '  d in ing  a r e a ,  and 

thus  snacking a t  w i l l  w i l l  be changed. And they are now cons ider ing  

outgoing phones i n  every room. A t  f i r s t ' b h i s  s e e m s ' l i k e  an , a d d i t i o n  

t o  t h e  g i r l s '  freedom of choice ,  bu t  viewed i n  P i ' s  l i g h t  (and she 

might w e l l  be t h e  new a u t h o r i t y  i n  t h e  home) , "But t h a t ' s  what you 

want, t o  keep t h e  g i r l s  i n  t h e i r  rooms. Let  them spend a s  long 

a s  they want t a l k i n g .  You ' l l  know where they a r e  and what t h e y ' r e  

doing. " 

Thus [a  new s t r u c t u r e  w i l l  i n s u r e  i s o l a t i o n  f o r  t h e  shepherds 

from t h e  g i r l s  and a  more secure  system of c o n t r o l  f o r  t h e  g i r l s .  

This wi l1 : l ead  n o t  only  t o  l e s s  s t r e s s  f o r  t h e  shepherds,  and per- 

haps a  h igher  s t a b i l i t y  r a t e ,  b u t  a  p r o f e s s i b n a l i z a t i o n  of them, 

an o b j e c t i f y i n g  of t h e  s t a t u s  of t h e  g i r l s .  The h i r i n g  of a 

"Program Di rec to r"  w i l l  e f f e c t i v e l y  s e p a r a t e  t h e  func t ions  of t h e  

Home i n t o  program and admin i s t r a t ion ,  and make it p o s s i b l e  f o r  t h e  

holders  of t h e s e  p o s i t i o n s  t o  d e l i m i t  t h e i r  t i m e  a t  t h e  Home. This  

w i l l  t u r n ' t h e  "commitment" expressed i n  terms of time i n t o  a more 

r o u t i n e ,  " job"  s i t u a t i o n  r a t h e r  than  a  " l i f e  work." 



The problem of succession i s  of course  c e n t r a l  t o  t h e  cha r i s -  

mat ic  i n s t i t u t i o n .  Methods of choice  " lead  a m y  from ... a uniquely 

pe r sona l  mission. To s e l e c t  a  successor  in t e h s  of c r i t e r i a  o r  

r u l e s  o b j e c t i f i e s  what was o r i g i n a l l y  personal'. "39 O r ' a s  E i s e n s t a d t  

s a y s ,  " ~ h k  f i r s t  meeting poEnt between t h e  ,char ismat ic  p r e d i s p o s i t i o n  

toward t h e  d e s t r u c t i o n  of o rde r ly  s o c i a l  o i g a i i z a t i o n  and t h e  exigen- 

c i e s  of o r d e r l y  s o c i a l  o rgan iza t ion  i s  demdnstrated i n  t h e  n e c e s s i t y  

of t h e  char ismat ic  l eader  ... t o  a s s u r e  c o n t i n u i t y ;  ... t h a t  i s ,  t o  

a s s u r e  t h e  succession of i t s  l e a d e r s h i p  and t h e  con t inu i ty  of t h e  

o rgan iza t ion .  It 40 

Thus it would seem t h a t  t h e  cha r i smat i c  phase of i n s t i t u t i o n -  

b u i l d i n g ,  holding wi th in  it t h e  d e s t r u c t i o n  of t h e  old s o c i a l  or-  

g a n i z a t i o n ,  i s  over.  Rout in iza t ion  has  begun, and a  successor ,  

whether P o r  someone e l s e ,  must soon be found, s i n c e  Carol ine  is 

leaving .  I t  i s  poss ib le ,  even i f  she  does n o t  leave ,  t h a t  t h e  

cha r i smat i c  s t a g e  w i l l . b e  ended, f o r  even a s  'she progressed from 

bureaucra t i c  execut ive t o  cha r i smat i c  she could again r e t u r n  t o  h e r  

former s t a t u s .  

39 .  Bendix, O P . C I T . ,  p. 306. 

4 0 .  E i s e n s t a d t ,  SELECTED WRITINGS, O P . C I T . ,  p. xx l .  



CONCLUSION 

There i s  always a ques t ion ,  when a  phenohenon occurs ,  whether 

it w a s  a  n a t u r a l  happening o r  whether it was "ushed. l1 O r ,  a s  a  

sage once s a i d ,  was t h 8  v a l l e y  flooded because God s e n t  t h e  r a i n s  

o r  because someone opened t h e  s l u i c e  i n  t h e  dam? I n  t h e  case  of 

Roseland, t h a t  something had t o  happen because of t h e  r a i n s  of s o c i a l  

change. But t h e  w a y  i n  which it happened was consciousby d i r e c t e d ;  

t h e  r evo lu t ion  d i d  n o t  occur  by chance, nor simply because a c h a r i s -  

matic f i g u r e  was on hand, The oppor tun i t i e s  f o r  change were s e l e c t e d  

and molded t o  f i t  an i d e a l ,  and t h e  d r i v i n g  f o r c e  enabl ing  t h e  s o c i a l  

change was charisma. 

The i n t e r a c t i o n s  among t h e  condi t ions  f o r  change can be separa t -  

ed only a r t i f i c i a l l y .  Th i s  i s  t r u e  a l s o  of t h e  l k r e a u c r a t i c  s t r u c t u r e  

and the  program i tself  -- change i n  one could n o t  have occurred 

without change i n  t h e  o t h e r .  The d e s t r u c t i o n  of t h e  bureaucracy was 

an i n t e g r a l  p a r t  of t h e  bu i ld ing  of t h e  new program. ". . .an i n i t i a l  

assumption of many s o c i o l o g i c a l  analyses  of charisma has been t h a t  

it i s  d i s r u p t i v e  and c o n t r i b u t e s  t o  t h e  des ' t ruc t ion  of e x i s t i n g  in -  

s t i t u t i o n s  and t o  s o c i a l  change. The recogn i t ion  t h a t  cha r i smat i c  

a c t i v i t i e s  o r  symbols a l s o  c o n s t i t u t e  a  p a r t  of t h e  s o l i d a r y  i n s t i t u -  

t i o n a l  framework does n o t  negate  t h i s , b a s i c  i n s i g h t  .... I t  enables  

us  t o  see  t h a t  t h e  ve ry  q u e s t  f o r  p a r t i c i p a t i o n  i n  a  meaningful o r d e r  

may be r e l a t e d  t o  processes  of change and t ransformat ion ,  t h a t  it 

may indeed c o n s t i t u t e  ... t h e  very focus of processes  of s o c i a l  

, 1 4 1  ! 1 

t ransformation,  
. . 

4 1 .  E isens tadt , .  S.N., " S o c i e t a l  Goals, Systemic Needs, S o c i ~ l  I n t e r -  
a c t i o n ,  and Ind iv idua l  Behavior ; some Ten ta t ive  Explanat ions,  " 
i n  Turk and Simpson, eds . ,  INSTITUTIONS' AN.D SOCIAL EXCHANGE, 
(New York: ~ o b b s - ~ e t r r i l l ,  1971) ,  p .  4 9 ,  



Charisma is a tenuous concept no matter how f a m t l i a r  we may 

t h i n k  w e  are with it. T h e o r e t i c a l l y  it has  .been s t u d i e d ,  and i ts  . 
presence i n  g r e a t  men and l a r g e  s o c i a l  changes hbs bee.n documented. 

But charisma occurs  everywhere', and i f  E'fsenstadt i s  r i g h t ,  i n  

g r e a t e r  o r  l e s s e r  degrees  whenever t h e r e  . i s  . s o c i a l  change on any 
. . 

s c a l e .  I n  Roseland charisma ac ted  i n  t h e  small  s o c i e t y ,  extremely 

l i m i t e d  i n  scope, of a  s o c i a l  agency. s he charisma was  organiza- 

t i o n a l l y  bounded b u t  overwhelming i n  i t s  e f f e c t  wi th in  those  

boundaries. By d e t a i l i n g  i t s  precondi t ions ,  development, and r e s u l t s  

on t h i s  small  a  s c a l e  no t  only has empir ica l  information on t h e  

phenomenon i t s e l f  been added, b u t  t h e  importance of charisma i n  

s o c i a l  change and i n s t i t u t i o n - b u i l d i n g  even a t  t h e  smal l e s t  l e v e l  

of s o c i e t y  has  been p inpoin ted .  

The precohdi t ions  of charisma w e r e  sebn ko be 1) s o c i e t a l  

change, 2 )  o rgan iza t iona l  need based on t h a t  change, and 3 )  a 

l eader  with both char ismat ic  p r o p e n s i t i e s  dnd t h e  t i m e  f o r  charisma. 

The precondi t ions  f o r  charisma w i t h i n  t h e  ind iv idua l  he r se l f  were 

1) t h e  q u a l i t i e s  of en t repreneurship ,  2 )  t h e  a b i l i t y  t o  v i s u a l i z e ,  

p l an ,  a r t i c u l a t e ,  organize ,  and mobil ize  t h e  necessary resources 

t o  ga in  an i d e a l ,  and 3 )  an i d e a l  i t s e l f ,  based on almost mys t i ca l  

concepts ,  and personal  commitment t o  t h a t  i d e a l .  Commitment, of  

course ,  has  both t h e  behaviora l  a s p e c t s  of committing t ime ,  money, 

and knowledge t o  t h e  i d e a l  and t h e  a t t i t u d i n a l  a spec t s  of "wi l l ing"  

t o  make t h e  i d e a l  r e a l i t y ,  an o r i e n t a t i o n  t o  commitment, and t h e  

s a l i e n c e  of t h i s  r o l e  i n  r e l a t i o n s h i p  t o  a l l  behaviors.  

The components of development of t h e  char ismat ic  s i t u a t i o n  w e r e  

1) personal  b e l i e f  i n  t h e  missi.cn and i n  t h e  unique c a p a b i l i t i e s  of 



self of the charismatic leader, 2) the gathering up of a following, 

and the communallzation.of that following, and 3) destruction of 

the old program and bureaucracy and the building of the new insti1:u- 

tion based on the ideals.of'the charismatic. The gathering up of 

a following at Roseland may 'or mayanot be unique in that almost .a31 

people within the scope of-charismatic action were personally selected 

by the leatier. Those who did~not""fif" were either removed 'or acknow- 

ledged by all as "outside" :the .circle of disciples. 

Components of 'the instftutionallchange (3 above) were '1) des- 

truction -- of old methods,.system"and type of staffing, type of 
clientele, kinds and importance of record-keeping, etc.;; and 2) re- 

building the institution, with new methods replacing those destroyed, 

and a new particularistic application of new regulations at the 

discretion of the 1eader.and.her disciples. Also, the communal nature 

of the institution, in which all.but peripheral personnel such as 

the secretary participated,-was an important part of the "ideal" of 

home and family. A pseudo-family structure was in fact developed. 

In-group feelings and loyalty were .strong: among the girls, though 

theyfought with each other; among .the shepherds, who formed a sister- 

like peer group; and for the group as a whole. 

NOW that the ideal is operationalized and the,program~function- 

ing, charisma is diminishing andathe routinization of Life ateRoselan'd 

is beginning. Among the trends most easily .seen are the 'Director ' s 
desire to leave or at least spl2t the functions she carries into 

two parts; the expectation that allastaff will leave within six 

months (except for peripheral personnel, who will carry on the routini- 

zation); the search for a successor; 'and the construction 05 thel*new 
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I '. 
a d d i t i o n ,  which w i l l  begin t h e  i s o l a t f o n  o r  d5vfsion of s t a f f  from 

c l i e n t s  and set up such "o ld-s ty le"  i n s t f t u t i o n a l  b a r r i e r s  t o  t h e  

"new-styl.eW home l i f e  a s  new locks ,  don-access t o  t h e  k i t chen  And 

t o  shepherds a t  any t i m e ,  and so f o r t h .  

This  empir ica l  s tudy of eharisma i n  a c t i o n  bea r s  o u t  t h e  theore- 

t i c a l  impl ica t ions  suggested by Weber and f u r t h e r  conceptual ized by 

E i sens tad t .  S o c i a l  change a s  it a f f e c t s  i n s t i t u t i o n - b u i l d i n g  does 

indeed use charisma as a  v i t a l  ing red ien t .  And charisma is d i a l e c t i c a l  

i n  na tu re ,  a r i s i n g  t o  chal lenge  t h e  o l d ' o r d e r  and then ,  once a new 

order  i s  established,becoming diminished and r o u t i n i z e d .  And though 

some kind of agency adap ta t ion  f o r  t h e  purposes of s u r v i v a l  might 

have been accomplished i n  any case ,  t h e  unique convergence of t h e  

t h r e e  p r o p e n s i t i e s  t o  charisma -- s o c i e t a l ,  o rgan iza t iona l ,  and per- 

sonal  -- provided a  unique, quick,  and e x c i t i n g  s o l u t i o n  t o  t h e  

s u r v i v a l  problem of Roseland. The s m a l l  s c a l e  of t h i s  appearance 

of charisma only se rves  to  emphasize i t s  ubiqui tousness  i n  t h e  

s o c i e t y  of man, and r a i s e s  ques t ions  a s  t o  t h e  comparative b e n e f i t s  

o f  charisma t o  "simple adapta t ions"  which might be s tud ied  i n  s i m i l a r  

small  s i t u a t i o n s .  I t  would seem t h a t  charisma might produce quicker  

and more innovat ive adap ta t ions  while  p lac ing  t h e  s t r u c t p r e  of t h e  

organiza t ion  g r e a t l y  i n  jeopardy. On t h e  o the r  hand, simple adapts- 

t i o n s  would p r o t e c t  t h e  o rg&iza t iona l  s t r b c t b r e ,  b u t  change might 
. t 

be slower and l e s s  e f f i c i e n t  i n  t h e  long run ,  s i n c e - t h e  incremen- 
1. i\ 

t a l i z a t i o n  of a  program o r  i n s t i t u t i o n  whose k i n e  i s  p a s t  merely 

de lays  i t s  eventua l  c o l l a p s e .  

The p a r a l l e l  t o  mutation t h a t  E i sens tad t  sugges ts  is  unmistakable 

and very appropr ia te ,and  can be seen c l e a r l y  a t  Roseland -- t h e  wild 

gene of charisma r e v i t a l i z e s  a  dying organism and through r a d i c a l  

adapta t ions  i n  a  h o s t i l e  environment, i n s u r e s  i t s  s u r v i v a l .  



METHODS 

~ a r t k c i ~ a n t  observat ion  seems t o  be  t h e  disowned and d i s -  

r epu tab le  grandparent of modern s o c i o l o g i c a l  research .  Like an 

o ld  codger who, b r i l l i a n t  i n  h i s  day,  has o u t l i v e d  h i s  t i m e ,  he 

c r e a t e s  d i f f i c u l t i e s  f o r  modern youth -- he appears u n s c i e n t i f i c ,  

f u l l  of b i a s e s ,  s u b j e c t i v e l y  o r i e n t e d ,  and i n s i s t s  on t ak ing  one 

case  a t  a t ime i n s t e a d  of sampling a universe  of cases .  Yet it seems 

d i f f i c u l t  t o  see how any of t h e  more modern methods of r e sea rch  
1 

could begin t o  bu i ld  information on phenomdha such a s  charisma -- 
t h e r e  i s  a n e c e s s i t y  f o r  s t a r t i n g  from t h e  ind iv idua l  and working 

toward t h e  genera l .  I n  t h i s  sense  it i s  f a r  from t h e  time when 

p a r t i c i p a n t  observat ion  should be put  away i n  an "old methods'" 

home. 

McCall: and ~ i m m o n s ~ ~  say t h a t  p a r t i c i p a n t  observat ion  can b e s t  

be descr ibed  a s  a combination of methods r a t h e r  than  a s i n g l e  method 

of sociolog. ical  r e sea rch  "... it involves  some amount of genuinely 

s o c i a l  i n t e r a c t i o n  i n  t h e  f i e l d  wi th  t h e  s u b j e c t s  of t h e  s tudy,  

some d i r e c t  observa t ion  of r e l e v a n t  even t s ,  some formal and a g r e a t  

d e a l  of informal  in terv iewing,  some sys temat ic  count ing,  some 

c o l l e c t i o n  of documents and a r t i f a c t s ,  and open-endedness i n  t h e  

d i r e c t i o n  t h e  s tudy t akes .  I' The d i f f i c u l t y  i n  e x p l i c a t i o n  of t h i s  

method(s) i s  n o t  t h a t  s o  many techniques a r e  used, b u t  t h a t  they 

a r e  indeed blended, becoming g r e a t e r  than  t h e  sum of t h e i r  s e p a r a t e  

p a r t s ,  by t h e  way they  a r e  i n t e g r a t e d  i n  t h e  mind of t h e  r e s e a r c h e r  

and flow o u t  i n  h i s  i n t e r p r e t a t i o n .  ' T h a t  p a r t  of t h e  method i s  
. . 

4 2 .  McCall, George and Simmons, J . L . ,  ISSUES I N  PARTICIPANT OBSER- 
VATION, (Reading, Mass.: Addison-Wesley Publ i sh ing ,  1969) ,  p. 1. 



what cannot be s c & e n t P f i ; c q l l ~  explained.  The' ,greatestproblem seems 
. . . .  . . . .  

t o  be t h e  rampant' 8vail 'abTlt: ty of the 'data., and t h e  f a c t  t h a t ,  i n  

t h e  f i e l d ,  a  r e sea rcher  can '  p u l l  o u t  d a t a  he &isheg and pass  over 

o the r  d a t a  wi thout  r e a i l y  being aware of h i s  s u b j e c t i v e  h iases .  
. . . . . . . . . . . 

Perhaps understanding t h e  purpdse of pa r t i c i .pan t  observat ion 

i s  t h e  key t o  eva lua t ing  research  done i n  t h i s  manner. Rather than  

being a  t e s t  of a  theory  (though it may be,  given su f f i c i en t :  c a s e s ) ,  

p a r t i c i p a n t  observat ion  seeks ,  through empirical s tudy,  t o  f u l f i l l  

o r  modify e x i s t e n t  theory ,  and perhaps In t h e  process  t o  genera te  

new theory.  From t h i s  viewpoint,  fol lowing a  p a r t i c u l a r  lead  i n  

t h e  body of s c i e n t i f i c  theory,  being s e l e c t i v e ,  e t c . ,  a r e  n o t  seen 

a s  such s i n s  committed a g a i n s t  t h e  s c i e n t i f i c  method. And, a f t e r  

a l l ,  a  major purpose of t h e  method i s  t o  genera te  theory from t h e  

body of t h e  d a t a  -- t hus  one does n o t  go i n t o  t h e  f i e l d  with a  

preconceived s e t  of i d e a s  and sea rch  o u t  only those  f a c t s  which 

agree with h i s  theory.  Rather,  a  broad body of d a t a  i s  gathered 

i n  which more and more evidence regarding s p e c i f i c  hypotheses appear 

u n t i l  f i n a l l y  a  d e c i s i o n  i s  mhde t o  look more c ! ~ o s e l ~  a t  t h e  out-: 

s tanding ones. Af te r  t h a t  po in t  t h e  r e sea rch  may be s e l e c t i v e ;  

bu t  it i s  t h e  body of d a t a  i t s e l f  which' f i r s t  " s e l e c t s  out"  t h e  

themes t o  pursue. 

Choice of S i t e  

One of t h e  c h a r a c t e r i s t i c s  of f i e l d  s tudy i s  t h a t  a  dec i s ion  

on the  exac t  s i t u a t i o n  t o  be s tud ied  i s  n o t  made u n t i l  enough d a t a  

has been c o l l e c t e d  s o  t h a t  t h e o r i e s  begin t o  emerge. Nevertheless ,  

p r e d i s p o s i t i o n s  a s  t o  t o p i c s  a r e  i n h e r e n t  i n  t h e  choice  of l o c a t i o n  
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f o r  t h e  fieild s tudy.  Thus, *en r choa-e t o  s tudy Roseland Serv ices ,  

it was wEtk i  the genera l  i d e a  of looking a t  the process  of Ansti tu- 

t i o n a l l z a t i f o n  -- "becoming c l i e n t s "  i n  such an agenky -- from t h e  

viewpoint of t h e  g i r l s  thus  in f s t i tu t50na l i zed .  I have a  p a r t i c u l a r  

b i a s  on t h a t  top ic :  having worked wikh f a m i l i e s  a s  an advocate f o r  

t h e  poor,  and having i n  my own chilahoo'd been1 among those  s t igmat ized  

a s  poor by s o c i e t y ,  I was more than aware of t h e  l i b e r t i e s  taken by 

s o c i e t y  i n i c o n t r o l l i n g  those  they l a b e l  dev ian t .  I had2hoped by a. 

sympathetic expos i t ion  of t h e  reasons f o r  ins t i tu t iona1 ; i za t ion  of 

t h e s e  g i r l s ,  and t h e  r e a l  normalcy of most of t h e i r  lives, t o  add 

a  l i t t l e  t o  t h e  knowledge of s t i g m a t i z a t i o n  and-deviat i 'on.  
! 

. . Moreover, because of a  s h o r t  term of working i n  t h e  agency it- 

s e l f  a s  a  s o c i a l  worker -- l e s s  than  s i x  months ha l f  time -- and a  

thus-developed f i r m  f r i e n d s h i p  wi th  t h e  D i r e c t o r ,  I was aware t h a t  . . 
t h e  program developing was q u i t e  d i f f e r e n t  i n  scope and purposes 

both from what it had been i n * t h e  p a s t  and from what w a s  c u r r e n t l y  

o f f e r e d  by most o rgan iza t ions  fo r  t h e  i n s t i t u t i o n a l i z a t i o n  of 

"wayward g i r l s . "  I expected my study t o  p o i n t  o u t  h e r  program a s  

a  showpiece i n  t h e  way such c h i l d r e n  should be t r e a t e d .  Indeed, I 

s t i l l  cons ider  t h a t  o rgan iza t ion  t o  b e  a model f o r  treatment,  b u t  

t h e  main focus of t h e  s tudy became chari'sma i n  s o c i a l  change. Thus 

t h e  expos i~ t ion  of t h e  Home a s  a  model f o r  s e r v i c e  i s  n o t  s o  c a r e f u l l y  

documented: as it would deserve i f  t h a t  s tudy had become t h e  c e n t r a l  

one. 
. . 

Roles and F i e l d  Rela t ionships  

My r o l e  i n  Roseland during p a r t i ' c i p a n t  observat ion  wan t o  by a  



s t u d e n t  who was a  f r i e n d  of th& Direc tor .  Thus was l eg i t imized  

n o t  only because of the power of he r  p o s i t i o n  bu t  because of t h e  

r e s p e c t  i n  which s t a f f  and g i r l s  he ld  he r ;  I had asked t h a t  my 

former s t a t u s  as s o c i a l  worker no t  be mentioned because of i t s  un- 

p l e a s a n t  connota t ions  f o r  t h e  g i r l s  (and f o r  t h e  s t a f f  of shepherds 

i n  t h i s  p a r t i c u l a r  s e t t i n g ) .  I n  t h e  f i r s t  few weeks of t h e  study 
' }  

t h i s  f r o n t  he ld  up; then f o r  some reason t k e  ~ i r e c t o r  began t o  i d e n t i -  

f y  me t o  everyone as a  s o c i a l  worker -- s t a f f ,  g i r l s ,  and r e a l l y  

whoever walked i n .  For tuna te ly ,  by t h e  time t h f s  happened, t h e  

" s tuden t  f r o n t "  was no t  s o  important ,  because I had moved my focus 

from work wi th  t h e  g i r l s  t o  t h e  s tudy of C a r o l h e  h e r s e l f ,  and her  

char ismat ic  l eader sh ip  i n  an o rgan iza t ion  i n  f l u x .  

Our f r i e n d s h i p  was a  mixed b l e s s i n g  i n  this s e t t i n g .  I t  gave 

me complete access  t o  t h e  house, t o  r ecords ,  and t o  t h e  people 

t h e r e ,  s i n c e  she r a t e d  so h ighly  with them. However, t h e r e  was 

some impl ica t ion  f e l t  t h a t  I might be a  "spy,"  a t  l e a s t  with one 

shepherd and probably t h e  s e c r e t a r y .  This  d i d  no t  seem t o  be a  

problem wi th  t h e  g i r l s ,  probably because of t h e  openness of t h e  

i n s t i t u t i o n ;  however, my s t a t u s  with them was no t  r e a l l y  pu t  t o  t h e  

t e s t  because of t h e  focus of t h e  s tudy.  With Carol ine  h e r s e l f  t h e  

r e l a t i o n s h i p  was more d i f f i c u l t :  I could n o t  remain a  d i s i n t e r e s t e d  

observer  t o  her  problems because I was and am he r  f r i e n d .  I n  my 

work a t  t h e  agency before I had been a  sounding board f o r  h e r  ideas  

and t r o u b l e s ,  and I could not  and d i d  no t  want t o  s h u t  of f  t h i s  

r e l a t i o n s h i p ,  even though I was aware of t h e  p o s s i b i l i t y  of "chang- 

i n g  t h e  f ie ld . ! '  This  gave me t h e  oppor tuni ty  t o  ga in  i n s i g h t s  i n t o  

her  charisma t h a t  I might never have had otherwise.  However, t h e r e  



i s  no doubt t h a t  when she asked f o r  advice  on t h e  contknuatton of 

d t h e  program 1 dould no t  r e f u s e  h e r ,  and h e r  .ac t ions  a f t e r  w e  ta rked  

may w e l l  have hastened t h e . s t e p s  she began t o  t a k e  i n  t h e  r o u t i n i z a -  

t i o n  of t h e  new program. 

I do mot f e e l  t h a t  II: " in fec ted  t h e  f i e l d "  i n . o t h e r  ways: t h e  

g i r l s  j u s t  d i d n ' t  seem t o  care .much6whether~l :  was t h e r e - o r  not  a f t e r  

they were ]used t o  see ing  me, -and though some s h e p h e r d s ' t r i e d  t o  

involve me i n  t h e  Home I twas4abl,e t o  e x t r i c a t e  myself from those  

problems by s t i c k i n g  t o '  my' f r o n t  a s  .a +non-involved observer .  

Data Co l l ec t ion  

I observed. Roseland f o r  s e v e r a l '  hours . a t  ' l e a s t  * once a  week" f o r  

seven months. I n  addi t ion , , ;dur ing  t h a t  t ime I interviewed.iridivkdua1- 

l y  seven g i r l s ,  four  shepherds;the D i r e c t o r ,  and t h e  s e c r e t a r y .  

Informally,  I t a lked  with a l l  t h e  shepherds,  t h e  cook, . the  .house- 

keeper ,  and a l l  t h e  g i r l s .  - a t  one ' t i m e  o r  another .  Though :I -was 

given theifreedom of t h e  h o u s e , ' I  spen t  a l m o s t . a l 1  my.-.time i n  t h e  

o f f i c e s  o r  genera l  l i v i n g  a r e a s .  I spen t  some time i n  t h e  shepherds '  

dormitory;but  d i d  no t  v i s i t  any of t h e  g i r l s  i n  t h e i r  rooms. There 

were two reasons f o r  t h i s :  8 I  did  not .want  t o  i n t r u d e  i n - t h e i r  homes 

a t  t h e  beginning of t h e  s tudy before  they knew me; and s i n c e  focus 

had changed t o  o rgan iza t iona l  i s s u e s  ! a f t e r  t h a t  I d i d  *not :havet:t.h'e 

time t o  spend wi th  t h e  g i r l s  t h a t  I * m i g h t o t h e r w i s e - h a v e  :had. 

I a t tended s t a f f  meetings arid one genera l  house meeting, .and 

was i n v i t e d  t o  observe one conference between Carol ine  and a ' shep-  

herd and s e v e r a l  o t h e r s  wl th  s e r v e r a l  shepherds and Carol ine.  I 

a l s o  observed s e v e r a l  i n t e r a c t i v e  conferences betweenl:"shepl~erd's.~and 



t h e  g i r l s  they worked w3,th. I observed t h e  g i . r l s  i n  i -n te fac t ion  

i n  t h e  l ivPng and d in ing  a r e a s ,  and i n  o f feces .  I. recorded n o t  only 

conversat2on bu t  i n t e r a c t t o n  a s  it occurred. A t  f i r s t  my no te tawng  

was obvious,  bu t  a f t e r  a sess ion  of joking and sanct ioningtby  a g i r l ,  

Carol ine ,  and a shepherd, T r e a l i z e d  t h a t  it wasn ' t  approved o f ,  s o  

changed t o  making small  reminder no tes  occas ional ly .  

I was given complete access  t o  t h e  g i r l s '  f i l e s ,  both t h e  o f f i -  

c i a l  d o s s i e r s  i n  t h e  main o f f i c e  and the. behavior modif ica t ion  r u l e s ,  

f i l e s ,  e t c . ,  t h a t  t h e  shepherds maintaiied. I b e l i e v e  I was a l s o  

given access  t o  o t h e r  r ecords ,  such as f i n a n c i a l  ones, b u t  found t h e  

s e c r e t a r y  t o  be very p r o t e c t i v e  of he r  t e r r i t o r y  and s o  d i d  no-t pursue 

t h e  i s s u e  f u r t h e r .  Only one except ion  was made, I asked f o r  and 

f i n a l l y  r ece ived ,  a f t e r  s e v e r a l  r e q u e s t s ,  budget f i g u r e s  f o r  1973. 

During t h e  t i m e  of my observat ion  a t  Roseland, t h e r e  w e r e  between 

20 and 25 g i r l s  i n  res idence .  I obtained information about 18 of 

them from t h e  f i l e s .  Four l e f t  because t h e i r  babies  were born; 
! ,  

4 were s e n t  t o  o the r  i n s t i t u t i o n s ;  and 3 l e f t  because they reached 

age 18 o r  were r e l eased  by t h e  c o u r t s .  There were 3 g i r l s  who 

r a n  away during t h a t  time; 2 came back of t h e i r  own accord without  

t h e  p o l i c e  being n o t i f i e d  and 1 was picked up and s e n t  t o  t h e  

J u v e n i l e  Home. She was not  allowed t o  r e t u r n  t o  Roseland. The major 

reason f o r  commitment t o  Roseland was because of runaways, t ruancy , '  

o r  being "out  of c o n t r o l "  of pa ren t s  o r  guardians.  There were 4 

pregnant g i r l s  when I f i r s t  began t h e  observat ion ,  2 more w e r e  

admitted while I was t h e r e ,  and 3 non-pregnant r e s i d e n t s  became 

pregnant while l i v i n g  a t  t h e  Home. t 



Biases 

The most abviaus b i a s e s  have a l ready been mentioned, those  

of my friendshEp wi th  Carol ine  and my f e e l i n g s  of sympathy f o r  

t h e  g i r l s .  Also, when t h e  data  a r i s i n g  on charisma became s o  ev iden t  

I made t h e  choice t o . s e l e c t  t h a t  kind o f , d a t a  r a t h e r  than  any o t h e r .  

By doing kh t s  1 1imEted.my resea rch ,  a n d e t h u s  important  f a c t o r s ,  

p a r t i c u l a r l y  about t h e  g i r l s  r e a c t i o n s ,  f e e l i n g s ,  etc. ,  about  Rose- 

land ,  a u t h o r i  t ies ,  and t h e  processes  .by which they w e r e  l a b e l e d ,  

a r e  missing. I regard  t h i s  a s  a - r e a l  l o s s ,  b u t  unavoidable g iven  

t i m e  l i m i t a t i o n s .  Another b i a s  may :be my own. r e t i c e n c e  i n  approach- 

ing  people -- perhaps my time could have be t t e r - .been  spen t  ga in ing  

in terv iews i f  I had n o t  been s o . s h y  o r  s o  r e l u c t a n t  t o  i n t r u d e .  

Fromt t h e  in£  ormants ' viewpoint,  I have Already mentioned some 

of t h e  b i a s e s  t h e r e  -- t h a t  I was a . -spy,  t h e  a t tempt  t o  'involve'me 

i n  peer  r e l a t i o n s h i p s  w i t h . t h e  shepherds,  e t c .  I should a l s o  .be 

aware of t h e  respondents'.viewpoints, i .e . , :why.did they  t a l k  t o  

me? For t h e  g i r l s ,  I was somebody t o  t a l k  t o  who cared  about.what 

they were,doing and f e e l i n g .  I made no s e c r e t  of my f .ee l ings  about  

t h a t ,  and they  responded. Also,  a s  an a d u l t  I had some a u t h o r i t y  

-- maybe they f e l t  r equ i red  t o  t a l k  t o  me. Whatever &he i r  reasons ,  

it had l i t t l e  i n f l u e n c e  on t h e  g i s t  of t h i s  r e p o r t ,  because a s i d e  

from t h e i r  f e e l i n g s  about Carol ine a s  a  person and t h e  i n s t i t u t i o n  

a s  a  Homeait w a s  n o t  i n c 1 u d e d . h  t h e  a n a l y s i s .  What they d i d  say 

was v e r i f i e d  by o t h e r  th ings  -- t h e i r  a t t i t u d e s  toward Caro l ine ,  

t h e  way they kep t  up t h e  Home (once t h e  redecora t ing  was done) ,  

t h e  freedom they f e l t  i n .  br inging i n 3  boyfr iends ,  t h e i r  . a t t i - t u d e s  



I 

toward each o t h e r  and t h e  shepherdstand the s$epherd$ r e p o r t s  on . I 
!. ' I ;. t h e  way they f e l t .  . , 

. I .: 
! 

This  w a s  a l s o  t r u e  015. t h e  shepherds.. l ~ h e r e  was .a unan&mity i n  

t h e  s ta tements  they made and i n  t h e  way they Lcted toward Carol ine 

and t h e  program. C e r t a i n l y  t h e  f a c t  t h a t  the$ l i v e d  thede ,  brought 
. . 

t h e i r  problems t o  Carol ine ,  e t c . ,  provides evidence t h a t  they  were 

n o t  simply t r y i n g  t o  " foo l  me," o r  have me c a r r y  good r e p o r t s  t o  

Carol ine  about them. The b e s t  information I g o t  was probably t h a t  

from t h e  "outs ide"  shepherd,  because she k.new she  was not  a s  c l o s e l y  

a t tached t o  t h e  Home, y e t  v e r i f i e d , e v e n  from t h a t  p o s i t i o n ,  how t h e  

shepherds a s  a  whole f @ l t  toward Carol ine  and the.program. She 

was t h e  most susp ic ious  t o  me, t o o ,  and i n d i c a t e d  i n  va r ious  ways 

t h a t  she thought I might b e . " t r y i n g  t o  g e t  something on Carol ine o r  

on h e r s e l f . "  But from t h e  o the r  con ten t  of he r  conversa t ion  I 

be l i eve  I g o t  v e r i f i c a t i o n s  f o r  what I was seeking.  

Hypotheses Ar is ing  from t h e  Data 

The cons tan t  comparative method of a n a l y s i s  no t  only g ives  t h e  

kind of v e r i f i c a t i o n s  of d a t a  l i s t e d  abovb b u t ,  through t h e  process  

of c o l l e c t i n g ,  coding, and a n a l y s i s  of d a t a  a t  t h e  same t i m e  g ives  

r i s e  t o  emerging hypotheses. Glaser  says  t h a t  "... i f  t h e  a n a l y s t  

s t a r t s  with raw d a t a ,  he w i l l  a t  f i r s t  end up wi th  a  subs tan t ive  

theory.  . . " 43 having t o  do with t h e  s u b s t a n t i v e  a r e a  of t h e  research .  

Af ter  t h e  pre l iminary  coding of my d a t a ,  t h e o r i e s  a r i s i n g  ou t  of 

t h e  d a t a  had p r imar i ly  t o  do with t h e  s u r v i v a l  of Roseland i t s e l f .  

43. Glaser ,  Barney G . ,  "The Constant Comparative Method of Qua l i t a -  
t i v e  Analysis ,"  i n  McCall-Simmons, O P . C I T . ,  p. 227.  



I 
  he^ were: 

1) That i f  no a t tempt  is made t o  r e s t o r e  maintenance f e a t u r e s  

of the organ iza t ion  i n  terms of the on-going s tandards  and 

r u l b s  o u t s i d e  t h e  c o n t r o l  of an; s i n g l e  person, t h e  agency 

may! n o t  surv ive .  
1, 
i 

2 )  I f  t h e  organiza t ion  does surv ive ,  because of t h e ,  commitmdnt 

of Board members and t h e  community, t h e  program-the ~ i r e c t o r  

has, e s t a b l i s h e d ,  involving i n t e n s i v e  c a r e  and r e l a t i o n s h i p s ,  

w i l l  probably not  surv ive  because: 
% 

a .  The success  of t h e  p r e s e n t  i n  termsjof re- 

h a b i l i t a t i o n  cannot be assessed  i n  terms ofimoney. 

b. The set  of circumstances enabl ing  t h i s  d i r e c t o r ,  and 

he r  personal  charisma, can probably n o t  be found i n  

any o t h e r  one person. 
is 1 

c .  The i n t e n s i v e  immersive program t h a t  now e x i s t s  is  

n o t  v i a b l e  because of t h e  c o s t s  involved i n . d u p l i c a t -  

ing i n  more persons what t h e  Di rec to r  does,  allowing 

f o r  t i m e ,  money, and emotional t o l l ,  and f o r  a 

l e s s  charisma-inspired s t a f f .  

From t h e r e ,  I went on t o  s tudy i n  a more formal t h e o r e t i c a l  

a rea .  Glaser  says  t h a t  " I n  making t h e o r e t i c a l  sense  of much d ive r -  

s i t y  i n  h i s  d a t a ,  t h e  a n a l y s t  i s  forced  t o  develop i d e a s  on a l e v e l  

of g e n e r a l i t y  which i s  higher  than t h e  q u a l i t a t i v e  m a t e r i a l  being 

analyzed. " P 4  I n  t h i s  ins t ance  the  a r e a  of formal theory t h a t  I 

went t o  was t h a t  of charisma, and p a r t i c u l a r l y  t h e  i d e a  of t h e  

d i a l e c t i c  of charisma i n  i n s t i t u t i o n - b u i l d i n g .  The formal theory 

4 4 .  G lase r ,  OP.CIT., p.  227 .  J 



f i n a l l y  a r r i v e d  a t  w a s  t h a t  charisma i s  an e s s e n t i a l  p a r t  of s o c i a l  

change, p a r t i c u l a r l y  of v i o l e n t  s o c i a l  change. This  has c e r t a i n l y  

been t r u e  a t  Roseland; w e  s e e  it a l s o  i n  g r e a t  s o c i a l  movements, b u t  

t h e  va lue  of t h i s  smal l  study i s  t h a t  t h e  'same ' th ing  occurs i n  a 

l i m i t e d  and r e l a t i v e l y  unimportant a r e a  of s o c i a l  l i f e .  Corol la ry  

t o  t h e  s t a t e d  theory  a r e  two o the r s :  t h a t  precondi. t ions f o r  s o c i a l  

change must f nclude s o c i e t a l  and o rgan iza t ion  p r o p e n s i t i e s  t o  change 

and personal  p r o p e n s i t i e s ,  including t ime,  f o r  charisma; and tGat 

once t h e  change has  been i n s t i t u t e d  t h e  d i a l e c t i c a l  na ture  of charisma 

c a l l s  f o r  i t s  diminishment and t h e  r o u t i n i z a t i o n  of program. Here 

again both of t h e s e  a r e  ev ident  no t  only  i n  t h e  small  arena of Rose- 

land b u t  i n  t h e  accepted arenas of r e l i g i o u s  movements and of nation- 

bui ld ing .  
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