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Lynn, age 16, resident at Roseland:

"Dear God:

Give me the strength to live my life to the fullest.

I am confused, scorned, and exhausted.

I need your help for my sanity, maybe even for the sanity
of others.

I cry, scream, ache to be able to know myself.

I disgust myself so often that I wonder at my being.

There is a purpose somewhere. An original love.

Please help me find sanctuary within myself, and trust in
others.

First steps are quoted as being the roughest, yet, to me,

every step is a new and first one.

Please help me find my special staircase. It's the time

for my beginning. Again."
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INTRODUCTION
Charisma and the complex oi ideas surrounding it -- charismatic
authority, domination, the charismatic situation, etc. -- were recog-

nized as phenomena inherent in human society long before the begihnings
of sociology. Looking at the early prophets and leaders of men,

~ Weber, beginning to isolate sociological concepts for study, developed
an ideal type to describe the charismatic personality, and defined
charisma as:

... a certain quality of an individual personality

by virtue of which he is set apart from ordinary _

men and treated as endowed with supernatural, super-

human, or at least specifically exceptional qualities.

These are ... not accessible to the ordinary person,

but are regarded as exemplary, and on the basis of

them the individual concerned is treated as a leader."”
Beyond that, the ideals propagated by the charismatic are religious
or mystical in nature, lying in "what is thought to be his connection
with ... some very central factor of man's existence and the cosmos
in which he lives."2

From the time of Weber, work on the charismatic individual has

been largely theoretical. Primarily, it has dealt with characters
"larger than life," as were the prophets and founders of great move-

ments. Weber, however, included in his work the idea that charisma

is of a dialectic nature in the processes of institution-building, and

1. Bendix, Reinhard, MAX WEBER, AN INTELLECTUAL PORTRAIT, (New York:
Doubleday and Co., 1962), p. 88 footnote 14.

2. Eisenstadt, S.N., SELECTED PAPERS OF MAX WEBER ON CHARISMA AND
INSTITUTION BUILDING, (Chicago: University of Chicago Press,
1968), p. xxii. -




-2- .

both Shils and Tiscnstadt concerned themselves with that facet of
charisma. Shils' Locus ied to the 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."4

... "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.">

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 impottance for
understanding the processes of institution building
... and that the explication of the relation between
charisma and institution building is perhaps the
most important challenge which Weber's work poses
for modern sociology."

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.

4. 1IBID.,p. 204.

5. IBID.,p. 206.

6. Eisenstadt, op.cit.,p. ix.
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of daily, non-spectacular life has not been observed. If Eisenstadts'
theories are true, such charisma should be visible whenever a rea-
sonably large change in any area of institutioﬂal life is made, whether
the area is large or small. There are a few studies which deal with
the entrepreneurial character, and in the sense that charisma may

be the entrepreneur made mystical these add to our knowledge (e.g.,
David McClelland's THE ACHIEVING SOCIETY7). But thesedissect the
personality outside the social confext, and so still do not f£ill the
gap.

It is the position of this paper that charisma arises, and
comes into focus as a necessary aspect of institution building only
when certain conditions are met. These conditions arise at times
of disequilibrium or change in three separate areas -- societal,
organizational, and personal -- and it is the convergence of the
three sets of changes through which charisma arises to build (or,
perhaps in thé process of building,. to destroy) institutions. 1In
this paper the separate sets of change are called "propensities to
charisma," for without the simultaneous occurrences of any of the
conditions of change charisma would not arise.

Charisma itself, as used in the above statement, is more than
the actions of a charismatic leader or the occurrences of the
charismatic situation. It is defined as the illuminating spark of
innovation which occurs only at the convergence of the three pro-
pensities to charisma, when a leader emerges from an institution

in a society in flux, beholds that institution in the new light of

7. McClelland, David C., THE ACHIEVING SOCIETY, (Princeton: D. Van
Nostrand, Inc. 1961).
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his personal ideal, and molds it by means of certain attracting ’
personal characteristics, power, and the SErength of his convictions,
to become a new entity. The charismatic leader and the charismatic
situation depend on one another,and on theisocietgin thé sense that
the charismatic person needs a "socially organized" context in which
his emergent extraordinary traits can be recognized, utilized, and
institutionalizéd into the new form.

This paper is an empirical study of charisma at work. 1Its locus
is a small organization, an institutional home for predelinquent
girls. Because of the small size of the Home, ceftain 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 reyersed, 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-
tufion of a radically new program. Perhaps the situétion 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
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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 bifths of their illegitimate children.
At first it was financed solely bf 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.
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Generally, girls in the Home were not local. They came from
cities throughout the area, énd local girls needing maternity home
care were "traded" to other localities. This was within the tradition
of secrecy and seclusionvby which the girls were sheltered from the
negative sanctions imposed by society outside the Home. It is worth
noting that clients of the Home were generally homogeneous: white,
middle-class economically, "repentant", etc. Capacity of the Home
was up to 25 girls, with 22 the optimum. Staff consisted of a
Director, a part-time secretary/bookkeeper, one full time and one
half-time housemother (who switched duty times), a part-time cook,
and a social worker. The Director was also a social worker and
carried a case-load of girls for counseling. A doctor and a nurse
made regular visits and a local hospital cared for the girls during
labor and delivery. At first set up on a tutorial basis, the
education program had developed by 1960 info regular classroom
classes, staffed by teachers paid for by cooperating city and county
school districts but reporting to the Director. Subjects taﬁght
were math, history, English, and homemaking.

The present Director, Caroline, came to the Home in 1958. At
that time and until about four years ago (1970) Roseland and its
program remained essentially as described above. It was a typical
maternity home and a typical social wérk agency/bureaucracy, almost
invisible to the community as a whole (by design). It was well
thought of among its sister agencies, and allotments were made

regularly and with very little question by the United Fund.

Chart 1
About Here



CHARACTERISTICS OF ROSELAND SERVICES OVER TIME

CHART 1I:

TYPE OF TYPE OF
TIME AGENCY STRUCTURE PURPOSE HIERARCHY STAFF CLIENTELE
Time I: Maternity Bureaucratic Shelter girls Lines of author- Director; 1 Pregnant girl
Home and adopt out ity for all per- social work- in residence,
babies sonnel except er; 1 1/2 age 12-20
sec. through house-parents;
social work to part-time
Director cook; part-
time sec.;
visiting
tutors and
later teachers
in classrooms
Time II: Maternity Bureaucratic Shelter resi- Same as above, Same as above, Pregrant girl
Interim Per. Home and with some dents; give except new except new in residence;
School for staff and mental health shepherd has shepherd pregnant girl
local preg- program counseling to direct access takes place from local
nant girls innovations res. and non- to Director of 1 house- areas wishing
residing res. girls; parent and to continue i
o at home medical help 1/2 social school while
! for both sets worker living at hom
of girls; ed- in community
ucational age 12-20
serv. for both
sets
Time III: Residence or Charismatic Provide a home- Flattened hier- Director; 6 Court-assigne

New Program

group home

for delinquent

and pre-de-

linquent girls

Pregnant not

a necessary

condition for

admittance

like setting
for girls
assigned by
courts and
state as trou-
bled girls

or girls

with no other
place to go

archy with
Director pre-
siding over
democratic
peer group

of shepherds
Other staff
is peripheral

shepherds who

serve as house-

parents and
social work-
ers; 1 sec.,
part-time
cook, part-
time house-
keeper

girls ages 13
18 judged pre
linquent or
without prope
parental care
Some state-
assigned
(neglected)
girls. Not
necessarily
pregnant 7



B. Interim

From 1970 through 1972, Roseland underwent a radical change
:in outlook, program, and service. The first public intimations of
‘change came in the fall, 1971, when.a new educational program was
established. This program was set up to fulfill the needs of girls
within the community who, while still living at home, had dropped
out of school because of unwed preénancy. Previous to the law
which permitted pregnant girls to remain in school, the school dis-
tricts involved had had tutoring programs for pregnant gifls. With
the law these girls were no longer considered eligible for the -
"home-bound" programs and so were dropped. However, they continued
to leave school when their pregnancies became obvious, and the
community found that it had no program at all for them. Many re-
mained drop-outs after their babies were born.

To fulfill their needs for education, mental health counseling,
pregnancy counseling and medical surveillance, adoption counseling,
and school re-entry problems, Roseland established the Day School

Program for Pregnant Girls. This was done in cooperation with the

city school district, which provided the teachers, and the County
Intermediate District, which supported one half-time_social worker
and applied for and got federal funds to pay. for the lunches which
were served at the Home.

The most important features of this new clientele were that
the girls were local, generally of a lower socio-economic class

than residents of the Home, and were in high proportion black.

Implications for the Home, which still maintained its residency
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program with 15 to 18 ¢irls, were the sheer addition of numbers of
girls (up to 40 day girls 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 residénts 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
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and many either will not take new patients or will not take Medicaid
patients, and many new girls were in that position. Moreover, the
day girls required a myriad services connected with their poverty

in addition to their pregnancies. Really adequate service was,
therefore, just not possible.

In the classrooms, middle-class teachers who had taken this
work on a part-time basis, as much for the sake of "volunteering"
to help girls in trcuble as for the money, found that their classes
were no longer well-behaved or with at least average ability. They
were often disrupted by foul language, fighting among the girls,.
andeven verbal and threatened physical abuse toward teachers.

Many of the day girls were not well-motivated to learn (though the
fact that they were coming to school at all showed some motivation)
and required long~term personal tutoring. Previous to fhis time,
studies had been conducted on the premise of individual instruction,
but witﬁ the idea of proceeding as rapidly as possible so as to
enable the girl to remain with her ‘classes even though taking off
time for delivery and recuperation. The position of the teachers
now became more remedial for problem workers than anything, and
they did not like this.

Work in- the dining room and kitchen, forblunch.and snacks,
became a major focus of difficulty for all concerned. Cleaning up
had been a housekeeping chore given the residents, and they still
found that if they wanted a.clean house to live in much of the
work would have to be done by them. Though an attempt was made
to have the day girls share in the work, it was not too successful.

And now more people had access to the girls' rooms; stealing and
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destruction of property also became a problem. There was a growing
unrest which occasionally broke into the open in screaming and
some physical fights.

There was also a great deal more work for the secretary/béok-
keeper to do. Before the day program, work had generally been to
obtain school records from the girls' schools, keep records, and
return them to the school district for credit when the girl left.
Roseland. Also, finances were recorded and reported. With the new
program the work was almost immediately tripled. Moreover, it
became necessary for the secretary to solicit the money that before
had been paid in advance by parents. She had now to deal with some-
what recalcitrant bureaucracies. And because of the lower-class,
non-motivated status of the new set of girls, the school bureaucracies
just didn't seem to care about getting information, records, etc.,
to Roseland. These were the girls that were marginal to the school
system anyway, and perhaps they had been "written off." At any
rate, it became the unpleasant task of the secretary to try to do
the job she had done before, but in far greater numbers and wifh
less pleasant respondents.

The decision to end the day program at the end of the 1972-73
school year was made unilaterally by the public schools (city),
in favor of an alternate school for all drop-out students. The
decision was not really contested by Roseland, probably on the
realization that the program was not viable. The Director made no
public protest, said "What good would it do?" and laid the blame
on the official in the city schools that had made the decision.

(The County School District was not even informed by the city schools,
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and did not know in fall 73 that the school program was no 1on§er
available to pregnant girls'at ngelandJ.Given her persuasive

abilities iﬁ other situations, it would seem that the Director might
have made more of a profést if the day program had really been a

. major goal. The lack of protest given the investment Roseland had
made in the program is certainly indicative that the survival interests

of the Director had turned in another direction.

C. The New Program

l. Clients

Part of the reason for this lack of entrepreneurship on her
part was probably the interest in and attention to a new area of
grogramming in the Home. Until the beginnings of the day program,
all girls at Roseland were there because of pregnancy. However,
some of the local girls recruited as residents were seen by the
courts to have no proper homes to return to once their babies were
born. - Because of this, and because of the Director's commitment to
girls with problems (now cﬁmpounded by poverty), girls were assigned
to the Home for foster care after their babies had been delivered.
The courts assigned them as "predelinquents" and paid the regular
boarding care fees (up to $15.00 per day). Soon non-pregnant pre-
delinquent girls from all over the stafe were being assigned to
Roseland, and for all practical purposes the Home ceased to be a
maternity home and became instead an institution for predelinquént
girls, some of whom happened to be pregnant.

The nature of the program is also radically different from what
iﬁ was as a maternity home. The girls are not seen as "girls who

are respectable but have made a mistake" but as deeply troubled girls.
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Many of them have been known to the courts almost all their lives,
and many would be assigned to Girl's Training School if there were
no Roseland. Roseland is no more a genteel place of seclusion for
the repentant middle class girl involved in an illegitimate
pregnancy but a custodial/foster care institution for girls labeled,
in one way or another, as "bad" or "going bad."

2. Staff and Treatment

This, of course, led to major changes in treatment orientation.
A major change is the concept of the "shepherd." Shepherds have two
jobs: in the first place they are somewhat analogous to the house-
parent in that they live with the girls (there is a male shepherd
on the staff also, but he lives away from the Home); and éven

moras3n they are replacements for the prafescional social worker, as

:

they carxy couvnceling caseloads {(vp to 4 giris) and are "responsible"
~for the girls in the same way thet a social worker vould be. In
the words of one,

"Wolre halfway hetwoen mother and sister, I think
ncthing Ffiacial, over, exncept when we have o

1 ion

Ak m e ~o.

(The kinds of decisioun ref:rreavtﬁ involve such as going heowme for
visits, rule-braaking, eto.)

Sherberds are voung ~- all under 26 -~ fZor most this is their
first ragular job after college, they are ron-profescional in the
sense that they have no graduate training and only one has been
trained in undergradm&%e.collcge as a social worker (ancther in
psychology!. There arc 5 women shepherds and one male shephcrd on
the staff. A1 Lmit one woman lives in the fHome, and duty hours

are 48 on, 48 off, with one agirl oo "swinag® for odd hovrs. The man
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vd, rother than having a caseload, deals with all the girls
in thoe vay tir:. a bigc bkrochior or nodel fother might. Rate of
turnover for the chepherds is nine té twelve months, usually
coinciding with the school year. Along with being :=-sters and
counseloré, they servevas models for the girls.

It should be noted that these six shepherds replace one full-
time social Qorker and one full-time houseparent. ‘Aside from the
desire.of the Director to have youny, "non-jaded" workers with a
contemporary attitude toward the gifls, the fact remains that
choosing young, inexperience& workers who car live in the Home
makes good budgetary sense. The Director is the only professional
social worker on the staff. |

Other staff positions, i.e., coék,‘secretary, nurse, and
doctor remain the same. However, all personnel-except the. doctor
have been changed since 1972.

3. Program

The program itself hés changed from traditional mental heélth
counseling to a modified "behavior modification" situation. There
'is no punishmént in the Home except for dollar fines for usé of
. drugs or alcohol. This is paid from the two dollar per week
allowance each girl receives. The treaﬁment plan is a system of
levels devised by a former shepherd with some experience in
behavior modification. Each of four levels has cumulative priv-
ileges as the girl behaves (doesn't make "goofs") for a specified
period of time per level. The girl enters the Home on Level 1,
which is called "Slip back and New Girl Level." She is allowed

out only with an old resident for two hours on her second, third
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and fourth days, and far three honré cn the fifth, sixth and
seventh days.l She may go out only until 8 PM, aﬁd ray have no
visitors and no overnights away from the Home She_is allowed
2 goofs. Iflshe exceeds 2, she remains cn Level i ior another
week.

On Level 2,vwhere she stays for 3 weeks, she is ;llowed one
time out late (till 10 if under age 16, 11 if over) per week on
Friday-or Saturday. She may go home ovérnight one night if it
is approved by the shepherd. Her boyfriend is allowed to see
her three times at Roselaﬁd and 2 timés elsewhere,.providing she
has no goofs that day. She is allowed to be out four hours per
day, observing curfews until 8:30 for girls under 16, 9:30 over
16. All girls must be preseht'for dinner, and the girl is
allowed 9 géofs_at this level. '

She remains at Level 3 for 5 weeks. Here she is allowed two '
late nights, Friday and Saturday, with curfews of 10:30 under 16,
11:30 over 16. She can stay overnight with parents twice in that
perioa; her boyfriend can visit her three times ﬁ week on grbunds
and thfee times a week off grounds. She can be away from the‘Home
for 4 hours a day, must be present for dinner,»and is allowéd 15
goofs at this level.

On the optimum lével 4, séeing ﬁer boyfriend and‘having late
nights dr'overnightistays are permitted at the discretion of her
shepherd. She may be out any time until 9:30 for under 16 or
10:30 for over 16 on week days. Goofs are determined by the girl
and her shepherd together, and 20 goofs are allowed in a 10 week

period.
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These very lenient rules are based on the ideals of the
Director, who says

"What we have, I think, or what we want to
develop, is a viable program built on mine
own image, based on my concepts, convictions,
experience, as a attempt to reach kids that
haven't yet been reached...To provide a
setting in which the girls can be given some
kind of care and security, and helped to
handle some problems here so that they can
face them when they go back to the community."

Basic to the program is the choice made that this would be hot
a custodial care institution primafily but a home. Thus though the
doors are locked at night, after everyone is in, they can be opened
by anfone from the inside. The locks have more to do with‘keeping
people out than with locking the»girls in:

"Maybe they really need more control. Some
people do. But I don't believe in locking
kids up. I have some really strong convictions
about locking kids up...And how can they learn
how to act if they're locked up, if they don't
have a chance to learn?...I want it open...I
want it to be like a home, a home-like place as
much as possible."- Director

According to the Director, their behavior modification program is

...not strictly a technique for changing the
kids' behavior except as a matter of controlling
what things go on around here...We use the ideas
of reinforcing good behavior and extinguishing
bad behavior, but only in terms of looking at
relationships. It's not true gung-ho behavior
mod and to hell with everything else...Reward
and punishment, but I think you have to go
farther."

A major effort is toward helping the girls to build a rewarding

relationship with her shepherd and with the Director.




4. Admissinn and ERemoval
Girls are admitted tc tlie Home at the Director's discretion.
If they cannot live within the limits of the level system, the
shepherds and the Director confer together and make the decision
to have the girl removed from Roseland. - This decision is made on
just how well the girl seems to be getting alohg; her number of
goofs, runaways, fights, arguing with the Shepherds,vand SO On.
Depending on the girl herself, many things are permitted and are
not grounds for removal:‘ repeated runaways, having sex relations
with boys even to ﬁhe extent of pregnancy, and so on -- there are
no hard and fast rules, it appears to be a matter of what the
staff is willing to continue to cope with. Discussing a particularly
"unsocialized" girl, this interplay took place at a staff meeting:
B. "That was the bet, if she could make you say 'you're sick.
of me' before Monday shé'd win $5.00."
Director "Can she make us sick of her? Can she do it?"
B. "I really like her. I want to try."
S. "Me too."
Director: "But the demand is high. To live with a shitty
obnoxious pre-adolescent who's had lots of practice in
turning people off, Can we do it, living with 20 other
demanding, shitty, obnoxious..."
 People laughed.
F. "As long as she doesn't put live ashes in my hand.
As long as I can keep it running through my head --

Shocking grownups is fun, shocking grownups in fun."
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Director: "we are not inrinite beings. Can we do it?

Are we saying we want to do it?"

Everyone says yes or nods. The Director continues

"It's awfully important we be realistic. Never say you

want to because you think, well, I should want to. Do

we have a fighting chance of reaching this kid?"

F. "As long as our bodies hold up?"

A visitor: "What are the limits?"

Director: "Faul, you ask.what are the limits. With

the calibre of people we have here, it's probably like

the outer limits of human capabilities." There are

yays and clappings.

‘Paul: "But is it by majority vote that we can't deal

with it that makes you decide whether or not to keep a

girl?2"

NDirector: "If you're asking if its my decision or the

staff's, I like to think it's a staff decision.”

B. "And sometimes we consider if its detrimental to

the others." Director "We try to be realistic. There

are some kids we aren't going to reach. And with some

the minimum is the most you can do."

As to the program, aside from the individual talks the girls
have with their own shepherds, there are house meetings once a
week where the girls and the shepherds air their problems and where
topics that the shepherds consider important are brought out for
discussion, such as use of drugs, ripping off other people's

things, use of the phone, etc. Also, there are group meetings,
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where a kind of group therapy is being attempted. These have only
been in operation for two months, however, sc 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
Agirls and staff as they dome 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, (Englewood Cliffs, N.J.:

Prentice-Hall, 1964), p. 53.
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sanctions; a definite hierarchy was visible, though on a small
scale, with houseparents reporting to social worker, social
worker to Director, and the line of authority'obvious. Moreover,
the traditional records of the social agency were kept --
generally narrative in form and subjective, but also giving
specifics of the girls' ages, parents, and so on. With the
coming of the pfédelinquent program, vast changes in the bureau-
cracy occurred. A hierarchy is still observable in that the
shepherds report to the Director, but it is flattened in that
there is a system of conferences and consultations used to make
decisions in the democratic manner (apparently) rather that all
authority resting with the Director. It is not clear whether
the Director actually makes the decisions and then "influences"
the shepherds to see things in her light or whether the shepherds
really have a great part in the decision-making. It is clear,
however, that the shepherds believe they share in decision-
making. A shepherd says:

"She's supportive but not wishy-washy, she's

firm and not afraid to face you down when she

thinks you're wrong. But she doesn't decide

on things alone, either, when she wants to

do something she has a staff meeting and if

we don't agree she lets it go. That's the

way it should be because we have to live

with it and she knows it."

Beyond an admittance form, no real or consistent records are

now kept for the girls. The o0ld social work narratives are no
longer written; though each girl arrives with a packet of records

from the court very little if anything is added during her stay.

There are behavior records kept in the form of a "goof sheet,"
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on which the girl's yoofs and levels are recorded, but this is

thrown out when rilled ‘1! 2 new one started. And there is a small

card file kept, in which for some of the girls the behavior to be
modified (as, screaming, being obstinate) are noted, and progress
made toward the goal. However, entries are sporadic and cards are
not kept for all the girls. ~ |

Records dealing with external matters, such as court payments, .
reports to the United Fund, etc., are maintéined by the secretary/
bookkeeper. They would seem to be solely her reSponsibility, as are
the entries made in the girls' permanent files -- usually now just
the name, date of arrival, address of parents, and occasionally such
things as whether or not she is pregnant. She says "It is a heavy
job as far as éetting things done. But Caroline just tells me what
to do and it's up to me to do it." |

The particularistiéoways in which rules are treated have already
been mentioned. With the level system this discretionary enforcement
is built right into the system. Sanctions seem to be very subjective;
for example, the only reason for fining a girl is supposed to be
if she uses drugs or alcohol. Yet oregirl was fined for letting
the air out of a shepherd's tires. The most obvious subjectivity

in dealing with the rules is in the situation with runaways. Here the

10. Particularistic: referring to Parsons' dichotomy of particular-
istic versus universalistic, in which particularistic means that
each arising situation is dealt with according to its own merits
as to incident, people involved, etc. Universalistic, on the
other hand, means that each arising situation is dealt with on
the basis of established rules and precedents, without consideration
of the individual or unique merits of any specific case.
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status which the girl has with the shepherds or with Caroline is
often the determining factor. The rules state that when a girl is
agone more than two hours after curfew the court is to be notified
immediately. If the court is not open, the police are to be notified.
Yet in one case a girl was gone for two days and the officials

were never notified; the Director said "I don't worry about R., she
can take care of herself, she has a good head on her shouldersr"

In another case, a girl who had lived for 2 years at Roseland
ran away "to tceach the shepherds a lesson." This was discussed at
st2ff meeting with much laughter.

"7, asked hiow long she'd been away, and Caroline said
only that night. I asked if she'd 'run,' the Rose-
land worl for 1mn away or mavhz escaped, and C.

saildl 'Ll week sh? wrote us n note that says that
wa Lad to shape up ox elsa, tha* she'd coma back
vin things vore right and not a dav soorer....

She wanted us to shape up and she wanted the girls

to start behaving right, and when E. wants some-
thing you better do it. Anyway, she came bhack the

next day.' They laughed about that,kind of in
exasperation."

i

Nothing was done.-about this girl. Contrast that with C., who staved
away over night, was picked up and taken by the police to the Juvenile
Home and was refused re-entry to Roseland. There was no obvious
difference except that C. didn't fit in, didn't relate well to the
éhepherds, etcf

Another interesting feature of the Home, which may pertain to
the breakdown of the purpose or function of it as a deterrent to
delinquency, or may be part of another phenomenon not having to do
with the bureaucracy at all, is that four of the girls who were non-
pregnant when they entered the Home are now pregnant. The great

deal nf freedom allcwed the girls, plus the idea, almost, that pregnant
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is the way to be, are factors here. There appears to be no censure
at all for this behavior. Caroline says "There's so little control.
I don't have ccntrol. There's a bunch of them out now, some smoking
dope, some screwing up a storm. What can I do?" She really seems
to feel that pregnancy is the better of two evils, the worse being
more control.

A final characteristic of a bufeaucracy is that positions within
it are not dependent on the incumbent in that position; i.e., that
jobs within the bureaucracy are transferable. This is certainly
not true of the Director's position at Roseland. 1In fact, the whole
structure is built around her special attributes -- she is the only
strong pillar of the organization. Everyone is aware of thié. The
secretary says "Oh, Caroline, she's wonderful. She's what holds this
together. Every organization has to have one person that does that,
and Caroline is the one who does it for this place." Almost every
shepherd said the same kind of thing, with the added comment that
"no one can do what she does."” I asked what would happen if Caroline
left, and they answered "No one can replace Caroline." Caroline her-
self is aware of this weakness. She says "If we really have a viable
program, it should be transferable. I'm not sure that it is. Not
that I'm so great or anything, but this is so much... the way I want
it to be that I'm not sﬁre anyone else could step intorit and carry
on this kind of a program. They'd have to adopt it to their own
methods, and would the program that we have ﬁow adjust to that change?

... Is this a saleable job? I don't think that it is, the way that

it stands now.... It bothers me -- it's not transferable."
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E. Change of Institutional Type

Befofe the change, Roseland had many of the characteristics
of a total institution. It was never intended to be a prison-1like
institution, to which the deviant was "committed" and could not
leave for a specified length of time. Commitment was, in fact,
voluntary, but by will of the parents probably more than that of
the girls themselves. Certainly the effect on girls who became
residents was much like that of commitment to a total institution
——'they'could go nowhere without express permission from the staff
and without being accompanied by staff or other residents; hours
for rising; eating, working, and sleeping were set by the staff
and penalties imposed for non-compliance; the residents were "locked
in" and let out, even for visits with their families, according

to specified rules and precedents.

A chart indicating the totality of institution follpws:



Committed by

Degree of Totality of Institution

Rigidity of
Rescrictions on
Freedom

Chart II:

Surveillance

Stereotyping and
Isolation of Staff
and Clients

"Planning" of Life
of Clients

Time I

Parents or
voluntary

Very few exceptions
to rigid visiting
hours rules

Close; locked
doors after
hours

No creossing of staff/
client lines; stereo-
types of and by both
staff and clients

Total planning of
client institutional
life

Time II

Parents, for
residents;
voluntary for
day school

Somewhat relaxed
restrictions fecr
residents, no

restrictions for

day girls

Attempted close
surveillance for
residents, reduced

| because of lack of

surveillance for
day girls; locked
doors but fewer
restrictions

Same as above
except as regards -
shepherd

Total planning for
residents attempted;
some for day girls
as in clean up after
lunch, but this was
not too successful

Time III

9z

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

Very relaxed rules,
depending on "level
system' and
discretion of
shepherds, with
girls helpirng to
make decisions.

Very little;
girls expected
home for dinner
and hours depend-
ing on levels.,
Locked docrs to
keep people out
rather than -
girls in

Stepherds considered
models for girls,
part of their
desired peer group.
Very relaxed home-
like life; some
stereotypes by girls
of staff, little
observable other -
direction

Very little planning.
Only dinner attendance
required and this
often neglected.

Most jobs for house-
keeping voluntary

and paid except

for kitchen cleanup




Thus before the cnange, Roseland had been more or less a
total inseitution, in that all facets of life -- sleep, play, and
work —; were carried out there end the bureaucracy took the respon-
sibility for planning life for the 9ir1$"§£.§2§§§- Goffman says:
"The handllng of many human needs by the bureaucratic organlzatlon
of whole blocked of people ... can be taken as a key fact of total

11 He describes the characteristics of such institu-

institutions.”
tions as:

1) surveillance; a seeing'to it that everyone does what he
has been clearly told is required of him. This goes along
with the need for a small superv1sory staff in. comparison
with the number of "inmates."

2) a basic split between inmates and .staff, where each group-
ing tends to conceive of members of the other in terms of
narrow hostile stereotypes.

3) the restriction of social mobiiity.

4) the institution "plans" the entire inmate day.

There 1s an obvious difference with this in comparison with

the structure of the agency after the dismantling of the bureaucracy.
Girls are allowed to come and go almost as they please, within the
light restrictions of the level system. Activities for the day are
not planned, except for an occasional special function in which

the girls share planning, such as the crafts fair held at Roseland
recently. While the girls are still expected to be on hand for the
evening meal, and to sleep there, school has been removed from the

home environment (corresponding to Goffman's 'work time'), and play

is at the discretion of the girls with agreement from shepherds.

1l1. Goffman, Erving, "The Characteristics of Total Institutions," in
Etzioni, A., ed., COMPLEX ORGANIZATIONS, (New York: Holt, Rine-
hart, and Winston, Inc., 1965), pp. 312-314 -- p. 314.




As to the four characteristics of total institutions Goffman lists:

1) rules are not uniform and are particularistic. Whereas
shepherds have responsibility for the girls' behavior,
neither they nor the girls are held tightly to this, so
there is little surveillance in the sense Goffman uses.
Moreover, supervisory staff has been greatly increased,
from 2 to 6.

2) Staff and inmates do not seem to be isolated one from
the other. Staff is always available to the girls; they
live together. Girls see the staff as friends, sisters,
more than as guards or social workers.

3) Though there is no real movement from one position to
another, there is much interrelationship and integration
of staff and clients. There is an "in-feeling" the
Roseland girls have which includes the staff and the
Director. "It's Roseland against the world." ... "It's
a distorted family configuration. They do develop a
feeling we're all on one side here."

4) As mentioned before, the girls have much freedom outside
the Home. When they:are there, it is much like any
family at home, despite the number of people. They sit
around, talk, watch television, or do other things which
are unorganized and unplanned by the staff.
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PROPENSITIES TO CHARISMA

Every organization, in its quest for survival in a changing'
envir@nment,‘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 clientele -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. |

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'bﬁieatéraéy, 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 12
power is established that is practically unshatterable. °

Yet in Roseland a bureaucracy of 50 years' standing was shattered
with, as it were, almost an in?isible 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 cémmunity 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." 1In
another conversation we talked abouﬁ 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
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