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INTRODUCTION

The Problem

Organizations and change are two topics of extreme relevance
to American society.

Robert Presthus has called our society "the

organizational society"* due to the proliferation and influence of
these social arrangements on our daily lives.

At the same time,

change is occurring rapidly in many institutions, social values,
and technologies.

It is taking place so quickly that we are wit

nesses to a number of revolutions; for example, in cybernetics,
human rights and technological militarism.^

Alvin Toffler writes

of the shock of encountering a future where people, places, and
things are so different that completely new forms of adjustment
and adaptation must be developed in order to survive.3

Organiza

tions, as well as people, must learn to adapt and adapt quickly.
Yet despite the importance of both topics, the conceptualizations
of how organizational innovation happens, how it is encouraged or
discouraged, succeeds or fails are poorly articulated and formu
lated.

In order to understand this process better, one organiza

tion's adaption to change is examined in this study:

the Michigan

1-Robert Presthus, The Organizational Society (New York:
Knopf, 1962).
2
Robert Perucci and Marc Pilisuk, The Triple Revolution:
Social Problems in Depth (Boston: Little, Brown and Company, 1968).
^Alvin Toffler, Future Shock (New York:

Random House, 1970).

1
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2
Division of Vocational Rehabilitation's utilization of new cate
gories of client eligibility.
This specific organization and organizational change were
selected due to their relationship to the demand for human rights
which is revolutionizing not only the United States and Other Western
countries, but the third world as well.

This state-federal agency

has responded to changing societal demands since its inception in
1920,

Since that time, it has expanded its concepts of rehabilita

tion, counseling, client eligibility, and disability.

Although only

one of its innovations, the introduction of new and broader client
eligibility standards, is analyzed here; it has a tradition of suc
cessful adoption and implementation of change.

This is a pattern of

adjustment which, if understood, could aid other governmental agencies
who must face similar demands from a more articulate and powerful
c1ient-consumer.
The Michigan agency is divided into a number of offices.

The

state and regional offices are administrative branches of the or
ganisation, and the district offices are involved in direct service
delivery.

Since there are 21 district offices and the use of the

categories was optional, it was expected that the more innovative
offices; i.e., those accepting more clients in the new categories
during a specific period of time, would have different organiza
tional characteristics more favorable towards implementation of
change than those offices with a lower number of clients in these
categories.

Drawing from the body of existing literature on organi

zational characteristics associated with change, three organizational
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characteristics were measured and examined in a sample of the DVR
District Offices.

The characteristics selected were the following:

(1) staff attitudes towards change, (2) their job satisfaction, and
(3) the clarity of the specific change in question.

All professional

staff members were contacted through either a questionnaire or an
Interview, and 100% of the client population was categorised by
eligibility requirements for the period of January 1 to March 31,
1971.1

The Design of This Study

The general concepts and hypotheses utilized in this study
are defined in Chapter I.

A brief overview of the existing litera

ture on organizations is presented with an emphasis on the work
done on organizational innovation in Chapter II.

The history and

structure of the Michigan DVR is presented in Chapter III, and the
innovation is operationally defined.

The methodology and findings

are presented in Chapter IV, followed by the conclusion in Chapter
V, which also presents areas of further research on topics of re
lated interest; i.e., theoretical models of organizational change,
methods of improvement of the present research design, and unan
swered questions generated by the present analysis.

*A11 data were collected during this time period.
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CONCEPTS AND GENERAL HYPOTHESES

Definition of Concepts

Formal organization

Organizations are ubiquitous.

Most of us are born in hos

pitals, go to school for a number of years, and then perhaps work
40 or so years in various places of employment.
markets and pay Bell Telephone.

We shop in super

Despite their common proliferation

in daily life, though, the concept is difficult

to define.

Organ

izations have been defined a number of ways; for example, as goalseeking, ^ or as a group having a certain number of characteristics,^
or as a group of decision makers and problem solvers.

The defini

tion used in this study is one developed by Neal Gross and his as
sociates in their study of the implementation of a major innovation
in a school.^

It is as follows:

J-Talcott Parsons, "Sociological Approach to the Theory of
Organizations," Administrative Science Quarterly. I (June, 1956),
pp. 1-20. (Hereinafter referred to as "Theory of Organizations.")
^Max Weber, The Theory of Social and Economic Organizations,
trans. by A. N. Henderson and Talcott Parsons. Ed. by Talcott
Parsons (New York: The Free Press, 1947), pp. 330-32.
■*James G. March and Herbert A. Simon, Organizations (New York)
John Wiley and Sons, Inc., 1958), p. 7.
^Neal Gross, Joseph B. Giaquinta and Marilyn Bernstein, An
Attempt to Implement a Major Educational Innovation: A Sociological
Inquiry (Cambridge, Massachusetts: Center for Research and Devel
opment on Educational Differences, 1968), p„ 14. (Hereinafter
referred to as A Major Educational Innovation.)
4
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We conceive of formal organizations as rationally
contrived and deliberately designed social arrangements
that organize individuals in a formalized authority
structure and division of labor that link members to
one another as occupants of interrelated positions in
order to facilitate the achievement of goals.*

Organizational traits

There are a number of characteristics more often found in
organizations, versus other group aggregates, which can be analyzed.
These are called organizational traits.

A variety of organizational

properties examined by Hage and Aiken^ in reference to organizational
change were arranged into the following categories;
Structural variables:
1.

Degree of complexity
a) measure of the number of occupational specialties
b) measure of the amount of extra-organizational
professional activity
c) measure of the amount of professional training

2.

Degree of centralization
a) measure of degree of participation in decision making
b) measure of rule observation

3.

Degree of formalization
a) measure of the degree of job codification
b) measure of rule observation

Performance variables:
1.

Degree of satisfaction
a) measure of job satisfaction
b) measure of expressive satisfaction

lGross, et al., A Major Educational Innovation, p. 14.
^Jerald Hage and Michael Aiken, "Program Change and Organiza
tional Properties: A Comparative Analysis, "American Journal of
Sociology, LXXII (March, 1967), pp. 503-19. (Hereinafter referred
to as "Program Change.")
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Personality variables
1* Motive of self-interest and negative attitudes toward
change
2* Motive of values and positive attitudes toward change
These variables illustrate a number of the possible measures and
categories of organizational properties which can be examined in
reference to innovation.

Organizational change and innovation

Organizational change is defined as an alteration of roles of
the job incumbents, in the authority structure, the division of
labor, the goals of the organization, or any of the other possible
characteristics of the organization*

(See the above list for pos

sible properties.)
Organizational innovation refers to a planned organizational
change*

Formally defined, it refers to any proposed idea or set of

ideas about how the organization should be altered in order to re
solve problems of the organization and/or to Improve its perform
ance*

The terms "planned organizational change" or "planned change

or "organizational innovation" can be used interchangeably.
Both of the above terms are defined in a manner similar to
that of Neal Gross and his associates,^ but differ from his emphasi
on change being defined solely as "behavioral"^ (his italics)

^Hage and Aiken, "Program Change," p* 509*
Gross, et al*. A Major Educational Innovation, p. 14.
3lbid*. p. 4.
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change and as change of "organizational behavior or members"*- of
the organization*

This definition is too limiting since proper

ties or goals of the organization may change prior to accompanying
changes in the behavior of members of the organization*

This

could mean that the change has been initiated and not implemented
or perhaps that a planned change fails to be operationalized or
enacted*

A good example of the former can be found in government

agencies which have an authorized legislative change affecting
agency goals or direction without accompanying funds, procedures,
staff, etc*

An example of such a change where a gap in changed

staff behavior occurred after the authorization of expanded service;
i.e., a planned change, can be seen with Vocational Rehabilitation*
In 1943, an amendment to the Vocational Rehabilitation Act was
passed making the mentally retarded and mentally ill persons
eligible for services*

Yet this change did not come into opera

tion as a viable service until almost thirty years later:
In 1960 less than 3,000 retarded individuals were reha
bilitated, or 3 percent of all rehabilitants that year*
During 1970 an estisttted 33,000 rehabilitated, or 12 per
cent of all rehabilitants* The increase in the number of
those mentally ill rehabilitated was of similar magni
tude* In 1960 the number was 5,703 or 6*4 percent or re
habilitants; in 1969 the number went to 55,303 or 23*3
percent of the total*
Therefore, to pinpoint the exact time of behavioral change of
members of the organization would not necessarily mark the be-

^Gross, et at*, A Major Educational Innovation, pp* 4-5*
^Robert E* Thomas, "Expanding the Scope of Services," Journal
of Rehabilitation. XXXVI (September-October, 1970), p* 37*
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ginning of Che planned change for Che organization which in Chis
case originaced in Che legislature.

HypoCheses and LiCerature on OrganisaCional Traits AssociaCed
With Change

There are chree organizational traits examined in chis study.
They are selected from a n u n ber of other characceristies of organications which are presented in greater detail in Chapter 3, a gen
eral review of the literature.

This section presents only those

studies of relevance to the traits selected and their relationships
to the implementation of change.

Staff attitudes toward change

Job incumbents must take on the expected behavior, duties,
obligations, etc. demanded of the role or position they fulfill in
the organization.

This process of role leaking is an important

step in fulfilling the requirements of the position and becoming
socialised into the organisation.

This process is necessary if

its members are to be casnsitted, flexible, and in communication with
one another.
Hypothesis: The more favorable the attitude towards change
by members of the staff of an organisation, the greater the
amount of organisational change.
Successful organisational innovation involves an alteration in
the roles of job incumbents.

The flexibility of the organisation

is dependent upon the adaptability of its staff, and change must
appear favorable to members of the organisation in order to be

R eproduced with perm ission o f the copyright owner. F urther reproduction prohibited w itho ut perm ission.

posicively accepted.
If the managers and employers are themselves flexible,
the organisational blueprint can be consciously and
rationally altered in the face of changing external
situations. If the people themselves are not flexible,
then altering the blueprint will have no effect on the
organisation's operation anyway.1
It can be seen that organizations can be described as points
existing on a continuum of innovativeness and non-innovativeness.
Studies by Bernard^ and Hage and Aiken^ have demonstrated the ex
istence of innovative organizations.

They show that the quality or

atmosphere of change can be established for organizations, and that
it can serve as a means for predicting future adaptability.

It

can be postulated that innovative organizations have staff members
who can accommodate themselves to change.

Such favorable attitudes

toward change among the staff are a result of a variety of factors;
such as recruitment policies, the degree of professionalization,
an encouragement of new ideas, time for workshops and continuing
education, etc.^

Also, a history of change for the organization

could create an atmosphere legitimising change, and processes for

^Edgar H. Scheib, Organizational Psychology (Englewood Cliffs
New Jerseyt Prentice-Hall, 1965), p. 16.
^Sydney Bernard, Emerlc Kurtagh, and Harold R. Johnson, "The
Neighborhood Service Organization! Specialist in Social Welfare In
novation," Social Work, XIII (January, 1968), pp. 76-84. (Herein
after referred to as "Neighborhood Service Organization.")
^Jerald Hage and Michael Aiken, Social Change in Complex Or
ganizations (New York: Random House, Inc., 1970), pp. 64-91.
(Hereinafter referred to as Social Change.)
^Victor Thompson, "Bureaucracy and Innovation,"
tive Science Quarterly, X (June, 1965), pp. 1-20.

Administra
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adapting to tha accompanying discomfort and new problems which
appear with a new process or procedure could be integrated within
the functioning of the organisation.

Staff satisfaction

Job satisfaction refers to the morale among the job occupants.
This includes their satisfaction towards a variety of job conditions;
salary, amount of discretion or autonomy allowed, working conditions,
hours, etc.
Hypothesisi The higher the job satisfaction or the lower
the alienation, the greater the amount of organisational
change.
It is important to note here that job satisfaction does not
refer to being "contented" or satisfied with the status quo.
Rather, it refers to a type of positive identification with the
organisation.

The opposite of high job satisfaction, alienation,

seems to be a more well-established concept in the literature.
Job satisfaction, as it is defined here, could be conceptualised
as a lack of alienation.
Alienation from work reflects a feeling of disap
pointment with career and professional development, as
well as disappointment over the inability to fulfill pro
fessional norms. Alienation from expressive relations
reflects dissatisfaction in social relations with super
visors and fellow workers.1
Job satisfaction can, thus, be used as an indicator of accept-

Michael Aiken and Jerald Hage, "Organisational Alienation!
A Comparative Analysis," American Sociological Review, XXXI (August,
1966), 407. (Hereinafter referred to as "Organisational Aliena
tion.")
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ance of innovation.

Efforts for improvement of the organization

are more amenable to a satisfied worker since the good of the or
ganization is in accord with his views of the organization's direc
tion.

Also, since change creates a strain in the system, a

satisfactory orientation tc the organization eases the transition
that must be made.
Two studies have illustrated the effect of job satisfaction
on the acceptance of change.

In one study, by Coch and French,1

resistance to change was very high when job satisfaction was low.
When relatively minor changes were introduced which increased the
job satisfaction of the workers, the acceptance of change was in
creased .
Peter Blau's famous case study of two state welfare
agencies suggests that favorable working conditions and,
more importantly, higher job satisfaction make the im
plementation of change much easier. The study also in
dicates that satisfied workers also contribute to change
o
by initiating suggestions.
The study of Hage and Aiken, cited earlier, also supported
the relationship between high job satisfaction and increased or
ganizational change.^

The clarity of the change

Ambiguity and uncertainty are a source of strain for an organi-

^Lester Coch and John French, Jr., "Overcoming Resistance to
Change," Human Relations, I (August, 1948), pp. 512-32.
^Hage and Aiken, Social Change, p. 54.
-*Ibid., pp. 52-55.
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cation*

Although a rigid and strictly dafined structure or process

does not lend itself to Innovation, neither does a formless struc
ture nor an undefined process aid in instituting change*

Sosw

balance oust be achieved by an organisation so that flexibility
and innovation are possible because the area of concern is clearly
delineated*

Therefore, the direction or benefits to be gained by

a given change must be known or the change is formless and methods
of implesnntation are unknown*
Hypothesis: The clearer the definition of a change, the
greater the amount of organisational change,
Neal Gross' study of an attempt to implement a major educa
tional innovation illustrated the importance of the clarity of a
change*

Gross and his associates discovered that the lack of

clarity of the proposed change played an important part in the
failure of the change to be successfully instituted in the school*
One barrier that blocked the teachers' efforts to im
plement the innovation throughout the six-month period
was their lack of clarity about the new role model* Our
observations of teachers as they attempted to Implement
the model Indicated that most of them did not have a clear
image of the role performance expected of them* Our for
mal interviews confirmed these field observations* They
revealed the teachers never had a clear understanding of
the innovation**
The interdependence of the organisational traits in forming
an innovative organisation become more apparent when analysing the
clarity of a specific change*

That is) high job satisfaction, and

*Gross, et al*, A Major Educational Innovation, p* 244.
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a favorable attitude towards change are a set of preconditions
favorable to organisational innovation, yet for a specific inno
vation unique factors opposing change can be set in notion*

The

clarity of the change is one such possible source of aid or re
straint in isq>lementing a new factor in organizational life*
The next chapter examines previous work in the field of or
ganizational innovation and the network of relationships which
exist in forming an innovative atmosphere*
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THE LITERATURE ON PLANNED ORGANIZATIONAL CHANGE

To orient this study to other work which has been accomplished in the field of planned organizational change, it is neces
sary to examine the literature available on this subject.

This

chapter presents a review and appraisal of this literature and its
implications for this study.

The studies to be examined are those

concerned with planned change as defined in Chapter I; i.e.,
Formally defined, it refers to any proposed idea or set
of ideas about how the organization should be altered
in order to resolve problems of the organization and/or
to improve its performance.^
Spontaneous and unplanned changes, as well as evolved patterns of
interaction which have unconciously arisen, are not considered here
unless they would have some bearing on the topic of interest;
namely, planned change.

Organizational Theory

Only a brief overview of this field is presented due to the
variety and proliferation of models and theories which now abound in
the study of organizations.

An adequate presentation necessitates

work of psychologists, public administrators and management, as
veil as sociologists.

Some of the major models are briefly exam

ined below as they relate to the concepts utilized in this study.
The bureaucracy model developed by Max Weber introduced the

Ipage 6 of this paper.

\U
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concept of unique properties found in certain social organizations.
1

His delineation of seven organizational characteristics

set a

precedent in understanding organizational structure and functioning.
In addition to this work he examined the various forms of author
ity found in society and the type of authority commonly associated
with bureaucracies; namely, legal authority.

This type of authority

is based on power residing within a position which can be filled by
an individual who is appointed or elected to the office for which
he is qualified.

The interrelationships between the seven charac

teristics and their presence were considered defining properties
of a bureaucracy.

Because of Weber's emphasis on "ideal” types of

bureaucracy and rational behavior, much of his work seems outdated
and limited in its scope. The conflict between "formal" organiza2
tion and the "informal" patterns of relationships which arise in

*Max Weber, The Theory of Social and Economic Organizations,
transo A. N. Henderson and Talcott Parsons, ed. Talcott Parsons
(New York: The Free Press, 1947), pp. 330-32.
1) A continuous organization of officialfunctionsbound
by
rules.
2) A specified sphere of competence . . . .
3) The organization of offices follows the principle of hier
archy: that is, each lower office is under the control and
supervision of a higher one . . . .
4) The rules which regulate the conduct of an office
may be
technical rules or norms . . . .
5) . . • • the members of the administrative staff should be
completely separated from ownership of the means of pro
duction or administration . . . .
6) . . . . there is also a complete absence of appropriation
of his official position by the incumbent . . . .
7) Administrative acts, decisions, and rules are formulated
and recorded in writing • • • •
2
Chester I. Barnard, The Functions of an Executive (Cambridge,
Massachusetts: Harvard University Press, 1938), Chapter 9.
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an organization led to the development of the Human Relations
school*
With the Mayo studies**^ conducted in the 1930's, Weber's
work was cast aside for a period of time and the effect of the
group on an individual in an organization was analyzed for the
time*

first

The development of the concepts of worker satisfaction,

group patterns and norms, and in general the presence of informal
structures within the formal organization broadened the scope of
understanding of the organization as a social unit.

In other words,

an analysis of rules, positions, division of labor, etc. provided
only a partial picture of the organization.

The interdependence

between staff members and organizational structure could not be
isolated without distorting the study of organisations which led
to a variety of models and theories which attempted to integrate
the various structural and forsial parts of an organization with the
social and informal ones.
One model which integrates the variety of factors influ
encing an organization is the social-system model.
defined by Talcott Parsons,

Originally

it defines an organization as a social

unit oriented to the attainment of a specific goal.

The use of

this model also allows an analysis of the relationship between an

*Elton Mayo, The Human Problems of an Industrial Civiliza
tion (New York: The Macmillan Company, 1933).
^T. N. Whitehead, The Industrial Worker (2 vols.j Cambridge,
Massachusetts: Harvard University Press, 1938).
JParsons, "Theory of Organizations," pp. 1-20.
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organisation and its environment*
Models have been developed emphasizing the role of decision*
making,* the maximizing of the effectiveness of individual and
group attainment of organizational goals,

2

and knowing cui bono

(who benefits) from the attainment of these goals.^
Basically, each model and/or theory of organizational func
tioning offers some insight into a specific area of concern.

For

the development of coherence and an operative conceptual framework
for empirical use, a number of choices must be made in relation to
these models and theories.
Aiken and Gerald Hage

In this study, the work of Michael

&* 5 * 6 * 7 is a strong influence on the selec

tion of a particular orientation to the study of organizations.
Their viewpoint encompasses the concepts of Ueber and organiza
tional traits, Homans and the informal group and interrelation
ships within an organization, and the interdependence of these
parts to create a functioning whole.

This last concept is similar

*March and Simon, Organizations.
2
Parsons, "Theory of Organizations."
^Peter M. Blau and W. Richard Scott, Formal Organizations!
A Comparative Approach (San Francisco: Chandler, 1962).
4
Hage and Aiken, Social Change.
^Hage and Aiken, "Program Change."
^Michael Aiken and Jerald Hags, "Organizational Inter
dependence f*r.d Intra-Organirational Structure," American Sociologi
cal Review. XXXIII (December, 1968), 912-30. (Hereinafter referred
to as "Organizational Interdependence.")
^Aiken and Hage, "Organizational Alienation.”
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in spirit to that of a system model without the utilization of
system "language" of inputs, outputs, throughputs, environment,
etc., which would utilize some of the measures made here as well
as additional ones.

The value of the system concept is acknowl

edged here and will be examined in greater depth in the concluding
chapter.
The validity of studying organizational traits is firmly
established in sociological literature, not only in the studies
previously mentioned but also in the work of Hall,* Yuchtman and
Seashore,^ Pugh and associates,^ and Blau.^

These studies examine

organizational traits which encompass those included in this
study as well as a variety of others.

Therefore, the tradition

of studying organizational traits is firmly established and de
pendent upon a number of value judgments which are enumerated
below:
1)

that organizations have certain properties or traits
which are often unique to this social unit;

^Richard Hall, "The Concept of Bureaucracy: An Empirical
Assessment," American Journal of Sociology. LXIX (July, 1963),
pp. 32-40.
^Ephrain Yuchtman and Stanley E. Seashore, "A System
Approach to Organizational Effectiveness," American Sociological
Review, XXXII (December, 1967), pp. 891-903.
-*D. S. Pugh, et al., "A Conceptual Scheme for Organizational
Analysis," Administrative Science Quarterly, VIII (December, 1963)
pp. 289-315. (Hereinafter referred to as "A Conceptual Scheme.")
^Peter M. Blau, "The Hierarchy of Authority in Organizations
American Journal of Sociology. LXXIII (March, 1968), pp. -453-67.
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2)

3)

6)

chat these traits can be classified or categorized in
a variety of ways; i.e., structural, performance, per
sonnel, etc.;
that these traits appear in clusters to yield different
characteristic patterns and relationships;
that an analysis of these traits leads to a better
understanding of organisational functioning and effec
tiveness; and

5) that these traits exist within a network of relation
ships both human and environmental which influence an
organisation. Parts of the organization and its en
vironment may be Isolated for analysis and examined
largely independently of the remaining influences.*

The Initiation and Adoption of Change

A number of studies have been conducted analyzing the change
process.

One of the major reviews of these studies was done by

Everett Rogers.

2

He reviewed 506 studies in anthropology, rural

sociology, and in educational and medical sociology?

Despite the

massive analysis of these works, an informative picture of the ini
tiation and adoption of planned change in organizations was not ob
tained.

A great deal of time was spent analyzing factors influ

encing an individual*s adoption of change, particularly without
reference to influences sulking the adoption of change dependent on
other*s opinions, finances, authority, etc.

Since a staff member

within an organisation is subject to a number of opportunities and

lFor a discussion of the validity of this approach see
Herbert M. Blalock, Jr., Theory Construction: From Verbal to
Mathematical Formulations (Englewood Cliffs, New Jersey: PrentlceHall, Inc., 1969)•
^Everett M. Rogers, Diffusion of Innovations (New York:
Free Press of Glencoe, 1962).
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constraints influencing the adoption of a change, the exclusion of
these factors in Roger’s reviews limits the usefulness of these
other studies.
A similar problem arises with the use of the work done in
reference to planned change involving a change agent.

One of the

best books on the subject, The Planning of Change,1 examines a
number of dilemmas for the expert who comes into a situation or
organization with the benefit of social science knowledge.

Since

the focus is on the initiator of change, the level of analysis is
different.

Organizational traits favorable to innovation presup

pose the existence of innovators.

Although organizational traits

affect the freedom for change, and recruitment and personnel poli
cies, the focus is different and aids in understanding the whole
picture of organizational change but not the portion of particular
interest here; i.e., how does the organization via structure or
role occupancy favor the implementation of change.

Change agents

have only one role within the organization and the general staff
member has different priorities and given job demands within which
a new job duty or orientation must be fit.

favorable Conditions for Organizational Innovation

There are a few studies examining conditions which can pre
cede and influence change in organizations.

These are the most

1-Warren G. Bennis, Kenneth D. Benne, and Robert Chin, The
Planning of Change (New Yorks
Holt, Rinehart, and Winston, Inc.,

1961).
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fruitful for the research under examination here.
major approaches to these favorable conditions:

There are two
(l) the study of

organizational traits associated with change, and (2) the study of
the clustering of such traits to yield an atmosphere conducive to
change.

The development of this type of atmosphere has been ana

lyzed under several names which place the innovative versus the
non-innovative organization on different ends of a continuum.

The

innovative,^ the dynamic,2 or the organic model^ exist at one end,
with the other end described as non-innovative, static or mechani
cal .
Studies of specific organizational traits associated with
change have been done in a manner similar to that done here.
of the factors associated with change are the following:

Some

staff

alienation,^ formalization,^ complexity, centralization, communica
tion,6 the hierarchy of authority,? the clarity of the directives

!Bernard, et al., "Neighborhood Service Organization."
o
Homoson, "Bureaucracy and Innovation."
3Tom Burns and G. M. Stalker, The Management of Innovation
(London: Tavistock Publications, 1961).
^Aiken and Hage, "Organizational Alienation."
^Richard H. Hall, J. Eugene Haas, and Norman J. Johnson,
"Organizational Size, Complexity, and Formalization," American
Sociological Review, XXXIX (December, 1967), pp. 903-13.
6Aiken and Hage, "Organizational Interdependence."
?Blau, "The Hierarchy of Authority."
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for the proposed change,*- as well as other studies mentioned in
the first chapter where the general hypotheses are presented,2
Most of the above studies and organizational traits are in
cluded within the studies of the innovative organization as a
total phenomenon.

Most of these researchers find a similar clus

tering of traits characteristic of change-oriented institutions.
These are interrelated parts of the system.

For example; complex

ity, which can be measured by the number of occupational specialtie
and the skills or training they require, can be dependent on the
amount of participation in decision making, the hierarchy of author
ity, the formalization of the job, etc.
The structural arrangements of a dynamic organiza
tion are high complexity, low centralization, low for
malization, and low stratification. Associated with
these structured arrangements are usually certain general
organizational policies. Members of occupations that
require long periods of training are likely to advocate
an emphasis on the quality of the product or service
provided rather than on the organizational efficiency.
Specialists often make demands for the improvement in
the quality of work, demands that are reflected in new
programs, new techniques, and rising costs. They are
also likely to make demands that are reflected in higher
job satisfaction and additional increased costs. More
over, highly trained specialists are much more likely
to be happy with their working conditions than those
who have less training because they have more autonomy
and fewer rules as well as less status and prestige
differences.-*
The characteristics found by Bernard, etal.,^ include the

^Gross, et al.. A Ma1or Educational Innovation.
^See this paper, pp. 8-13.
^Hage and Aiken, Social Change, pp. 66-67.
^Bernard, et al., "Neighborhood Service Organization."
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followings

(1) broad goals) (2) a flat hierarchical structure,

having a minimum of general rules and a separation of routine and
non-routine tasks, and a decentralized decision making system;
(3) a professional staff; (4) broad programs; and a number of simi
lar characteristics to those mentioned in the above quote,
Hage and Aiken found in their study of innovative organiza
tions, ^operationally defined as program change, that the following
characteristics were related with high rates of change:

high com

plexity, low centralization, low formalization, low stratification,
low volume of production, low emphasis on efficiency, and high job
satisfaction.
The opposite set of characteristics are postulated to be
found in the static or relatively unchanging organization.

One

case study of such an organization was conducted by Michel Crozier
in a Parisian branch of the French Civil Service,

2

The work was

largely clerical and unchanging for thirty-five years.

There were

few professionals, a very rigid and stratified hierarchical struc
ture highly dependent on strict adherence to a number of rules.
There was a poor system of communication due to the large differ
ences in the staff positions, strata, and prestige.

In other words,

the existence of the opposite traits found in innovative organiza
tions were found to exist in this static agency,
Victor Thompson finds a similar clustering of traits to

1-Hage and Aiken, Social Change.
o
Michel Crozier, The Bureaucratic Phenomenon (Chicago:
University of Chicago Press, 1964),
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yield Che innovative organisation,1 while additionally showing
the importance of congruence between organizational and personal
goals, the institutionalization of a certain amount of uncertainty
to stimulate the search process for new and better ways of problem
resolutions, and the allowance of free resources for innovative
projects.

2

The variables selected for analysis here, then, are seen within a broader framework which posits the existence of a number of
organizational factors conducive to innovation which become part
of the mechanism for change.

^Thompson, "Bureaucracy and Innovation," pp. 1-21.
2Ibid.» pp. 7-12.
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THE INNOVATION INVOLVED IN THIS STUDY

The National Office of the Rehabilitation Administration

Its history of growth and development

Traditionally, the Vocational Rehabilitation Administration
has been concerned with the development and application of methods
and techniques to bring the physically handicapped individual to
his optimal level of employment*
The original lav of 1920 specifically stated as its
major purpose the retraining of civilians injured in
industry and otherwise
The funds were to be used only for vocational train*
ing, counseling, prosthesis, and placement services.
These narrow concepts of a vocational handicap and rehabilitation
services have been broadened throughout the Intervening years
through the passage of a number of federal laws authorizing the
expansion of the agency*
In 1943,
Provisions were made for diagnostic, medical, and
psychological examinations; corrective surgery and
medical treatment . * .3
Individuals suffering from emotional disabilities affecting their

^William M. Usdane, "Introduction," in Sociology and Rehabil
itation. ed* by Marvin B. Sussman (Washington, D. C.: American
Sociological Association, n*d.), p. xiii.
^Robert Strauss, "Social Change and the Rehabilitation Con
cept," in Sociology and Rehabilitation, p. 11.
3Ibid., p. 22.
25
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employment also became eligible for services*

Training grants,

educational programs for vocational counselors, scholarships and
research programs received support from the 1956 Vocational Reha
bilitation Act.

This Act, Public Law 563, broadened the base of

the state-federal partnership as veil as marking an important step
forward in expanding the concept of services beyond the medical and
direct vocational placement services being offered prior to this
time.

It was only in 1963, though, that services became more di

rectly aimed at a population which was not handicapped in the more
traditionally defined physical disability category— the mentally
retarded.^
This now brings us to the amendment authorising the change of
interest in this study, the extension of services to the behaviorally disabled in 1965.

It can be seen that the growth of the

agency had resulted in a new definition of both the services of
fered and the population to be served during the period from 1920
to 1965.
In the current context, a handicapped individual
is only defined in terms of his ability to obtain or
maintain employment) that is, he must be vocationally
handicapped as well as clinically disabled. . . .
The
disabling condition may result from a wide variety of
causes including "behavioral disorders characterised
by deviant social behavior or impaired ability to
carry out normal relationships with family and com-

*In 1943, the emotionally disturbed became eligible for ser
vices. Although this category was used, the major thrust of the
agency remained with the physically handicapped) and it seems safe
to say that even today the lsuige of the agency in the eyes of the
general public is very closely tied to its services to the physi
cally handicapped.
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munity which may result from vocational, educational,
cultural, social, environmental, or other factors.*An additional amendment to the Vocational Rehabilitation Act
affecting the acceptance of the behavlorally disabled as clients
was passed in 1968.

But since the necessary funds to support the

new programs were not authorized at this time, this amendment is
useful only in the sense that the agency is continuing in its com*
mitment to this population.
It is also Informative to note that as of 1965, two million
people have been rehabilitated through the agency, with one million
being serviced in the 1954-65 period.

This means that in a ten

year period as many people were rehabilitated? as had been in the
previous thirty-four years.

This represents a rapid acceleration

of services which demands massive organisational growth and adapta
tion.

Organisational flexibility is part of the history and func

tioning of this agency.

Structure of the agency

The agency exists under the auspices of the Department of
Health, Education, and Welfare.

It is a division of the Social and

Rehabilitation Services (SRS) within that organisation.

The SRS

*Department of Health, Education, and Welfare, Vocational Re
habilitation Association, Federal Register, Vol. 31, No. 9, Revision
of Regulations, p. 499, in Garth L. Mangum and Lovell M. Glenn,
Vocational Rehabilitation and Federal Manpower Policy (Ann Arbor,
Michigan! Institute of Labor and Industrial Relations and the Na
tional Manpower Policy Task Force, 1967). p. 12.
^Rehabilitation is operationally defined as job placement with
a six month period of employment.
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was created in 1967 and consists of an Administrator and five sepa
rate sections, or Administrations, which are accountable to him.
One of these sections in the SRS is the Rehabilitation Services
Administration (RSA), formerly named the Vocational Rehabilitation
Administration*
There is a Social and Rehabilitation Service Regional Office
in each of the regions of the Department of Health, Education, and
Welfare*

Each of these offices is headed by a Regional Commis

sioner and includes staff providing consultation and service to all
program components in such areas as medicine, staff development,
and statistics*
Each state has a state division of the SRA agency vhlch oper
ates under various departments of the state; l*e*, the Department
of Rehabilitation (Georgia or Florida), the Department of Labor,
or as in Michigan, the Department of Education*

(See Chart 3a,

p« 30*)

The Michigan Division of Vocational Rehabilitation

Its history of growth and development

Concomitant with the growth and changes occurring at the
National Office, the Michigan division has broadened and expanded
its services to the disabled*
Given the revised definition of disabling conditions
to include the "behaviorally disturbed" and "disadvan
taged," we in rehabilitation are faced with an unparal
leled mandate and challenge* Ve must plan and provide
services for a client population which will be charac
terised by deficient education, chronic unemployment,
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welfare dependency, alcoholism, drug addiction, and
criminal records. In many cases this client popula
tion has faced institutionalized discrimination and
feels alienated as well as angry towards the larger
society which has rejected them . • .
The Department of Education may provide or purchase
a full range of rehabilitation services including;
comprehensive diagnostic studies, counseling, com
prehensive physical restoration services, various
kinds of training and training supplies, . . .
In fact, almost any service that will contribute sub
stantially to make an eligible individual employable
may be provided by these state rehabilitation agencies.*
These statements made in the introduction of a recent study
of agency resources and client population needs succinctly sum
marize the direction of the agency.

Obviously, it reiterates

the

direction of the National Office.
The number of cases served has grown from 11,849 in 1945
to 23,969 in 1970.

2

The operating budget during 1969-70 was nearly

$19 million, an increase of approximately $4 million or 26 percent
over the previous year.4

Compared to 1945-46, the budget ran to

$609,000 or 3.2 percent of the 1969-70 budget.

It can be seen

that the agency not only prescribes an increase in service, but
that it is also funded to offer that change.

This fulfills one of

State Plan for Vocational Rehabilitation Services;
Vol. J.; Report and Recommendations (Lansing, Michigan; Michigan
Department of Education, 1970), p. 1.
^Vocational Rehabilitation in Michigan (Lansing, Michigan:
Michigan Department of Education, 1946), p. 1.
^Where Vocational Rehabilitation Fits In. Pamphlet distribu
ted by the Michigan Department of Education, 1971, i.
4Ibid.
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Chart 3a,

Michigan Departnent of Education, Septenber, 1968
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the resource needs of on innovative organisation.1

Structure of the Michigan DVR

In 1945, there were eight District Offices in Michigan.
It was not until 1963-64 that the first Regional Office, having
responsibility for the districts residing within its geographical
boundaries, was established.

Within a year an additional four

regions were deterained, to give the basic regional structure which
now exists.

The nunber of District Offices has grown froa the orig

inal eight to twenty-one.

The Regional Offices have as-

suaed an adainlstrative role as a liaison between the State and
District Offices.

Therefore, the District Office is more involved

with the direct delivery of services and, consequently, the actual
vehicle for iapleaentlng a change in service.

(See Chart 3b, p. 32.)

The Michigan Division of Vocational Education functions under
the auspices of the Michigan Department of Education.

Its place

ment under the Vocational Education and Rehabilitation Bureau has
led to a number of ties with the Division of Vocational Education.
Chart 3a shows the organizational relationship as it now exists.
(p. 30.)
Within the DVR itself, the chief adalnistrator, or the Assist
ant for Vocational Rehabilitation, has a staff structure consisting
of an Adalnistrativm Assistant and four Section Chiefs.

This

foraal structure and its relationship with the regional structure
can be seen in Chart 3c, p. 33.

1-rhowpson, "Bureaucracy and Innovation," p. 10.
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Chart 3b.

Dapartawnt of Education, Division of Vocational R ehabilitation
R a g l a n s and Distr ict O f f i c e s w h i c h ara included in this study.
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The internal structure of the District Office falls into two
basic job categories:

(1) there is the District Supervisor who is

responsible for administrative functioning, community contacts, and
supervision for the office, and (2) there are the vocational reha
bilitation agents, also called coordinators or counselors, who are
directly involved in the delivery of services.

Although administra

tive functions are also handled by Assistant Supervisors and Group
Leaders and some service delivery is made by positions other than
the coordinator;

i.e., the case aide or intake worker, these posi

tions still generally fall within the service delivery category,
leaving the two major divisions fairly distinct between administra
tors and agents.

The Innovation

There are three criteria which must be met in order to be
accepted as a client in need of DVR»s services.
follows:

(1) there must be a disability,

They are as

(2) there must be a voca

tional handicap, and (3) there must be a reasonable expectation
that DVR services will render them fit to engage in a gainful occu
pation.
A s mentioned earlier, the concept of a "disability" had
broadened considerably over the intervening years since the incep
tion of the agency in 1920.

First the physically handicapped were

eligible for service (1920), then the mentally ill (1943) and r e 
tarded (1963), and now the behaviorally disabled (1965).

With the

introduction of the category of the "behaviorally disabled"
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1965 Amendment to the Vocational Rehabilitation Act, some people
from socially and culturally deprived backgrounds became eligible
for services for the first time under the first criteria necessary
for acceptance as a client.
The definition of a behavioral disability is subject to a
vide variety of interpretations, despite a number of guidelines to
help in making an assessment of the disability.

Michigan is one

of the leading states in instituting a direct status and definition
for operationalizing this change.*
effect for Michigan in October,
the passage of the amendment.

The first guidelines vent into

1967, almost tvo (2) years after
The difficulty in arriving at a

specific definition or concept is evident in this statement issued
in 1967.
Individuals vith behavioral disorders exhibit a condi
tion having aspects distinguishable by a pattern of
deviant behavior or inability to carry out normal re
lationships vith family and community.
Such incidents and behavior as family quarrels, arrests,
truancy, idiosyncracies, or mannerisms do not, in them
selves, constitute a behavioral disorder but may be
suggestive of the existence of such a disability.
Factors such as cultural and social deprivation, chronic
poverty, public offense, Illiteracy and educational de
ficit, and long-term unemployment do not in themselves
constitute behavioral disorders . . .^

*Ralf A. Peckham, "The Tvo 'Nev» Disabilities in Rehabilita
tion:
Sociogenic Retardation and Sociogenic Neurosis,” Journal of
R ehabilitation, XXXIV, No. 5 (July-August, 1968), pp. 14-15.

2

State of Michigan, Department of Education, DVK, Item 300.1
(B), "Definition of Behavioral Disorders." Effective as of October,
1967.
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In August, 1969, two types of behavioral disorders were de
fined.

These are the two categories which are the object of examina

tion in this study.

It is possible that further types of behav

ioral disorders will be delineated in the future since these are
not exhaustive nor all-embracing definitions of the problem.
These definitions deal with social conditions as a cause of behav
ioral disorders when a variety of other conditions are potential
sources for the problem;

i.e., vocational,educational, cultural,

and environmental factors.
1. Sociogenic Retardation - can usually be defined as
functional retardation because of social conditions.
These socially or culturally acquired characteristics
cause the individual to behave in such a way as would
seem to compare with other individuals whose limita
tions are directly attributable to low intelligence.
The clinical psychological interview may describe
these characteristics . . .
2. Sociogenic Neurosis - can be defined as a neurotic
condition attributed to exceptionally negatively
weighted social stimuli (i.e., cultural deprivation,
broken homes, sub-poverty level existence).
Defining this disability may be difficult. Psy
chological testing may tend to indicate border-line to
above normal intellectual abilities on a standard psy
chological test. Personality testing and clinical inter
viewing may indicate negative acting-out behavior.*
The evidence of a sociogenic disability is established by a
recent psychological or psychiatric evaluation or its equivalent.
Evidence can be determined by a psychologist who reviews social,
psychological, and employment achievement of the client assembled
by the staff member;

in addition to this information, a simple

^State of Michigan, Department of Education, DVR, Item 312.8,
"Sociogenic Disabilities." Effective August, 1969.
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paper and p«ncil test M y be administered (i.e., the Wide-Range
Achievement Test, the Environmental Perception Index, or similar
tests)•
The above definitions, selection of data for review, and
tests for eligibility are subject to a number of interpretations
and application by various offices and their staffs.

In addition

to working with this disability, an emphasis is being placed on
serving the target population of the socially and culturally de
prived.

This is seen in the formation of a new classification of

the population and caseload in terms of socioeconomic background
of the clients.

This classification, the Disabled-Disadvantaged,

is noted here as a possible source for getting a larger number
of clients with behavioral disabilities within the agency
population.

The Disabled-Disadvantaged category serves as a

basis for obtaining funds and presents guidelines on the propor
tion of the population labeled ’•disadvantaged" that should be served
by the Michigan offices.

The goal for 1968-70 was to have a client

caseload of 40 percent in this category and this goal was achieved.1
The use of this classification does not insure an automatic
increase in the number of behavior disorders represented in the
caseload since (1) there are many disadvantaged people with physi
cal and/or mental handicaps and (2) people who are not from a ••dis
advantaged" background M y still have behavior disorders.

Never

theless, "negatively weighted social stimuli (i.e., cultural depri-

Itfhere Vocational Rehabilitation Fits In. Pamphlet distri
buted by the Michigan Department of Education, 1971, p. 3.

R eproduced w ith perm ission o f the copyright owner. Further reproduction prohibited w itho ut perm ission.

vation, broken homes, sub-poverty level existence)"! as well as
problems in educational achievement and opportunities are over
represented in that segment of the population fitting the category
of disadvantaged.

!-State of Michigan, Department of Education, DVR, Item 312.8,
"Sociogenic Disabilities." Effective August, 1969.
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METHODOLOGY AND FINDINGS

Methodology

The Instruments

The data upon which this study is based were gathered from a
variety of sources:

(1) through the administration of a question

naire developed for use in this study,

(2) through the use of a

guided interview using this same questionnaire as the basic struc
ture for questioning, and (3) through the use of computerised,
anonymous client records classifying caseloads by client categories
i.e., behavioral disabilities, physical disabilities, mental dis
orders, etc.

The variables selected for analysis: i.e., staff attitudes
towards change, their job satisfaction, and the clarity of the be
havioral categories, involved knowledge of the staff members* atti
tudes on these measures.

One of the most embracing and efficient

ways of determining the attitudes of a large number of people under
similar control conditions is to administer a questionnaire to them
A number of assusq>tions are made in this process and for clarifica
tion they will be enumerated below:
(1)

that attitudes can be measured in response to ques
tions related to the topic of interest,

(2)

that these attitudes vary in intensity and in direc
tion,

(3)

that individuals are willing and capable of responding
in an honest manner,
39
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4)

that job related questions elicit responses in
reference to the organization and job position
which reflect characteristics of the position and
organization,

5)

that the questions measure what they are designed
to measure (i.e., they are valid), and

6)

that they would result in similar responses if the
questionnaires were to be readministered (i.e., they
are reliable).

A number of steps were taken to ensure the validity and reli
ability of the responses obtained through the use of the question
naire.

Behavior of the particular office could be measured through

the use of the computerized data relevant to the innovation.

There

were no instances where the respondents were not aware of the utili
zation of this category* and when asked of the approximate number of
clients served in this category, most respondents were fairly accu
rate in their knowledge of the number of clients served.

A number

of questions, particularly in relation to job satisfaction, were
previously developed and utilized by Hage and Aiken in their studies
of program change in service agencies.

2

Questions specifically re

lated to the DVR's history of change and the development of the
behavioral categories were developed from inter-office memos, liter
ature written concerning the organization, staff meeting notices,
the magazine published bi-monthly through the Michigan agency, as
well as through contacts with the State Office and District Super

*A11 District Offices had clients in the behavioral disability
categories.
^See Hage and Aiken, Social Change.
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visors.

In addition, questionnaires were distributed at staff

meetings where assurances of anonymity were given and it was em
phasized that this study was not an evaluative one.

Questions con

cerning the nature of the project, what this information would be
used for, and by whom were answered at this time.
Guided interviews were conducted with two staff members.

The

structure of the questionnaire shaped the course of the interview,
but allowed for more information than that obtained by strict ad
herence to the schedule.

This allowed for more latitude and infor

mation in discussing the agency, the change, and the questionnaire
itself which would not be possible for a more formal interview.
These two terms can be defined to insure clarity of the procedure
and style of the interview situation.
The formal interview is conducted in such a way that unifor
mity of the interview situation and the interview are approxi
mately constant throughout the research project.

The questions are

prepared before the interview, and their sequence, wording and ver
bal emphasis are the same.
The guided or "focused” interview allows for a more informal
situation "in which the interviewer, whilst allowing the respondent
a good deal of freedom, aims to cover a given set of topics in a
more or less systematic way."!

A number of feedback opinions on the questionnaire were ob
tained by picking up the questionnaires in person and by critical

1-Lewis Anthony Dexter, Elite and Specialized Interviewing
(London:
Heinman, 1965), p. 206.
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evaluation of the questions at the time of the interviews.

The

benefits accruing from the use of the questionnaire are enumerated
below and aided in the decision to use this approach:
1)

all professional staff members were able to be
contacted,

2)

measures were taken within a specific period of
time corresponding to the utilization of the be
havioral disability categories,

3)

anonymity was assured which allows for greater free
dom in responses than can sometimes occur vith a
face to face interview,

4)

non-association with an evaluation project was
favorable towards eliciting unbiased responses,

5)

respondents were subject to similar questions ad
ministered in the same situation allowing for a
large degree of control for extraneous factors, such
as different explanations of the questionnaire or
the project, different times of day or during the
week when a respondent would receive the question
naire, etc.,

6)

cost, convenience, and objective, operationalized
measures of the variables all favored the use of a
questionnaire.

The instrument itself can be found in Appendix A.

It took

approximately 45-60 minutes to fill out and the interview usually
lasted for an hour and a half.

The sample

The units of analysis in this study are organizations:
specifically, the District Offices of the Michigan Division of
Vocational Rehabilitation.
(1) Detroit Central,
Harbor.

The offices included in this study are

(2) Dearborn,

(3) Kalamazoo, and (4) Benton

Detroit Central and Dearborn are both under the super-
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vision of Che Wayne Region, and Kalamasoo and Benton Harbor are
under the direction of the Southern Regional Office,
All professional staff members were either interviewed or
contacted through a questionnaire as described above.

Profes

sionals, which include supervisory staff and rehabilitation coun
selors and case aides, are included because they are personally
Involved in the delivery of services as well as being part of the
power structure of the organisation.
Each District Supervisor was interivewed as well as at least
one other person in the office.

Since the primary purpose of the

second interview was to get feedback from a non-supervisory staff
■ember in the same office, the criteria for selection was rather
loose.

An effort was made to talk to people working with the

disabled-disadvantaged population since they probably have an over
representation of behavioral disability clients within the popu
lation they serve, but sometimes this was not possible.

Two case

aides were interviewed, one by request due to difficulty with the
format and vocabulary used; one assistant supervisor who also func
tioned as a disadvantaged counselor; and two additional general
caseload counselors.

This gave the widest spectrum 6f positions

possible, given the flat structure of the agency!

i.e., only two

major job divisions, supervisor and service deliverer.
The total number of professional staff in the 4 offices
was 42,
staff.

Nine interviews were conducted, or 21,4 percent of the total
Of the remaining 33 professionals, 32 or 97,0 percent of the

non-interviewed staff completed questionnaires.

Responses were ob-
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tained from all but one staff member yielding an overall response
rate of 97.6 percent.
TABLE 4.1.--Response rate by method of data collection

Number interviewed
Number respondents
to questionnaire

32

Total respondents

41

Total number of staff

42

Response rate

97.6%

9

Procedures for Data Analysis

Given the small sample size and the clustering of responses
around the middle categories, the statistics utilized for analysis
of the data are relatively basic and simple.

Frequency distribu

tions and indices obtained by summation of responses by staff mem
bers in each office divided by the total number of respondents and
questions (i.e., an arithmetic mean) are computed for each office
on two of the independent variables:

job satisfaction and attitude

towards change.
The third independent variable, the attitude towards the im
plementation of the behavior disability category, is a combination
of questions which are closed and show the attitude towards the
change in the various offices by a percentage response and openended questions which get at a more qualitative reaction to their
use .
The dependent variable, the number of clients accepted in the
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behavioral disability categories from January 1, 1971 to March 31,
1971* is significant at the 0*1 level utilising the chi square
statistic to neasure the expected variation between the offices*
Since the unit of analysis is organisation, the responses of
professional staff members were aggregated to get organisational
"style" or characteristics of the particular office as a result of
the unique combination of traits favoring or inhibiting a positive
response to change**

Findings

The dependent variable!

the implementation of the change

During the period covered by the data collected through the
interviews and the questions, January I, 1971 to March 31, 1971,
the number of clients being served by DVR in the two categories of
sociogenic neurosis and soclogonio retardation is available for
each of the District Offices*
were large and rapid*

The degree and rate of innovation

The categories were formally defined in Au*

gust 1969| as of August 1970.. overall degree of implementation was
3*8 percent of the total caseload*

The number and percent of

clients in these two categories are shown in Table 4*2, broken

^Organisational "style" is the tern used by Rage and Aiken
in Social Change to describe the clustering of traits which tend
to be characteristic of different organisational responses to
change* This has also been dichotomised into categories; organic/
mechanical, innovative/non-innovative, static/dynamic, to try to
get at the quality of an organisation functioning as a unit with
unique responses and patterns*
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down by district office.1

TABLE 4.2.--The number and percent of clients in the sociogenic
categories by office during
January 1, 1971 to March 31, 1971.

Clients in
Behavioral
Categories
Clients in
Other
Categories

Office 1

Office 2

Office 3

Office 4

Total

312
(33.337.)

100
(12.36%)

138
(10.75%)

92
(9.25%)

642
(18.42%)

6
(66.66%)
(N-936)

709
(87.64%)
(N-809)

1145
(89.75%)
(N-128)

902
(91.75%)
(N-974)

3380
(81.58%)
(N-4023)

X2 - 199.02, significant at the 0.01 level

For these four district offices, then, the intervening period
between August 1970, and March 31, 1971, involved the acceptance of
18.42 percent of their total caseloads in these categories, an in
crease of 12.2 percent over August’s figure, showing rapid and large
scale implementation of the new categories.

The chi square indi

cates the large difference in the percentage distribution of this
implementation of the change from what would be expected if the dis
tribution of responses varied in a random manner.

From even a cur

sory observation, it can be seen that Office 1 has a much larger

J-The offices are assigned ranks of change corresponding to
that shown in Table 4.2 with Office 1 being the most innovative
office and Office 4 being the least. The four offices included
are the Dearborn Office, the Benton Harbor Office, the Kalamazoo
Office, and the Detroit Central Office. The offices are not
identified by name since this does not aid in interpretation of
the data for the purpose of this study and protects each office
from comparative evaluation which is not the intent of the author.
The greater implementation of this specific change is not taken
as a measure of a "better quality" office.

R eproduced w ith perm ission o f the copyright owner. Further reproduction prohibited w itho ut perm ission.

47

degree of utilization than that found in Offices 2, 3, and 4,
The pattern of utilization of the separate categories, socio
genic neurosis and sociogenic retardation, also varies widely from
office to office,

TABLE 4,3,--The number and percent of clients in each sociogenic
category for each district office during
January 1, 1971 to March 31, 1971.
Office 3

Office 4

Total

75
(75.0%)

10
(7.2%)

46
(50.0%)

396
(61.7%)

25
(25.0%)
(N-100)

128
(92.8%)

46
(50.0%)
'(N-TjrTf

246
(38.39%)

Office 1

Office 2

Sociogenic
Neurosis

265
(85.CH)

Sociogenic
Retardation

47
(15.0%)
(N-312)

Category

' ""(F-TIBF

(100%)
This different pattern of utilization of the categories had
been observed before the questionnaire and interview were developed,
so that questions concerning the difficulty of evaluating or placing
clients in the two different categories could be compared to see
if they involved a greater workload in reference to other, more
established categories.

No pattern of responses emerged to cor

respond to the different utilization of the groupings.

For example,

Office 1 and Office 2 both had two people out of nine who felt that
sociogenic retardation was consistently more difficult to evaluate
than sociogenic neurosis, yet their utilization of the categories
is radically different.

Fifty percent of the staff in Offices 3

and 4 felt that it was just as easy to place clients from either
category, yet their utilization of the categories is radically dif
ferent.

Therefore, perception of the categories as either easier
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to evaluate for a vocational plan or to place in employment did not
appear to be a reason for greater or lesser use of the classifica
tions.
In conclusion, it was observed that the four district offices
had different patterns of utilization of the behavioral disability
categories.

This difference was found to be significant at the

0.01 level using the chi square test.

In addition, Office 1 had a

much larger use of this category than did Offices 2, 3, and 4.
Following the thesis presented in the introduction, it was expected
that if the offices had the right to choose if they wished to uti
lize this new client category, some offices would use it more than
others.

This expectation has been supported by the data.

Following the same line of logic (i.e., that freedom of
choice results in different patterns of selection), the differen
tial use of the two categories has been noted.

One possible reason

for the greater selection of one category over the other, is the
perception that one is easier or harder, whichever the case may be,
in terms of evaluation of the vocational plan and/or subsequent
placement.

This assumption was not supported by the responses of

the employees, but the differential use of the two sociogenic catagorles is an indication of differences between the offices; and the
following independent variables were examined in relation to their
effect on this differential use.

Independent variable:

staff satisfaction

Job satisfaction refers to the morale among the job occupants.
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A series of questions related to job conditions, salary, etc, (See
Table 4,4) were asked of the staff members, and the responses to
this series of questions were summated and averaged to yield a mean
score for each organization.

This battery of questions and the

use of summated scores is very similar to that developed and used
by Aiken and Hage in their study of organizational alienation.*

TABLE 4.4.-- Questions concerning the job satisfaction of the
professional staff in each district office.
1.

How satisfied are you that the work which you do is
in accord with the professional training which you
have had?

2.

With the progress you are making toward the goals
you set for yourself in your present position?

3.

With the professional interaction you have with your
work associates?

4.

With your present job in light of your career ex
pectations?

5.

With the opportunities you have for using your own
skills and abilities in your work?

6.

7.

With the capabilities of most of the people who
. are currently in DVR?
With the level of professional standards maintained
by most counselors?

Responses could vary from 1 (Very Satisfied) to 4 (Very Dis
satisfied).

The individual scores were then combined into an or

ganizational score by summing the individual scores and dividing
by the number of individuals in that office.
The responses fell into a pattern indicating the opposite to

^Aiken and Hage, "Organizational Alienation."
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that suggested by the hypothesis; that is, the most innovative office
had the least job satisfaction, the middle offices had less job
satisfaction than the least innovative office which had the most
satisfied employees.

Tables 4.5-11 show the number and percent of

respondents by degree of satisfaction with Offices 2 and 3 com
bined for greater ease in interpreting the responses and to show
the trend of decreasing satisfaction with increasing organizational
innovation.
TABLE 4.5--Number and percent of respondents indicating degree of
satisfaction with the congruence between the work
and professional training of the staff member.
Degree of
Satisfaction

Office 1

Very Satisfied

1
(11.1%)
4
(44.4%)
3
(33.3%)
1
(11.1%)
(N-9>

Satisfied
Dissatisfied
Very Dissatisfied

Office 2
and 3

Office 4

1
(5.57.)
9
(50.0%)
7
(38.9%)
1
(5.5%)

3
(27.2%)
/
(63.6%)
1
(9.)%)
0
(0.0%)

(N -i8 )

TN-1D

TABLE 4.6--Number and percent of respondents indicating degree of
satisfaction with the progress they are making
towards their own job goals.
Degree of
Satisfaction

Office 1

Offices 2
and 3

Office 4

Very Satisfied

2
(22.2%)
2
(22.2%)
5
(55.5%)
0.0
(0.0%)

2
(11.1%)
8
(44.4%)
8
(44.4%)
0.0
(0.0%)

5
(45.5%)
3
(27.2%)
3
(27.2%)
0.0
(0.0%)

Satisfied
Dissatisfied
Very Dissatisfied
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TABLE 4.7.--Number and percent of respondents indicating degree of
satisfaction with the professional interaction
they have with work associates.
Office 4

Degree of
Satisfaction

Office 1

Offices 2
and 3

Very Satisfied

0
(0.0%)
6
(66.6%)
1
(11.1%)
2
(22.2%)
( N - 9 ) ( N

3
8
(27.2%)
(44.4%)
6
7
(54.5%)
(38.9%)
2
3
(18.1%)
(16.6%)
0
0
(0.0%)
(0.0%)
- 1 8 ) ( N - l/itl 11)
)

Satisfied
Dissatisfied
Very Dissatisfied

TABLE 4.8,--Number and percent of respondents indicating degree
of satisfaction with the present job in light
of career expectations.
Degree of
Satisfaction
Very Satisfied
Satisfied
Dissatisfied
Very Dissatisfied

Office 1
0
(0.0%)
4
(44,4%)
4
(44,4%)
15
til.1%)
(N-9)

Offices 2
and 3
4
(22.2%)
7
(38.9%)
7
(38.9%)
0
(0.0%)
(N-18)

Office 4
4
(36.3%)
6
(54.5%)
1
(9.0%)
0
10.0%)
(N-ll)

TABLE 4,9.--Number and percent of respondents indicating degree of
satisfaction with the opportunities for using
their skills and abilities in their work.
Degree of
Satisfaction

Office 1

Offices i
and 3

Office 4

Very Satisfied

0
(0.0%)
4
(44.4%)
4
(44.4%)
1
(11.1%)

4
(22.2%)
7
(38.9%)
7
(38.9%)
0

4
(36.3%)
5
(36.3%)
1
(9.0%)
1

(0.0%)

(9.0%)

(N-9)

(N-18)

(N-ll)

Satisfied
Dissatisfied
/ery Dissatisfied
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TABLE 4,10,--Number and percent of respondents indicating degree of
satisfaction with the capabilities of most of the
people who are currently in DVR.
Degree of
Satisfaction

Office 1

Offices 2
and 3

Office 4

Very Satisfied

0
<0.0X5
6
(66.6%)
3
(33,3%)
0
(0.0%)
N-9)

0
(0.0%)
14
(77.7%)
4
(22.2%)
0
(0.0%)
(N-18)

3
(27.2%)
6
(54.5%)
1
(9.0%)
1
(9.0%)
(N-ll)

Satisfied
Dissatisf i d
Very Dissatisfied

TABLE 4.11.— Number and percent of respondents indicating degree of
satisfaction with the level of professional standards
maintained by most counselors.
Degree of
Satisfaction

Office 1

Offices 2
and 3

Office 4

Very Satisfied

0
(0.0%)
5
(55.5%)
4
(44.4%)
0
(0.0%)
(N-9)

1
(5.6%)
11
(61.0%)
6
(33.3%)
0
(0.0%)
(N-18)

1
(9.0%)
7
(63.6%)
2
(18.1%)
1
(9.0%)
(N-ll)

Satisfied
Dissatisfied
Very dissatisfied

ABLE 4.12.— Mean indices of satisfaction scores by office*-

Office
Index

Office 1

Index:

2.70

Offices 2
and 3
2.21

Office 4

1.9.

The original hypothesis stated that
The higher the job satisfaction, the greater the amount of
organizational change.
This hypothesis was not supported by the data.

In fact, the

*Where 1— Very Satisfied; 2— Satisfled; 3— Dissatisfied;
4— Very Dissatisfied.
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opposice direction may be a possible Interpretation of the find
ings; i.e., that the lower the job satisfaction, the greater the
amount of organizational change.
Job satisfaction can lead to satisfaction with the status
quo and vested interests.

This can be such a potent force that it

can overcome the benefits of a new way of doing things.

Talcott

Parsons feels that
It is, therefore, always essential explicitly to analyze
the structure of the relevant vested interest complex
before coming to any judgment of the probable outcome
of the incidence of forces making for change.*
Studies have been done analyzing the resistance to change due to
the strain it produces.

2

In the light of the conflicting evidence

presented previously in support of the hypothesis developed here,
a search for a more satisfactory explanation is necessary.
One possible interpretation of these conflicting problems of
job satisfaction being either high or low, favorable and unfavor
able to the amount of organizational change is the finding that
supervision and the appropriateness of the style supervision to the
task may be a strong indicator of task performance and possible
organizational change.

Tannenbaum and Seashore found this to be

true,3 and their findings were that "It mattered little whether

*Talcott Parsons, The Social System (New York:
Press, 1951), p. 492.

The Free

2 Floyd C. Mann and F. W. Neff, Managing Major Change in
Organizations (Ann Arbor, Michigan: Foundation for Research on
Human Behavior, 1961).
3 Arnold S. Tannenbaum and Stanley Seashore,"Some Changing Con
ceptions and Approaches to the Study of Persons in Organizations'*
(Institute for Social Research, University of Michigan, n.d.),
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workers were satisfied with their jobs; what did aacter was the
way the supervisor behaved."1
Change can, therefore, be seen as either a threat to the
status quo and vested interests or as a benefit which can eliminate
present probieas or ieprore the situation.

Both elenents are

present in the introduction and iapleaentatlon of change, so per*
haps the question of the influence of job satisfaction should be
put within the fraaaw ork of asking which effect of change••the
loss of security or the gain of a possibel iaprovenent**is upperaost in the staff's response to a specific change or their gener*
alised attitudes towards change (see the following section on at*
titudes toward change).

Measures of the two*sided effects of

change nay be one way to accurately assess the role of job satis*
faction in either iapleaenting or inhibiting a proposed innovation.

Independent variable:

attitudes toward c h * » f

Successful organisational innovation Involves an alteration
in the roles of job ineuabents; this, in turn, nay or aay not be
perceived as an overriding barrier to the iapleaentation of change.
Organisational flexibility is dependent upon the adaptability of
its staff, and a positive attitude to change is hypothesised as
being positively associated with the aaount of organisational

Miaeographed, quoted in Charles Perrow, Organisational Analysis: A
Sociological View (Belaont, California: Wadsworth Publishing C o b *
pany* 1970), pp. 6*7. (Hereinafter referred to as Organisational
Analysis.)
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change which takes place.
Seven statements related to change in general and to spe
cific changes recently established within the Michigan DVR were
presented to the professional staff members in the four offices.
They were asked to indicate their degree of agreement with the
changes or statements presented and these responses were taken as
measures of their attitudes towards change.

These statements are

presented in Table 4.13.
TABLE 4.13.--Statements presented to the staff members who were
asked to indicate their agreement or disagree
ment with them.
1.

The development of "new career" positions such as
aides should be slowed down so that evaluations
over a period of time can be made.

2.

There should be less of an effort to establish
"experimental" offices and more emphasis on strength
ening the offices which already exist.

3.

The changes in DVR are so rapid that they make me
uncomfortable.

4.

DVR should not add a new category of disability
until clear-cut and unambiguous definitions of the
disability are drawn up.

5.

Traditional programs within the division are suf
fering because of too rapid expansion into other
programs.____________________________________________ -

Responses were assigned a value; i.e., 1-Strongly Agree,
2-Agree, 3-Disagree, and 4-Strongly Disagree; and organizational
Indices were calculated in a manner similar to that done in the
previous section.

Utilization of this index showed that Offices 2,

3, and 4 had a similar pattern of response opposite to that pre
dicted by the hypothesis.

That is, the attitudes towards change
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became decreasingly favorable as the amount of organizational
change increased.

In addition, the three offices having very

similar rates of change; i.e., Offices 2, 3, and 4, did have a
pattern distinct from that of Office 1, the most innovative office,
To improve readability of the tables, and because the responses
varied only slightly in Offices 2, 3, and 4, these agencies have
been combined in Tables 4.14 to 19.
TABLE 4.14.— Number and percent of respondents indicating agree
ment with not slowing down the development of
new career positions.1
Degree of
Agreement
Strongly
Agree
Agree
Disagree
Strongly
Disagree

Office 1
1
(11.1%)
8
(88.8%)
0
. (0.0%)
0
(0.0%)

Offices 2,3,4
2
( 7.7%)
17
(65.5%)
6
(23.1%)
1
( 3.8%)

TABLE 4.15.--Number and percent of respondents indicating degree
of agreement with the use of experimental
offices.
Degree of
Agreement
Strongly
Agree
Agree
Disagree
Strongly
Disagree

Office 1
0
(0.0%)
5
(55.5%)
4
(44.4%)
0
(0.0%)
(N-9)

Offices 2,3,4
1
(3.8%)
7
(30.8%)
15
(54.0%)
3
(11.4%)
(N-26)

*The order of the words in the statements has been reversed
so that agreement indicates a positive attitude towards change.
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TABLE 4,16.— Number and percent of respondents in each office
indicating agreement with the statement that
changes were not too rapid.
Degree of
Agreement
Strongly
Agree
Agree
disagree
Strongly
Disagree

Office 1
1
(11.1%)
6
(66.6%)
2
(22.2%)
0
(0.0%)
(N-9)

Offices 2,3,4
2
(7.6%)
27
(74.1%)
4
(14.8%)
1
(3.7%)
(N-27)

TABLE 4,17.--Number and percent of respondents in each office
indicating agreement with the statement that
a new category should be used before the
development of clear definitions.
Degree of
Agreement
Strongly
Agree
Agree
Disagree
Strongly
Disagree

Office 1
0
(0.0%)
7
(77.7%)
1
(11.1%)
1
(11.1%)

Offices 2,3,4
0
(0.0%)
12
(44.4%)
13
(48.1%)
2
(7.4%)

TABLE 4.18.--Number and percent of respondents in each office
indicating agreement with the lack of suf
fering of traditional programs due to
rapidity of changes.
Degree of
Agreement
Strongly
Agree
Agree
Disagree
Strongly

Offite 1
0
(0.0%)
5
(55.5%)
3
(33.3%)
1
(11.1%)

Offices 2,3,4
1
(3. %)
11
(33.4%)
10
(25.9%)
5
(25.9%)
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TABLE 4.19.--Mean office indices indicating the attitude of
change by office.1-

Office

j

Office 1

Office 2

Office 3

Office 4

2.49

2.47

2.41

j
Index:

j

2.20

With such a small range between the highest and the lowest
office indices,
statements.

it is impossible to make any definite or strong

There was some indication that the original hypo

thesis is supported, but the relationship is weak.

Whether the

pattern found here is only random variation is undetermined.^

Re

petition of the experiment, particularly using a larger number of
offices which would give a larger sample size, would be one method
of retesting the hypothesis.
Although the original hypothesis is not firmly supported,
there was a clustering of responses on the attitudes towards
change in the three offices which had a similar amount of clients
accepted in the behavioral disability categories.

See Table 4.20,

following.

^Where l--Strongly Agree, 2--Agree, 3--Disagree, and
4--Strongly Disagree.

2

Tests of significance derived for use with a variety of
statistical measures, notably the means tests and chi square,
were not selected here due to the interaction effects of the
staff working within the organization on each other which is
reflected in the organizational score.
To neglect the effects
of this interaction is to negate a basic assumption that the
organizational style results in characteristic responses to
change. Accounting for the interaction effects requires so
phisticated statistical analysis beyond the scope of statisti
cal acuity required in this study.
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TABLE 4.20«--Number of clients in the behaviors! categories by
office and their index of attitudes towards
change.
'Office

"

Percent of client caseload
in behavioral category

Mean office index
of the attitude
toward change

Office 1

33.3%

2.26

Office 2

12.36%

2.49

Office 3

10.36%

2.47

Office 4

9.25%

2.41

Independent variable:

the clarity of the change

Ambiguity and uncertainty are a source of strain for an
organization.

Although a rigid and strictly defined structure

or process does not lend itself to innovation, neither does a
formless
change.

structure nor an undefined process aid in instituting
Some balance must be achieved by an organization so that

flexibility and innovation are possible for the clear delineation
of the area of concern.

The direction or benefits to be gained

from the change must be known or the change is formless and
methods of implementation cannot be successfully made.

Therefore,

the hypothesis to be tested is that the clearer the definition of
a change; i.e., the eligibility of clientele under the behavioral
disability classification, the greater the amount of organizational
change; i.e., the greater the number of clients accepted in these
classifications in a given period of time.
The respondents were asked directly whether or not they
thought that the disorder was easily recognizable. Exactly half
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of the respondents felt that they were easily recognizable dis
orders, while the remaining half felt they were not easily recog
nizable.

The breakdown by the two categories is shown in Table 4.21

below.
TABLE 4.21.--Number and percentage of respondents by office indi
cating that the sociogenic disorders were not
easily recognizable.
Behavioral
Disorder
Sociogenic
Neurosis
Sociogenic
Retardation

Office 1

Office 2

Office 3

Office 4

6
60%
(N-10)
6
60%
(N-10)
(N-20)

3
33.3%
(N-9)
4
44.4%
(N-9)
(N-18)

6
55.5%
(N-ll)
5
45.5%
(N-ll)
(N-ll)

5
50%
(N-10)
5
50%
(N-10)
(N-10)

Of the fifty percent (responses-40; N-80) who felt that there
was difficulty in recognizing the disorder, the major concern ex
pressed was the nebulousness of the category and the effects of
labeling a person disabled due to social and cultural factors.

As

one coordinator put it:
It is a term not accepted by all psychologists - It
is strictly subjective judgment rather than tangible
evidence of disability - a fiction: not a reality:
put a name to a cultural problem: only scars of
poverty: not equate Cd'i to other neurosis - only
a label so we can provide service to people that
we could not before.
Some coordinators felt that the problem lay in the definition:
Something needs to be done about the definition*
Persons must be defined at present as crazy or stupid:
that's unfortunate. Definition may not have to be in
psychiatric terms. - It's too vague and nebulous.
Others saw the flaws while they accepted the goals which were made
possible through the use of an imperfect categorization:
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Categories are means for bringing people into the
program* - Both categories established to get clients
who needed services into system. It is not neccssarily scientific* But does get clients in*— It's
recognisable by the definition but that's inadequate*
The majority of the staff appeared to have a clear under*
standing of the means of recognising the disorder, and those ex*
pressing difficulty in evaluation of it expressed mainly frustra
tion with the wording or labeling effect of classifying people
while simultaneously accepting the purposes for which the defini
tion was developed*

The clarity of the change seems to be strong

in reference to the goals for establishing the classification; i.e.,
to bring into the system the unemployed client who has a vocational
handicap due to a disability arising from societal rather than
medical handicaps*

Ambiguity arose in terms of accepting the

definition, but this problem was considered by many to be inherent
in any classification of people or as a problem of less signifi
cance than that of broadening the categories of client eligibility.
Acceptance of the introduction of the new client population
is still held with some reservation, as is the use of the cate
gories*

(See Tables 4*22 and 4*23)

The distribution of responses

to questions related to the definition and the possible change of
priorities of population groups to be served followed no consis
tent patterns*

One reason for possible resistance to implementa

tion of the expanded service to the behaviorally disabled would be
that the counselor felt that he would not be as well qualified to
serve them or would have to gain new counseling skills*

This did
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not appear to be an inhibiting factor since most counselors felt
new techniques were not needed.

(See Table 4.24.)

TABLE 4.22••-Number and percentage of respondents by office indi
cating agreement with the statement that the Divi
sion should definitely enlarge its services to
the behaviorally disabled even if this means
reducing the number of persons with physical
handicaps in the caseload.
Office 1

Degree of
Agreement
Strongly
Agree
Agree

0
(0.0%)
5
(55.5%)
4
(44.4%)
0

Disagree
Strongly
Disagree

.

Office 2

0
(0.0%)
7
(77.7%)
2
(22.2%)
0
_
i
q
To%)
...

.

Office 3

Office 4

1
(14.2%)
3
(42.8%)
3
(42.8%)
0

0
(0.0%)
4
(44.4%)
4
(44.4%)
1

..... .^UO7:1 ..

TABLE 4.23.--Number and percentage of respondents by office indi
cating their acceptance of the present categories
of behavior disabilities.
Degree of
Acceptance
Completely
Positive
Positive
Negative
Completely
Negative

Office 1

Office 2

Office 3

Office 4

0
(0.0%)
4
(44.4%)
5
(55.5%)
0
(0.0%)
(N-9)

0
(0.0%)
2
(22.2%)
7
(77.7%)
0
(0.0%)
(N-9)

0
(0.0%)
3
(42.8%)
3
(42.8%)
1
(14.2%)
(N-7)

1
(11.1%)
4
(44.4%)
4
(44.4%)
0
(0.0%)
(N-9)

Table 4.22 shows that not only would approximately forty per
cent of the professional staff accept the use of the new categorie
with an expansion of services, but that they would support the
acceptance of clients with behavioral disabilities at the loss of
other present programs for the physically handicapped.

Only four

persons in the agency strongly disagreed with such a move.
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acceptance of the categories was also about 40 percent, but since
this refers to the definition without reference to loss of services
to other clients, the degree of acceptance does not appear large.
This interpretation is supported by the responses given to the
open-ended question noted previously on pages 59 and 60 where
dissatisfaction with the wording of the definition and its labeling
effects were expressed by the counselors,
TABLE 4,24,— Number and percentage of respondents by office indi
cating their degree of agreement with the state
ment that the treatment of the behaviorally
disabled does not require new counseling
techniques.*
Degree of
Agreement
Strongly
Agree
Agree
Disagree
Strongly
Disagree

Office 1

Office 2

Office 3

Office 4

0
(0.0%)
8
(88.8%)
1
(11.1%)
0
(0.0%)

0
(0.0%)
5
(62.5%)
3
(37.5%)
0
(0.0%)

0
(0.0%)
7
(77.7%)
1
(11.1%)
1
(0.0%)

3
(27.2%)
5
(54.5%)
2
(18.1%)
0
(0.0%)

In conclusion, the hypothesis that the greater the clarity
of the change, the greater the amount of organizational change was
not supported by the data.

There was no consistent pattern of

response in relation to the amount of change in each office and
the staff’s perception of the clarity of the change.

Within all

offices some questioning of the definition of the behavioral
disability categories occurred, while other counselors within the

The word order of the statement is reversed, as well as the
responses, so that agreement indicates that no new counseling
techniques are necessary.
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same office f®lt that ic was recognisable and acceptable.

Evan

Chose questioning the clarity of the definition* though, often
mentioned that they were in agreement with the purpose of using
the category.

It is possible to assuae that the definition may

be nebulous but the purposes for the change are clear.

Whichever

way the change is viewed, clear goals or not, the clarity of the
change was not different between the offices; and the use of the
category was.

One interpretation of this fact may be that all

offices receive the same directives from the State Office in terns
of utilising the classification.

Understanding these sane direc

tives nay lead to a fairly uniform interpretation of the change in
all offices which would explain the relationship found here.
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CONCLUSION AND IMPLICATIONS FOR FURTHER STUDY

Where Did We Go and Why?

Two facts were assumed as given in the original development
of the major thesis:
(1)

that organizations evolve characteristic patterns
for achieving their goals, and

(2)

that organizations respond to demands for change
in varying degrees and at varying rates.

Given these two statements, it was contended that certain organiza
tional traits are more favorable to the implementation of innova
tion than are others.

It was hypothesized that three particular

traits; job satisfaction, attitudes toward change, and the clarity
of the change, were associated with organizational innovation in
the following way:
(1)

the more favorable the attitude towards change by
■embers of the staff of an organization, the
greater the amount of organizational change;

(2)

the higher the job satisfaction, the greater the
amount of organizational change; and

(3)

the clearer the definition of a change, the greater
the amount of organizational change.

These variables (independent variables:

job satisfaction,

attitudes towards change, and the clarity of the definition;
dependent variable:

amount of organizational change), were de

fined and operationalized.

Questions concerning these topics were

asked of all professional staff members in the Michigan Division
of Vocational Rehabilitation; responses were given either by
65
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answering questions asked during a focused interview or by filling
out a questionnaire designed for use in this study.
The Michigan DVR was selected for study because it is a
federal-state agency which has progressively broadened its scope of
services and adapted to the changing demands of a consumer/cllent
public.

One of its most recent innovations was the broadening of

the eligibility requirements for receiving service through the
agency.

Clients with employment disabilities resulting from socio

cultural factors are given vocational guidance, as well as persons
defined as having physical and mental disabilities affecting their
ability to find employment.

Given the optional use of this new

client category, it vas expected that the District Offices would
use It in varying amounts and in ways congruent with different pat
terns of organisation style.
True to the assumption that the agency is capable of rapidly
responding to change, the client caseload had increased almost
three tines in its use of the behavioral disability categories in
the eight months between August. 1970 to August. 1971.
creased from 5.8 percent to 18.42 percent.)

(Use in

In addition, it was

discovered that there were different patterns of response in its
implementation) with the result that one office, designated Office 1.
had nearly three times as many clients In the categories than did
the other three district offices selected for study.
The first hypothesis, concerning job satisfaction, vas not
supported by the data.

In fact, there were indications that the
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lower the job satisfaction, the higher the amount of change.

Rather

than quote studies which have this finding as a result; i.e., low
satisfaction correlated with high change, it was suggested that
change has two sides; namely, a threat to the status quo and
vested interests and/or as a benefit which can eliminate present
problems or improve the situation.

High job satisfaction and the

prospect of an improved situation would yield high rates of in
novation, and vice versa.

Cases involving high job satisfaction

and a threat to this continued satisfactory situation would yield
low organizational innovation.

Low job satisfaction and a prospect

for improvement would yield high rates of innovation.

Tannenbaum

and Seashore* found in their studies of job satisfaction that the
way the supervisor behaved was more influential on production.
This may be another influence on the direction of change and job
satisfaction.
Although this study is not an exact duplication of that done
by Aiken and Hage in their book, Social Change in Complex Organi2
zations, it is fairly similar.

The findings in this study do not

support their conclusions; i.e., the association between high job
satisfaction and high rates of organizational change.

Possible

reasons for this conflicting finding are presented above.

One of

the suggestions for further research in this area does involve the

^Tannenbaum and Seashore, Some Changing Conceptions and Ap
proaches to the Study of Persons In Organizations, In Perrow,
Organizational Analysis, pp. 6-7.
^Hage and Aiken, Social Change, pp. 52-55.
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replication of previous work and an attempt to standardise measures
so that cosparisons may be made*

This was done, at least par*

tially here, and the results are not as predicted, leading to a
furthering of the Inquiry process relating to this issue of job
satisfaction and change.
There was some support of the hypothesis that the nore fa*
vorable the attitude towards change, the greater the amount of
change.

Office 1 had a more favorable attitude towards change, and

Offices 2, 3, and 4 had a less favorable attitude, measured by a
mean office index.

The range between the most favorable and least

favorable vas quite small, though, and whether this difference is
significant was not determined.

The Interesting fact in relation

to the questions posed, in relation to recent innovations insti*
cuted by the Michigan office, is that these questions are a rough
scale for measuring past attitudes towards specific change.
results in a measure of the effect of a history of change.

This
It

can be postulated that a negative history would decrease the
probability of accepting change, and this may be a potential
measure for determining organisational "style" which has been re*
ferrad to as mechanical/organic, static/dynamic, etc.
The third hypothesis, related to the clarity of the defini*
tion, also vas not supported.

It was postulated that the similar

directives issued from the State Office to the District Offices
yielded a fairly uniform pattern of understanding of the definition
and its intent.

Thus, it was found that not all staff members felt
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that the definition was clear, but that the questions concerning
ambiguity and nebulousness were found in all offices*

A large

percentage (SO percent) felt that the definition and recognition
of the disability was elear in its intent and application*
In conclusion, it can be said that the District Offices did
vary in their implementation of the organisational change, meas
ured by the number of clients in the behavioral disability cate
gory within the first three months of 1971*

The only hypothesis

supported, and weakly at that, was the one concerning the attitude
towards change and the amount of innovation*

Although the data has

been analysed and interpreted, there still remains a larger ques
tion:

How can the process of organisational change be better under

stood?

Implications for Further Study

This study was conducted in a traditional manner of doing
organisational research*

Organisational traits were isolated and

operationalised, and a relationahip was hypothesised between them
and another organisational characteristic, the rate of organisa
tional change*

Work in the field of organisational change is

simultaneously rather scarce and voluminous*

This paradox exists

because of the proliferation of ease studies or cooperative anal
yses such as this one which continue to produce tiny bits of infor
mation which must be tediously pieced together to yield only a
smidgin of information*

Through the combination of feeling dis

satisfied with the amount of information obtained through the
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approach used hara and the need to review the literature which is
presently nasslve and largely unrewarding, a search process on
how alternatively to pose the question of how organisations change
and how this process can be — asured.

The result of this exercise

is the following — del of organisational change which integrates
a nunber of studies which have been done in reference to organisa
tions and their process of change.

Measures of the organisational

traits listed can be found through existing studies.

If these

sane — asures or operational definitions were used in future
studies, then the Multipurpose goals of (1) replicating a study,
(2) having cooq>srability of data to contrast findings, (3) having
a lot of initial tedious groundwork established and accepted,
(4) findings could be applied in a wider variety of eircusistances
and organisations, particularly for studies which have large por
tions of unused data which could possibly be interpreted in con
junction with the findings of another study, (5) the work in the
field could begin to get a sesblance of order and coherence.

A

siallar approach is being rocoa— ended in a variety of fields within
the social sciences.

Terry Clark in his study of "Coe— inity Struc

ture, Decision-Making, Budget Expenditures, and Urban Renewal in
51 Aaerican Co— unities,"* delineated the steps in develop— nt of
a nore integrative, large-scale approach to co— unity decision-

1Terry M. Clark, "Co— unity Structure, Decision-Making, Bud
get Expenditures, and Urban Renewal in 51 A— rican Coe— m itles," in
Cos— m i tv Politics, eds. Charles M. Bonjeaa, Terry N. Clark, and
Robert L. Lineberry (New Yorki Free Press, 1970), pp. 293-313.
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making.
A first, admittedly crude, procedure is to compare
two or three case studies of individual communities
which have been conducted by different persons . . .
A second, improved variation of this procedure is
the comparison of results from two, three, or four com
munities that have been investigated by the same re
searcher, or team of researchers, using directly com
parable results and collecting identical data.
A third type of procedure is the quantitative
comparison of relatively large numbers of case studies.
Here, as when examining smaller numbers of studies,
problems of comparability loom large, while to compound
the difficulty, missing information inevitably lowers
the n of any given correlation.
A fourth procedure, and the most satisfactory one
for testing comparative propositions, is the quantita
tive study of large numbers of communities, collecting
identical data in each case using directly comparable
research methods.*
On a more theoretical plane, the development of systems
theory has led to a view of a particular organization or system
within a framework encompassing various parts which are integrated
and react with one another in such a way that the system is al
tered in the process.
Characteristic of organization, whether of a living
organism or a society, are notions like those of whole
ness, growth, differentiation, hierarchical order, domi
nance, control, competition, etc. . . . System theory
is well capable of dealing with these matters. It is
possible to define such notions within the mathematical
model of a system . . .2
The simplest model of an organization involves the presence

^Xlark, "Community Structure," pp. 293-94.

2
Ludwig von Bertalanffy, General System Theory (New York:
George Braziller, 1969), p. 47.
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of an input, a process, and an output.

Input

Organization as
Process

Output

Another important influence on an organization is the general
envlronaent within which it nust function.

Since this can involve

an overwhelming array of information and forces, certain areas,
called the domain, have been selected for study.
It is useful for this purpose to distinguish between
Che domain, which is that part of the environment— the
technological environment, the market environment, and
so on with which the organization is in more or less con
stant interaction, and the secondary environment . . .
A systems model of organizational innovation, integrating
work done by a variety of investigators, has been developed.

When

ever possible, operational measures for the variables will be
found in the footnoted references.

The major sources of theore

tical development are the following four works:
(1)
(2)
(3)

Sydney Bernard, et al., "The Neighborhood Service
Organization,"*
Terry N. Clark, "Institutionalisation of Innovation
in Higher Education,"-*
Jerald Hage and Michael Aiken, Social Change in
Complex Organizations.

^Richard Normass, "Organizational Innovativeness: Product
Variation and Reorientation," Administrative Science Quarterly,
XVI, No. 2 (June, 1971), p. 206.
^Bernard, "Neighborhood Service Organization."
•*Terry N. Clark, "Institutionalization of Innovation in Higher
Education: Four Models," Administrative Science Quarterly, XIII,
No. 1 (June, 1968), pp. 1-25.
^Hage and Aiken, Social Change.
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(4)

Victor Thompson, "Bureaucracy and Innovation."!

Figure 5,1 presents the parts and their relationships of
factors associated with organizational innovation and their re
lationships to each other.

Each subsystem; i.e., inputs, en

vironments, etc., is then examined separately in Tables 5.1-5.6.
The reasons that this model was developed are the following:
(1) to integrate the theoretical concepts utilized by a
number of investigators;
(2) to synthesize the parts within a framework aimed at
understanding the phenomenon, organizational change,
as a total process, distinct from the sum of the in
dividual parts; and
(3) to provide a framework for comparative analysis for
a variety of investigators and/or organizations.
Ideally, this would involve the fourth type of pro
cedure for testing propositions; namely, the quanti
tative study of large numbers of organizations, col
lecting identical data in each case using directly
comparable research methods.
The propositions and relationships evolving from these fac
tors and organizational innovation could be woven within a the
oretical framework which has been conceptualized under the various
continuum dimensions developed in the work of Victor Thompson
(innovative vs. non-innovative),2 Burns and Stalker (organic vs.
3
L
mechanical), and Hage and Aiken (dynamic vs. static).

Therefore,

it could be hypothesized that various traits would cluster to

^■Thompson, "Bureaucracy and Innovation."
2Ibid.
3iom Burns and G. M. Stalker, The Management of Innovation
(London: Tavistock Publications, 1961).
^Hage and Aiken, Social Change.
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FIGURE 5.1.--Relationships of factors associated with organizational innovation
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TABLE 5 . 1 . - - I n p u t s

1.
2.
3.
4.

Physical structure and equipment
Funds
Skills required
Recruitment of staff1
a. Administrative
b.

5.
6.

Non-administrative

Technology^
Raw Material for product
a. Non-human - physical characteristics,
quality and quantity
b. Human - demographic characteristics, socio
economic status, strata of population in
relation to that of the staff, perception of
services to be offered.

TABLE 5 .2.--Environment - Domain^
1.
2.
3.
4.
5.
6.
7.

Competition
Value climate
Growth and state of knowledge of process, organi
zation, and product
Availability of funds
Availability of skills
Availability of knowledge
Demands for services and/or product

^dgar H. Schein, Organizational Psychology (Englewood Cliffs,
New Jersey:Prentice-Hall, Inc., 1965), pp. 19-23.
^Technologies canbe divided into a number of categories: ex..
primary, secondary, and
tertiary.Definitions of various types
technology developed by James D. Thompson are suggested here.
A long linked technology involves serial interdependence in
the sense that act Z can be performed only after successful com
pletion of act Y, which in turn rests on act X, and so on.
Various organizations have, as a primary function, the linking
of clients or customers who are or wish to be interdependent.
Complexity in the mediating technology comes not from the
necessity of having each activity geared to the requirements of the
next but rather from the fact that the mediating technology requires
operating in standardized ways and extensively; e.g., with multiple
clients or customers distributed in time and space.
This third variety we label intensive to signify that a variety
of techniques is drawn upon in order to achieve a change in some
specific object; but the selection, combination, and order of ap
plication are determined by feedback from the object itself.
■^James D. Thompson, Organizations in Action (New York:
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TABLE 5.3.--Innovators

1.
2.
3.
4.
5.
6.
7.
8.

Status
Power
Control of resources
Acceptability to staff
Cosmopolitanism*
Professionalism^
Knowledge of innovation
Position in reference to the organ iza tion
a. Inside the organization
b. Outside the organization

^3LE 5.4.— Change characteristics^

1.
2.
3.
4.
5.
6.

Degree of development of the
central conceptual schemes
Clarity of the innovation^
Time of entry
Relation of innovation to
the central value system
Knowledge of the innovation
Point of origin
a. Inside the organization
b. Outside the organization

7.

8.
9.
10.
11.

Effects of the change
a. By status position
b. Methods of imple
mentation required
Method of introduction
into the system
Cost
Availability of funds
and other resources
Scale of the change
m

McGraw-Hill, Inc., 1967), pp. 15-17.
^Alvin W. Gouldner, "Cosmopolitans and Locals: Toward an
Analysis of Latent Social Roles-I and II," Administrative Science
Quarterly. II (December, 1957} March, 1958), pp. 281-306; pp. 444480.
^Three measures used by Aiken and Hage are (1) years of
training, (2) membership in professional organizations, and
(3) activity within professional organizations: membership to
journals, presentation of papers, and holding offices. Jerald Hage
"An Axiomatic Theory of Organizations," Administrative Science Quar
terly, X (December, 1965), p. 294,
■*This section was largely developed to the work of Clark,
"Innovation in Higher Education: Four Models."
^Gross, etal., "A Major Educational Innovation."

R eproduced with perm ission o f the copyright owner. F urther reproduction prohibited w itho ut perm ission.

TABLE 5.5.— Organizational Characteristics

I.

SYSTEM VARIABLES (CONTEXTUAL)

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.

II.

Age
Production system (technology)
Ownership
Size
Formal goals
Power over inputs
Power over environment
History of innovation^
Value climate
Cosmopolitani sm
Relationship to competitors

STRUCTURAL VARIABLES

1.
2.
3.
4.
5.
6.

Complexi ty2
Communication^
Cosmopoli tani sm^
Emphasis on efficiency-'
Stratification^
Formalization?

^■Hage and Aiken, Social Change, pp. 62-91.
^ Ibid., pp. 32-38.
^Pugh, et al., "A Conceptual Approach.”
^Gouldner, "Cosmopolitans and Locals:
Latent Social Roles-I and II."

Toward an Analysis

^Hage and Aiken, Social Change, pp. 51-52.
^Ibid.. pp. 45-49.
7lbld., pp. 43-45.
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TABLE 5.5.--Organizational characteristics (continued)
III. STAFF CHARACTERISTICS
1. Job satisfaction^2. Compatibility of goals of
organization with personal
goals
3. Turnover in staff positions
4. Cosmopolitanism^
5. Professionalization^
6. Autonomy

7. Attitude towards change
a. Past changes
b. Specific change of
interest
8. Participation in decision
making
9. Continued education

IV. ADMINISTRATIVE PRACTICES4
1.
2.
3.
4.
5.

Autonomy
Emphasis on efficiency
Volume of production
Peer evaluation
Supervisor's metnods of
evaluation
6. Orientation to goals
7. Orientation to terri
torial boundaries

8. Resource control
9. Participation in decision
making
10. Educational programs
11. Intrinsic rewards
12. Worker benefits-particularly economic
13. Diversity of occupations^
14. Communication

TABLE 5.6.--Organizational innovation

1.
2.
3.

4.
5.

Measurement of the attainment of goals
Measure of the state of the system at Timei(prior to change),
T2» T j « « » n
Evaluation of the change by the (a) staff, (b) consumers,
and (3) relevant domain; i.e., competitors, clients, legis
lators, etc.
Measure of the magnitude of the change
Measures of the alteration of the change through time; i.e.,
definition, methods of implementation, change of goals, etc.

1-Hage and Aiken, Social Change.
^Gouldner, "Cosmopolitans and Locals:
Latent Social Roles-I and II."

Towards an Analysis of

^Hage and Aiken, Social Change.
4This section is largely taken from the Thompson article,
"Bureaucracy and Innovation."
^Blau, "The Hierarchy of Authority."
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yield typical patterns of change for different technologies, levels
of change, scale of change, etc.

Although this theoretical model

is only presented here in rudieentary fora in terns of theory con
struction, it doe8 make a basis for such a construction to occur.*
With enpirical data and a theoretical framework, the sim
plistic dichotomies delineated above would be replaced by more
sophisticated and accurate perception of how organizations change.
Repetition of studies such as the one conducted here vould be of
nore value if they were drawn froa established operationalized
variables which would yield some comparability in data.

Of course,

the systemic analysis, replicated over a period of time, by one
investigator, is the major method for obtaining large scale con
trolled conditions and comparabi1ity of data.

Sophisticated sta

tistical analysis would also provide a means for ranking the im
portance of these variables.

For example, cost seems to be a pro

hibitive factor in a number of instances.

Only when this large

scale organization of results and of Interdisciplinary cooperation
occurs, can the study of organisational change be integrated into
a more coherent and meaningful body of knowledge.

Organizations of the Future:

Beyond Bureaucracy?

The death of bureaucracies has been predicted.

There are

^Herbert M. Blalock, Jr., Theory Construction: From Verbal to
Mathematical Formulations (Englewood Cliffs, New Jersey: PrenticeHall, Inc., 1969), and Arthur Stinchcombe, Constructing Social
Theories (New York: Harcourt, Brace and World, 1969).
2Warren G. Bennis, "The Coming Death of Bureaucracy," Think
(November-December, 1966), pp. 30-35.
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at least four relevant threats to their survival:
(1)
(2)

(3)

(4)

Rapid and unexpected change,
Growth in sise where the volume of an organisa
tion's traditional activities is not enough to
sustain growth,
Complexity of n o d e m technology where integration
between activities and persons of very diverse,
highly specialised competence in required,
A basically psychological threat springing from
a change in managerial behavior,1

Problems of growth and decay, turbulent environmental de
mands, and rapidly changing technology all face the organisations
of the future,

Alvin Toffler characterises our society as not only

a throw-away one with cars and paper plates, but with organisations,
too,2

"The key word will be •t e m p o r a r y 3

For a quick run

through seae of the present and imminent changes in organisational
life facing us, here's how Toffler sees its
Throw-away organisations, ad hoc teams or committees,
do not necessarily replace permanent functional struc
tures, but they change them beyond recognition, drain
ing them of both people and power, , • , Traditional,
functional organisation structures, created to meet
predictable, non-novel conditions, prove incapable
of responding effectively to radical changes in the
environments. There is a revolutionary shift in
power relationships • • , People will have to learn
to develop quick and intense relationships on the
job and learn to bear the loss of more enduring work
relationships. The old boundaries between special
ties are collapsing.

^Bennis, "The Coming Death of Bureaucracy," p, 31,
^Toffler, Future Shock, pp, 124-131,
3Bennis, "The Coming Death of Bureaucracy," p, 35,
^Toffler, Future Shock, p, 135,

R eproduced w ith perm ission o f the copyright owner. Further reproduction prohibited w itho ut perm ission.

81

"Future shock" will appear in "organization shock."

The

quick obsolescence of knowledge, particularly in the natural
sciences, demands continual retraining of educated experts of an
out-dated technology.

The new demands for human rights bring in

questions of self-actualization; and the patriarchal lines of
authority inherent in bureaucratic control are undermined by such
a development.

Ties to an organization through loyalty and eco

nomic dependence are being weakened for many.

Demands for a

shorter work day, adjustment of bureaucracies to various cultural
settings which refuse "Westernization," increasing use of auto
mation, the erosion of the Protestant Ethic*--all of these changing
conditions press for bureaucratic annihilation and for organiza
tional change.

^Amitai Etzioni, "The Search for Political Meaning," Occa
sional Papers, Center for the Study of Democratic Institutions
(May, 1972), pp. 2-11.

R eproduced w ith perm ission o f the copyright owner. Further reproduction prohibited w itho ut perm ission.

APPEND IX A

Questions used in measurement of the variables indicated:
Appendix A.l:

Questionnaire format used to determine job
satisfaction.

Appendix A.2:

Questionnaire format used to determine
attitude towards change.

Appendix A.3:

Questionnaire format used to determine the
clarity of the behavioral disorder categories.
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APPENDIX A . l

We would like your opinion as to your satisfaction or dissatis
faction with respect to certain aspects of your situation here.
Are you very satisfied, satisfied, dissatisfied, or very dis
satisfied; on the whole, how satisfied are you--

Very
Satisfied
1.

That the work you
do is in accord
with the profes
sional training
and experience
which you have
had?

2.

With the progress
you are making to
ward the goals
which you set for
yourself in your
present position?

3.

With the profes
sional interaction
you have with your
work associates?

4.

With the oppor
tunities you have
for using your own
skills and abili
ties in your
work?

5.

With your present
job in light of
your career ex
pectations?

6.

With the capabili
ties of most of the
people who are cur
rently in DVR?

Satisfied

Dissatisfied

Very
Dissatisfied
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APPENDIX A . l

7.

(c o n t.)

Very
Satisfled

Satisfled

Dissatisfied

Very
Dissatisf ied

With the level of
professional stand
ards maintained by
most counselors? _________

_________

______ _

_________
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APPENDIX A . 2

For the following statements please note your agreement--whether
you strongly agree, agree somewhat, disagree somewhat, or strongly
disagree.
Strongly
Agree
1.

2.

Agree

Disagree

Strongly
Disagree

Traditional programs
within the Division
are suffering be
cause of the too
rapid expansion
*nto other
________
programs

_______

________

________

The development
of "new career"
positions such as
aides should be
slowed down so
that evaluations
over a period of
time can be made ________

_______

________

________

3.

There should be
less of an effort
to establish
"experimental" of
fices and more em
phasis on strength
ening the offices
which already
exist

4.

The changes in DVR
are so rapid they
make me uncomfort
able

3,

DVR should not add
a new category of
disability until
clear-cut and un
ambiguous defini
tions of the dis
ability are drawn
UP
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APPENDIX A . 3

For the following items please indicate whether you strongly
agree, agree somewhat, disagree somewhat, or strongly disagree.
Strongly
Agree
1,

2.

3,

Agree

Disagree

Strongly
Disagree

The Division
should definitely
enlarge its services
to the behaviorally
disabled even if
this means reducing
the number of per
sons with physical
handicaps in the
________
caseload

_______

________

________

The treatment of
the behaviorally
disabled requires
new counseling
techniques_______ ________

_______

________

________

Do you think that the disability, sociogenic neurosis, is an
easily recognizable disorder? ___ no ___ yes (if answer is
yes, skip to question 4)
3a.

4.

Why not?

_____________________________________________

Do you think that the disability, sociogenic retardation, is an
easily recognizable disorder? ___ no
yes (if answer is
yes, skip 4a)
4 a.

Why not?
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