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Abstract

EXPERIENTIAL EXERCISES IN SOCIAL WORK EDUCATION 
FOR ADMINISTRATIVE PRACTICE

by
Kenneth J. Kazmerski 

Advisori Professor Harold H. Weissman
Social work education for administrative practice 

requires pedagogical resources that prepare students for the 
realities of work in human service organizations. Available 
teaching materials are in short supply and too often depict 
simulations from the business world or from other professions 
such as medicine.

This project addressed the problem of limited, 
relevant administrative materials for social work education. 
The project had a design phase and an assessment phase. The 
design phase involved observations of the administration 
curriculum and student body at the Hunter College School of 
Social Work and a search for and adaptation of simulations 
to fit a course of study in the School's program. The assess­
ment phase included the conception of evaluative procedures 
and instruments, data collection and analysis, and a report 
of the findings.

Simulation design considered such factors as cost, 
flexibility, and potential outcomes in relation to other 
pedagogical materials, their usefulness as a supplement to 
direct field experiences, and their potential for the

iii
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application of androgogical principles. Design processes 
for each exercise explicated concepts and objectives to be 
learned, activities to be simulated, time frames for exer­
cise sequences, and debriefing questions that would serve to 
highlight, integrate, and transfer learnings.

The project's assessment phase aimed to improve the 
utility of those simulations which were selected and 
developed during the design phase. To improve an exercise's 
usefulness, the project studied each exercise for the 
presence of three general attributesi 1) the relevance of 
an exercise to social service organizational and administra­
tive processes, 2) the adequacy of an exercise's means for 
learning, that is, the educational materials and processes 
of each exercise, and 3) an exercise's effectiveness in 
terms of students' learning specific course objectives and 
general administrative competencies. If one or more of 
these three general attributes was found to be in deficit, 
the project considered options for change and made recommen­
dations for the further refinement or replacement of the 
exercise.

To obtain the desired information, the project 
administered an achievement questionnaire to students before 
and after the course and an exercise-assessment questionnaire 
at the completion of each experiential exercise. Observa­
tions and interviews supplemented the questionnaires to 
substantiate the questionnaire-generated data, to solicit 
student attitudes about the merits and problems of each
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exercise* and to evaluate recommendations for improving 
each exercise.

The study found three of the six tested exercises had 
utility. Two others required specific alterations and the 
last necessitated either significant changes or substitution.

Impressions gained from the project suggest that 
simulated activities have real usefulness in social work 
educational programs. By participating in well constructed 
simulations, students not only can achieve planned learning 
objectives but usually gain additional knowledge and skills 
that are unanticipated but relevant to the subject matter 
and to the distinct needs of the participating students. 
Increased self-awareness and sensitivity to others typically 
result from the interactions that comprise any given simula­
tion. Simulations may enable students to immediately apply 
theory from lectures and texts to practice situations they 
might not otherwise encounter in their field work 
experiences. Furthermore, simulated exercises tend to 
enrich the classroom experience, offering diversity and 
excitement and commanding students' attention. Also, 
simulations can facilitate socialization into a profession 
by their stimulation of ethical issues and distinctions 
between prescribed and proscribed professional behaviors.



ACKNOWLEDGEMENTS

My interest in experiential learning in the class­
room has been strongly encouraged by members of my committee* 
Harold Weissman, Irving Weisaan* who are members of the 
faculty of the Hunter College School of Social Work* and 
Richard Lodge* former director of the Council on Social Work 
Education and professor at Adelphi University School of 
Social Work. I am indebted to them for this, for their 
incisive criticism and keen advice* and for the major role 
they have played in the completion of this doctoral project.

During the course of designing and evaluating the 
exercises within this project* I have received help from 
many sources. Chief among the contributors were the 
students who assisted so willingly in the assessment of the 
exercises and my wife* Lorraine* who counseled and motivated 
me and who took full responsibility for typing this report. 
For their support* I am truly grateful. Also, I must 
acknowledge the aid I received from other faculty and 
from my friends. Finally* I wish to express my warm 
appreciation to my children, Victoria, Paul,and Linda, for 
the patience and understanding they showed throughout my 
doctoral studies.

vi



CONTENTS
Page

APPROVAL....................................  ii
ABSTRACT....................................  iii
ACKNOWLEDGEMENTS ..............................  iv
LIST OP TABLES............................... ix
CHAPTER

I. BACKGROUND AND DEVELOPMENT ............. 1
General Purpose
Nature of Unmet Need Addressed by Project 
Selection of Type of Teaching Material 
for Design and Evaluation 

Review of the Literature and Current 
Efforts

Project Setting! Hunter College School 
of Social Work 

Simulation Design 
Implementation 
Evaluation 
Project Outcomes 
An Outline of the Report

II. ASSESSMENT PLAN...................... 24
Introduction 
Target Information 
Methodology 
Study Participants 
Summary

III. DATA ANALYSIS AND FINDINGS............. 36

Introduction
Influence
Informal Organization 
Leadership 
Supervisory Tasks 
Performance Appraisal 
Formal Organization 
Effects of Experiential Exercises on 
Achievement 

Summary

vii



viii
Page

IV. CONCLUSIONS...................................83
IntroductionSummary and Assessment of the Project 
Use of Simulations 
Future Studies 
Summary

APPENDIX A. PRE-COURSE DATA QUESTIONNAIRE ........  105
APPENDIX B. MY ADMINISTRATIVE CAPACITIES (POST­

COURSE DATA QUESTIONNAIRE).......... Ill
APPENDIX C. ASSESSMENT OF LEARNING QUESTIONNAIRE . 116
APPENDIX D. THE EXERCISE OF INFLUENCE (POWER,

AUTHORITY) IN HUMAN SERVICE 
ORGANIZATIONS ....................  123

APPENDIX E. INFORMAL ORGANIZATION ..............  138
APPENDIX F. LEADERSHIP FUNCTIONS AND STYLES . . . .  159
APPENDIX G. SUPERVISION AND SUPERVISORY TASK

ANALYSIS...............................170
APPENDIX H. SUPERVISION AND DEVELOPING EFFECTIVE

MANAGERSi PERFORMANCE APPRAISAL . . 184
APPENDIX I. STUDYING THE FORMAL ORGANIZATION . . .  199
APPENDIX J. QUESTIONNAIRE DATA FOR EXERCISEi

INFLUENCE............................. 223
APPENDIX K. QUESTIONNAIRE DATA FOR EXERCISEi

INFORMAL ORGANIZATION ...............  225
APPENDIX L. QUESTIONNAIRE DATA FOR EXERCISEi

LEADERSHIP............................ 227
APPENDIX M. QUESTIONNAIRE DATA FOR EXERCISEi

SUPERVISORY TASKS ................  229
APPENDIX N. QUESTIONNAIRE DATA FOR EXERCISEi

PERFORMANCE APPRAISAL ...............  231
APPENDIX 0. QUESTIONNAIRE DATA FOR EXERCISEi

FORMAL ORGANIZATION .................  233
BIBLIOGRAPHY......................   235



LIST OF TABLES

Table Page
1. Student Characteristics ................. 32
2. Comparison of Educational Effectiveness

With and Without Experiential Exercises . 77

3. Comparison of Student Perceptions of
Achievement of Course Objectives Before
and After the Course— By Experiential
and Non-Experiential Units .............. 79

4. Comparison of Experiential and Non-Exper­
iential Course Units for Growths in 
Perceived Achievement . ................  80

ix



CHAPTER I

BACKGROUND AND DEVELOPMENT

General Purpose
This is a report of a formative project which had as 

its goals the development of experiential exercises, also 
called simulations, and the study of their utility in a 
social work education program for administrative or managerial 
practicet The project attempts to add to the pool of avail­
able teaching materials* It also looks for insights into 
those factors which affect the utility of simulations in a 
classroom in order to influence the future design and imple­
mentation of simulations in social work education* In 
particular, the project's principle function is the expansion 
of sound pedagogical resources for educators of social work 
students of administration.

Nature of Unmet Need Addressed by Project
Teaching materials for use in social work education 

for managerial practice are thought to be lacking in quan­
tity and relevance. The 1976 report of the Council on 
Social Work Education's study of education programs for 
administration in nationally accredited schools of social 
work indicates that administration faculty regard the small 
amount of currently available teaching materials as being 
"too simplistic, or too oriented toward business adminis­
tration."1

- 1 -
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This materials gap is more prominent if one agrees 
with the conclusion reached in the above study that there 
is "a need to use the classroom both as a laboratory and as 
a locus for experiential learning” for students to practice 
professional skills development* compensating for agency 
problems of providing a broad range of actual administrative 
experiences for students in a time-limited field work pro­
gram. Furthermore, the gap becomes even more salient when 
viewed from a perspective that an expansion of social work 
education for administrative practice is not only desirable 
but necessary to meet the estimated 15,000 new openings and 
about 1,000 replacement vacancies which are estimated to 
occur in social service managerial positions between 1970 
and 1980.2

Strengthening social work efforts in administration 
education is necessary. Based upon the previously mention­
ed, projected combination of 16,000 new openings and 
replacement vacancies in social welfare managerial positions 
between 1970 and 1980 and an enrollment of slightly more 
than 2,000 students in the first half of this decade in 
social work concentrations in administration, management, and 
social policy,-^ it is estimated that at least 11,000 posi­

tions in this decade will have to be filled by ill-prepared 
social work graduates and/or by non-social work personnel.

Some of the reasons for social work's inadequate 
response to manpower demands are the profession's preoccu­
pation with therapeutic competencies to the near exclusion
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of program improvement competencies between 1915 and i960,** 
the prohibition of graduate schools by the Council on Social 
Work Education (the organization which accredits social work 
educational programs in our country) from offering two-year 
specializations in administration until its policy change of 
January, 1971,^ the lack of student interest in administra- 
tion-policy concentrations (i.e., the social work student 
body grew by 29.4 percent from 1970 to the end of 1974 but 
the administration-policy student body only grew by 1.5 per­
cent in the same period, even though macro-practice concen­
trations increased dramatically in this period),** and the 
primitive stage of development of the theoretical base of 
education for social service administration (e.g., in the 
entire first five years of the nineteen seventies, only two 
administrative education papers were published by the Journal 
of Education for Social Work, social work's principal 
academic journal).

One assumes that educational program expansion with­
out a concomittant development of teaching materials can 
lead to only partial success in the preparation of students 
for effective practice in the administration of human ser­
vice organizations. At this time, expanding and enhancing 
educational materials on social service administration seem 
critical. The forces of an expanding social service 
administration job market, potential domination of this 
job market by persons not educated in social service admin­
istration, and societal demands for accountability in its
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institutions, urge our profession to move in the direction 
of increased quality and quantity in social work education 
for administrative practice.

Selection of Type of Teaching Material for Design and 
Evaluation

At the Hunter College School of Social Work the use 
of teaching materials in the administration concentration 
has been limited almost exclusively to case studies. This 
likely reflects the state of arts in materials development. 
Published case records in social services administration do 
exist.^ Case examples can be and are derived from student 
and field instructor experiences. However, films, video­
tapes, role plays, in-basket items, and leaderless group 
exercises in the context of social welfare settings and 
social service administration situations are not generally 
available for classroom use.

Experiential exercises, which include role play and 
in-basket and group experiences, were chosen over films and 
tapes for reasons of cost, flexibility, and desired outcomes. 
Simulated organizational exercises were thought to cost less, 
to be more adaptable to different educational situations, 
and, most importantly, to actively engage students in the 
practice of administrative skills.

The dominating principle within this project was that 
education of students for social service administration 
should emphasize both theory and immediate opportunity for 
practice of the theory. Since an administrator is a person
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of thought and action, I believed that educational progruff 
which prepare persons for such positions should involve not 
only the dissemination of knowledge but also the involvement 
of the student in experiencing this knowledge in a work 
related situation. My four years of supervising administra­
tive students in field agencies led me to the conclusion 
that theoretically supportive administrative field work 
experiences often do not exist or they occur at times not 
suited for the best integration of theory. I concluded that 
experiential exercises, which enable a high involvement of 
the student in the application of theory as it is taught, 
should be located or developed and tested.

Androgogieal theory suggests that adult learners 
achieve better in educational situations in which they are 
self-directing, they are involved in action-learning and 
experience evaluation, and they see immediate job-relevance

Q

in the subject matter. Stimulus-response theory similarly 
emphasizes the learner as an active participant, rather than 
a passive listener, or viewer,^ Reinforcement-oriented 
theories recommend learning by doing with appropriate 
reinforcement-feedback that follows the learning.10 
Compentency-based educational theory considers teaching to 
be structuring and managing of environmental conditions for 
learning and learning to be the achievement of given 
behavioral objectives,11 All educational theories stress 
teaching which is learner focused, that is, teaching at a 
level that corresponds to a student's present attributes 
and needs.
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Experiential exercises as selected and developed for 
this project were thought to reflect the above theoretical 
propositions. The exercises were designed to provide 
students with a structured learning environment encompass­
ing student-centered learning objectives, simulated admin­
istrator-focused activities, and opportunities for immediate 
reflection and feedback on personal performance, on exercise 
processes, and on real-life generalizations.

Review of the Literature and Current Efforts
Several major efforts to develop or enhance adminis­

tration teaching and curricula in social work have recently
12been reported by the University of Washington, the Univer­

sity of Pennsylvania,^ the University of Southern Califor-
14 1^nia, Florida State University, J the University of

16 17Minnesota, the Council on Social Work Education, ' the
18Southern Regional Education Board, New York State Associ­

ation of Deans of Social Work Schools,"^ the University of
20 21 22 Michigan, Rutgers University, and Temple University.

Four of the above reports relate totally or partially
to experiential classroom learning. The University of
Pennsylvania Casebook Studies has one experiential exercise
by Burian and Stine in it. Kershner and Washburn of U.S.C.
wrote a very brief introduction to gaming and simulations.
At the Council on Social Work Education's 1977 Annual Program
Meeting, Siegel presented outlines of exercises that he and
Lawrence developed or adapted for use at the University of
Michigani exercise details are not yet available for use
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by other schools. Lastly, the work of Austin and others at 
Florida State University is extensive and relevant to this 
project at Hunter College.

In particular, the Florida State University materials 
are useful for their theory and exercises. Chapters II and 
IV of the Working Papers in Mental Health Administration! 
Training and Evaluation Monograph #1 discuss issues and 
assessment techniques in evaluating training programs in 
mental health administration. The mimeographed manuscript 
details actual experiential exercises, one of which was used 
in this project. The introduction of the instructor's guide 
is valuable for its theoretical explication of simulations 
and of the role of the instructor in their use.

To my knowledge, there is no report at present which 
examines the impact of simulations on social work students 
of administration. Thus, this project hopes to fill a part 
of the gap in pedagogical knowledge and materials, a gap that 
is significant during our current period of educational 
expansion in social service administration.

Through its emphasis upon clearly defined skill 
objectives, active student participation in simulated 
practice situations, personal performance assessment as a 
means for promoting student involvement and achievement, the 
project may positively influence the total curriculum in 
administration at Hunter College* On a larger scale and 
over a long period of time, the project may play a part in 
improving administrative practice, in enhancing the images
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of both administration as a social work method and institu­
tional enhancement as a social work function, and in 
attracting greater interest in the study and teaching of 

social service administration.

Project Settingi Hunter College School of Social Work
The Hunter program is an ideal location for develop­

ing and evaluating the utility of social work teaching 
materials on administration. It has a master degree program 
in social work administration. Its faculty has a commitment 
to educational excellence and innovation and to improvements 
in the quality of course offerings. Of critical importance, 
the faculty has an interest in and show support for doctoral 
studies, including this particular project.

Proceeding the evaluation phase of the project, I 
spent one year observing all major administration courses 
in the master level program at Hunter College School of 
Social Work. I analyzed course content and the student 
population, formulated student learning objectives for each 
unit of learning since none existed, and determined exercise 
needs. Concurrently in that year, I did an extensive search 
of the literature and located simulations relevant to the 
School's administration curriculum.

Based upon such factors as my course observations, 
the necessary addition of an extra hour of classroom time 
per week to a course to allow for the inclusion of simula­
tions, and my availability to conduct the exercises in the 
Fall semester, Professor Harold Weissman and I decided to
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evaluate some of the exercises in the Fall semester's 
introductory course. A major determining factor was the 
newness to the program of the students in this course. We 
assumed new students would be less resistant to expanding 
the time of the course than students who already had been in 
classes of two not three hours duration per week.

Thus, the bases for the selection of particular 
experiential exercises for adaptation and assessment were 
their relevance to the subject matter normally taught in 
the first course in Hunter's social work program for 
administrative practice, their potential applicability to 
social work, and the apparent strength of their learning 
processes. Eventually I selected and adapted ten simulations 
to complement the eight areas of study comprising the intro­
ductory course. Each of the following sequentially taught 
areas had one exercise developed for it, except "supervision" 
and "goals and goal setting" which had two apiecet 
1) influence, 2) informal organization, 3) leadership, 4) 
personnel management, 5) supervision, 6) union negotiation,
7) formal organization, and 8) goals and goal setting.

In this project the course topic choices were assumed 
to have validity and were accepted as given. Each exercise, 
however, was carefully selected for its purported or 
estimated relationship to a given course topic.

Simulation Design
The project's design of teaching materials was complex. 

It involved numerous interrelated activities, each aimed at
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the development of a component part of a particular struc­
tured learning experience. The exercise components to be 
developed were learning objectives# simulated experiences 
and the directions for undertaking them# simulation resource 
materials, time frames, and debriefing questions.

In the first place, the design phase of the project 
involved the delineation of concepts and student-centered 
objectives for each exercise. The objectives described the 
end-states or performance outcomes that students could 
expect to achieve by means of their participation in a given 
exercise.

Next, the design of simulated activities usually 
required adaptations of existing materials to ensure stu­
dents' active engagement in relevant social service admin­
istration related activities, such as influencing the 
decision making processes of a national agency board and 
appraising the performance of social service personnel. I 
assumed that direct involvement in simulated organizational 
and administrative processes maximizes student participation 
in their own learning, enables independent and mutual theory 
application, and facilitates student use of prior experiences 
which vary with each student and which not infrequently (as 
with certain one-year-residency students) are extensive.
The activities, as designed, permitted students to observe 
others handling similar situations and therefore to have more 
than just the instructor as a role model. The process of 
design also embraced the specification of activities and
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time periods in a way that would encourage students to be 
self-directed, that is, to take independent action in any 
given administrative situation and to use their own back­
ground and knowledge.

Lastly, the design of exercises entailed the genera­
tion of alternative debriefing questions and the selection 
of those questions which would provide the greatest 
opportunities for reflection about the experience and for 
the receipt of feedback from others. Thought to be essential 
in debriefing were evaluation, reinforcement, and correction. 
Considered preferable were questions which would enable 
students to examine their own learning through self-reflec­
tion and peer review, to apply theory overtly, to generalize 
to the practice world from the classroom, to evaluate the 
strengths and weaknesses of an exercise, and to recommend 
improvements in an exercise. Another consideration in the 
design of the debriefing session was the creation of a 
structure for pooling information and for peer learning 
under the guidance of an instructor whose role would be to 
facilitate, focus, support, and not dominate.

As a result of involving students as adults and 
mutual learners in simulated, non-passive administrator and 
evaluator roles, it was anticipated that experiential exer­
cises would enable students not only to achieve stated 
learning objectives, but also to offer recommendations for 
improving the exercises. By evaluating student performance 
data and student reactions to the structured learning
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activities, judgments about the utility of an experiential 
exercise could be made and the areas requiring revision 
could be identified.

Implementatlon
Experiential exercises reflect certain educational 

principles which govern their processes in implementation. 
First, learners should actively be involved in the educa­
tional process. The educator's task in experiential 
exercises are therefore disseminating and monitoring the 
exercise and facilitating subsequent discussion. The 
student not only has high involvement but has actual 
responsibility for the conduct of the exercises.

Second, learning should be self-directed. The educa­
tor's task of control in learning is deemphasized in experi­
ential exercises. Because of student responsibility for the 
implementation of the exercise, the educator shares much of 
the control with the student and much of the resultant 
learning is self-directed.

Third, education should be relevant to student 
capabilities. In adult education such capabilities vary 
dramaticallyi thus, the educator's task in experiential 
exercises is to capitalize on the range of student abilities, 
through differential role assignments or through discussions 
which solicit students' diverse perspectives on the simu­
lated experience.

Fourth, students should have role models who exemplify 
the desired learning. The educator's task thus is to either
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act as a model or provide opportunities for others to do so. 
During experiential exercises, the educator searches for 
students who may be serving in this capacity. Students who 
demonstrate Competency in a given behavior can be observed 
by others in the simulation and can then be the focus of 
subsequent educator-led discussions. More than one good 
model may develop in a simulation, enabling comparisons and 
recognition that there usually is more than one right way 
to handle a situation.

Fifth, professional learning should be relevant to 
particular functions to be carried out by the student upon 
graduation. In this case the educator's task is to use the 
learning materials to generate information and skills that 
the student likely will use in his/her professional prac­
tice. Experiential exercises actually engage the student 
in organization-management situations which present not 
only informational stimuli but which also demand actions of 
evaluating and manipulating those stimuli. The instructor 
then is to use the stimuli and student responses as subjects 
for evaluative discussions.

Sixth, adult learners should be involved in experience
evaluation. The educator's task becomes providing a series
of opportunities for students to reflect upon their learning
and its processes. The educator who uses experiential
exercises consequently should allow time for discussion and/
or written reflections about the learning experience and its
outcomes and about possible revisions in the exercise and 
the resultant effects of proposed revisions.
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Seventh, relevant learning should be reinforced* The 
task of the educator is to provide feedback which increases 
desired student responses. By using experiential exercises, 
the educator structures an environment in which relevant 
responses are likely to occur and be reinforced either as 
the behavior occurs when possible or during the subsequent 
discussion.

The educational package of experiential exercises was 
delivered to Hunter social work administration students in 
the Pall, 1977» semester. Typically, the delivery of a 
simulation in the class was patterned as followsi

1. Substantive lecture by Professor Weissmani
2. Overview of substance-related experiential exer­

cise by Professor Kazmerskii
3. Engagement in exercise by students and monitoring 

by Professor Kazmerskii
4. Evaluation of exercise and its learning by 

Professor Kazmerski and studentsi
5. Written evaluations of the exercise by studentsi
6. Tentative evaluation of the exercise by Professor 

Kazmerski•
There were eight units of learning, each of which 

lasted an average of two weeks. As each unit was completed, 
a tentative and preliminary review was made of the accomplish­
ments and the problems of the experiential exercise(s) and 
its implementation. Six of the ten prepared experiential 
exercises ultimately were used. Time prevented the
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evaluation of some exercises and one exercise was determined 
to be unacceptable based upon feedback about earlier exer­
cises* Student resistance* anticipated in light of the 
increased classroom time (from two to three hours per week) 
expected of them* did not materialize to any significant 
extent* Interpretations were made relative to the potential 
of the exercises for professional growth and their signifi­
cance for administration education. To reduce student 
resistance to the completion of evaluation forms* particu­
larly performance rating forms in which they assess them­
selves* discussions and forms included statements about the 
necessity of ongoing evaluation in social work administration, 
about students' need for feedback, and about the desirability 
of personal review within any profession, as well as a 
declaration that the assessment would not affect a student's 
grade for the course.

Another anticipated difficulty was the possibility of 
a planned exercise taking more or less time than allotted. 
Therefore, an agreement was made with Professor Weissman on 
eliminating an exercise if the time demands of a course unit 
far exceeded estimates. As mentioned, four of the ten 
exercises were not used.

Lastly, the issue of grading was raised. It was my 
belief that written self-evaluations should not be considered 
in the grading processes. In fact, performance during any of 
the experiential exercises, due to the untested nature of the 
exercises* was not subjected to a grading process. This
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decision did not seem to affect student motivation for 
participation in the exercises.

Evaluation
Criteria. This was a formative project to develop 

experiential exercises and to study and improve their utility 
in an educational program for social work administration. 
Utility success criteria were broadly catagorized into 
three areas * relevance, adequacy of means for learning, 
and effectiveness. In other words, an experiential exer­
cise was considered to be good or useful if it was relevant 
to social service organizational/administrative processes, 
if its learning means included sound internal pedagogical 
elements and processes (e.g., appropriate learning objectives, 
a complementary relationship to the lecture, clear direc­
tions and procedures, and opportunities for self-directed 
learning, for self-relfection, and for peer learning), and 
if it facilitated student achievement of specific learning 
objectives and general administrative competencies. If an 
exercise did not contain these three general attributes of 
relevance, adequacy of means for learning, and effectiveness 
in sufficient amounts, then changes were deemed necessary 
and recommendations for revision or replacement were made*

Criteria standards were difficult to specify in view 
of the absence of prior information in this area. However, 
target standards of seventy (70) percent presence of each 
of the three general attributes were arbitrarily established 
as part of this project.
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Target Scope. The target population for the program 
of experiential exercises was the group of students who 
enrolled in the introductory administration course at Hunter 
College School of Social Work in the Pall, 1977» semester. 
Demographic data about the participants was accumulated at 
the beginning of the semester.

Control of attributes of the participants was not 
attempted as a control group experimental design was consider­
ed premature in this developmental project. A comparison of 
the attributes of local and national graduate student popu­
lation in social work administration concentrations, while 
desirable for examining the representativeness of the target 
population to determine the extent to which the findings can 
be generalized, could not be achieved because of data 
unavailability.

Data Collection Methods. Described in this report 
are the methods used to collect data for evaluating the 
classroom exercises. The methods used include 1) a question­
naire on student background information, 2) my observations 
during, and group interviews after, each exercise, 3) a 
review of audiotapes mdde during each debriefing discussion 
which followed a simulation, *0 a questionnaire on student 
reactions to, and learning from, each exercise, 5) pre­
course and post-course self-rating forms which assessed 
student competencies in relation to the learning objectives 
of the exercises, and 6) informal, unplanned discussions 
with students individually and in small groups.
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Analysis of Findings. The key evaluation variables 
reported on in the project are as followsi

1. Simulation's relevancet
a. Extent to which student takes the simulation 

seriouslyi
b. Extent to which student perceives others to 

take the simulation seriously»
c. Applicability to field agency»
d. Realism of features of a social welfare 

organization!
2. Simulation's adequacy of means of learning)

a. Potential for stimulating a student!
b. Clarity of simulation's directions!
c. Self-direction opportunities!
d. Relatedness to diverse learning needs!
e. Role model provision!
f. Appropriateness of debriefing questions!
g. Reinforcement adequacy!
h. Opportunity for skill practice!
i. Opportunity to "use" concepts not used in 

field!
j. Opportunity for reflection! 
k. Opportunity for inquiry in the class!

3* Simulation's effectiveness!
a. Simulation's contribution to the achievement 

of specific learning objectives!
b. Student self-reported achievement!



-19-

c. Simulation's provision of insights on 
administration and its problemsi

d. Simulation's stimulus for further learning)
e. Simulation's preparation for professional 

activity.
In the assessment phase of the project* each exercise 

was treated as a separate study. As already indicated* each 
exercise was evaluated for its relevance, its adequacy of 
means for learning* and its effectiveness. Changes were 
considered and recommendations for revision or replacement 
were made as deemed necessary.

However, Raser's assertions about the primitive state 
of knowledge about evaluating pedagogical methods* particu­
larly gaming, are applicable here and should be noted.

In the first place* most of the reported research 
on teaching offers results that are ambiguous of 
show no significant correlation between learning 
and instructional method. This is due to the 
extreme difficulty both of determining the exact 
educational goals of any given set of materials* 
and of designing reliable measures of learning. 
Moreover* the problem of data-based evaluation 
is even more complicated if what one wants to 
test is a hunch that what is learned by gaming 
is not so much factual information as a new way 
of integrating information, enhanced appreciation 
of the complexities of social relations* and 
greater insight into strategies of bargaining, 
communications* and decision-making. No tests 
have yet been devised to measure such abstract 
qualities* and tests that measure factual 
learning and specific attitude changes miss 
the point. So again, I suggest that the 
educational effectiveness of gaming cannot 
be appraised until there is more awareness 
of the purposes and potential of the games, 
and a conoommitant development of tests for 
measuring changes along the dimensions referred 
to above.2 3
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I do not believe that the development of educational
materials should await hard data gathering devices. I agree
with Raser when he states that social scientists should

• . . refuse to be apologetic about their 
own fiddling, tentative modeling, gaming, 
and hunch following. The knowledge to be 
gained from such insightful playing - guided 
by esthetics as well as by logic - may be 
as great as that to be gained from the most 
tightly structured observation of puntiformphenomena.

Project Outcomes
The immediate outcomes of the project are threefoldi 

1) student learning, 2) more relevant and reliable social 
work administration teaching materials that have been 
evaluated in an actual classroom situation, and 3) ideas 
about the use of simulations in social work education. 
Hopefully, these outcomes will have some influence, though 
unmeasured in this project, on broader goals of strengthened 
educational programs for administrative practice, improved 
administration of social welfare organizations, enhanced 
functioning and image of the social welfare institution, and 
ultimately bettered social and personal conditions of the 
consumers of social welfare services.

Project findings are being made available to Hunter 
faculty and possibly others. If experiential exeroises have 
sufficient demonstrated value, their use may be continued 
and even expanded, although there can be no guarantee that 
this will happen.
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An Outline of the Report
The remaining chapters of this report explicate the 

simulation assessment themes identified in this first chapter. 
The second chapter describes the plan of assessment and the 
project participants. The findings and their interpretations 
are the subject of the third chapter. The last chapter 
presents conclusions, an evaluation of the investigation! 
and recommendations regarding the use to be made of the 
findings and some areas for further study.
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CHAPTER II 
ASSESSMENT PLAN

Introduction
This chapter has three purposes. First* it identifies 

the substance of the information sought in the evaluation 
phase of the project. The chapter then describes the 
methods used to obtain the information. Finally* it des­
cribes the students who were participants in the project and 
who were the primary source of the information.

Target Information
As indicated in the first chapter* the project studied 

an exercise for the presence of three general attributes 
assumed to be essential for that exercise to have utility in 
a social work educational program for administrative practice. 
These three attributes were relevance, adequate means for 
learning, and effectiveness.

An exercise was considered to be relevant if students 
perceived it as being applicable to their field agencies and 
as being representative of social service organizations, and 
if students reacted to it seriously. An exercise was deemed 
to have adequate means for learning if students reported that 
its educational elements and activities stimulated students* 
complemented lectures, provided clarity of directions, gave 
opportunities for self-directed learning, related to the 
learning needs of different students, enabled peer learning,
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posed questions to enable debriefing discussions that were 
appropriate to the course's learning objectives, offered 
opportunities for reinforcement of learning, and correlated 
positively with student interests. An exercise was thought 
to be effective if students said it facilitated the learn­
ing of specific objectives, if they reported they achieved 
these objectives, and if students believed that the exercise 
provided insights into administration and administrative 
problems, stimulated their desire for further learning in 
the substantive area under study, and prepared them for 
later professional practice.

Additionally, the project sought information from 
students about the merits and problems of an exercise and 
about their opinions as to learning that results from an 
exercise. Finally, the project solicited data about changes 
that might be made in an exercise to improve its relevance, 
learning means, and effectiveness.

Methodology
Type. The evaluative methodology used in this project 

may be characterized as exploratory, action-oriented, and 
formative. Kerlinger explains that the exploratory study 
"seeks what is rather than predicts relations to be found 
• • • Exploratory studies have three purposes * to discover 
significant variables in a field situation, to discover 
relations among variables, and to lay the groundwork for 
later, more systematic and rigorous testing of hypotheses."1
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Action investigation in eduoationf according to Gold-
pstein, seeks information about the application of 

instructional theory in a local classroom. He states that 
such an investigation uses available pupils and/or teachers 
as subjects and employs not only flexible and less rigorous 
procedures of inquiry but also simple procedures of analysis 
in order to improve education in that setting.

Formative evaluation stresses an iterative process of 
testing and modification. It focuses on identifying "areas 
where revision is needed . . .  to improve the instructional 
methods and materials so that greater student learning will 
result."^

Standards. In this project standards were arbitrarily 
set as a guide for deciding if an experiential exercise is 
acceptable or should be revised. Any simulation found to 
have relevance, means for learning, and effectiveness at 
seventy (70) percent levels was considered to be useful for 
subsequent classes and to not require modification or 
replacement. Seventy (70) percent was selected as the 
standard since it was well above the half-way-present mark 
of fifty (50) percent and well below the totally present 
mark of one-hundred (100) percent which potentially would be 
out of reach for newly developed teaching materials.

Methods of Data Collection. In the assessment phase 
of this project, data was collected in six ways. One, a 
pre-course background information questionnaire was used to 
solicit name, age, birth date, undergraduate major, graduate
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degrees and areas of study, specialized education or training 
in administration, and work history. A copy of this instru­
ment is appended as part of the "pre-course data” form.

Two, identical performance self-rating forms were used 
as pre-course and post-course measures and were administered 
before the course began and after it was completed. Self 
reports for the evaluation of student performance were chosen 
to simplify data collection. Ideally, in an experimental 
situation, which this project is not, other means of evaluat­
ing student competencies before and after the course also 
would be employed. Other means were considered but were not 
utilized. For example, at the beginning of a course, field 
instructors might be asked to evaluate student performance 
but most of them could not do this since they would not yet 
know their students. Even by the end of the course, all 
students could not be expected to have field experiences in 
each area of the course and certainly not in the development 
of every competency described in the numerous course learning 
objectives. Therefore, field instructors, or for that matter 
any other observer in field activities, would be unable to 
assess the students on their level of achievement of all 
course objectives. Direct observation of each student during 
a simulation might be possible. However, individualization 
of students by a single person would be very difficult when 
eighteen (18) students are engaged concurrently in an exer­
cise. Observation of each student individually performing a 
simulated task would require much preparation and testing of
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the individual tasks before the tasks could reliably test 
student competenciest this in itself would be another 
research project. Vignettes and examinations might be used 
but these would be useful only in measuring the acquisition 
of knowledge and analytical skills, not interpersonal or 
other psycho-motor skills that simulations also attempt to 
develop. Consequently, having ruled out other methods of 
evaluating student competencies before and after the course, 
self-report forms were designed for use in this project.

The pre-course performance rating form was attached 
to the background information form and was given to students 
to complete before the course began. At the end of the 
course, the post-course form without the background informa­
tion section attached to it, was given to students for 
completion. A copy of the pre-course instrument is appended 
as part of the "pre-course data" form. A copy of the post­
course instrument, entitled "My Administrative Capacities," 
is also appended.

These performance self-rating forms were designed to 
solicit student perceptions of their administrative compe­
tencies in the learning areas of the School's introductory 
course. On the forms were listed all behavioral objectives 
for the course. A rating scale was presented under each 
objective. The scale was weighted from one to eight, with 
one representing no ability to demonstrate the competency in 
question, two and three representing occasional ability to 
demonstrate that competency, four and five representing
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moderate ability, six and seven representing frequent or 
great ability, and eight representing a capacity to always 
or totally demonstrate that competency. To exemplify»

USES INFLUENCE APPROPRIATE TO A SITUATION

I 2 3 5 5 5 7
not to a small moderately to a large totally
at all degree or degree or or

occasionally frequently always

Students were told to circle the number that most clearly 
corresponds to the level of ability he or she had at that 
point in time. Each student was assigned both a "unit 
achievement score" based on his or her response to questions 
about competencies covered in that course unit, and an "over­
all achievement score" based upon responses to all twenty- 
six (26) course competency questions. To reiterate, these 
measures were taken before the course began and then again 
at its end.

Three, a student reaction questionnaire was administer­
ed after each exercise (copy appended). Open and closed type 
questions were combined to obtain information about student 
attitudes toward an exercise that was just completed. In 
open-ended questions (items 01-05) students were asked about 
their learnings from the exercises, reasons for not learning, 
suggestions for improving the exercise, and aspects of the 
exercise they liked. Closed-ended questions were posed to 
obtain weighted responses relative to an exercise's perceived 
relevance (items 06-09), adequacy of means for learning,



(items 10-23), and its contributions to student learning 
(items 36-43). A six point rating scale was used in this 
questionnaire.

Pour, during exercises observations were made. Stu­
dent behavior and implied attitudes were assessed.

Five, evaluative interviews were conducted after 
exercises with the class as a whole. These interviews were 
audio-taped.

In the direct observations, group interviews, and tape 
reviews, the strengths and weaknesses of an exercise's 
components and processes were inferred from student verbal 
and non-verbal behaviors. Strengths and weaknesses were 
analysed in relation to the three general attributes of an 
exercise 1 1) relevance, 2) adequacy of means for learning,
and 3) effectiveness.

Six, informally, students were observed and inter­
viewed during conferences and coffee breaks. Occasionally 
statements were made and questions asked about a given 
exercise, about student attitudes, and about other related 
matters. The same criteria used in the observations and 
interviews during class and the reviews of tape after class 
were applied in these unplanned sessions with students.

Classroom Procedures. With one exception, the class­
room procedural pattern was as follows. First, Professor 
Harold Weissman presented concepts didactically. Second, I 
gave an overview of the experiential exercise, that is, its 
objectives, activities, and general student responsibilities
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or tasks. Third, students engaged in the simulation while 
I observed. If requested, I consulted with students.
Fourth, together the students and I discussed the simulation 
and the learning obtained from it. Fifth, students completed 
a questionnaire on their reactions to the exercise. Last, I 
immediately but cursorily reviewed the strengths and weak­
nesses of the exercise and its implementation in a preliminary 
analysis to determine needs for change in procedures and 
directions that might affect subsequent exercises.

The single exception to the procedural pattern occurred 
in the first unit of learning. Professor Weissman, who was 
unable to attend this session, gave his lecture the week after 
the completion of the exeroise.

Study Participants
The class of students who enrolled in the introductory 

administration course at Hunter College School of Social Work 
in the Fall semester of 1977 was the target group selected 
for the program of experiential exercises (see Table 1).
This group of students numbered eighteen (18). Eleven (11) 
students, sixty-one (61) percent, were male and seven (7), 
thirty-nine (39) percent, female. This compared with the 
national average of thirty (30) percent male and seventy (70) 
percent female full-time MSW students in 1975-76.^ They 
ranged in age from twenty-four (24) to forty-nine (49)» six 
(6) were in their twenties, seven (7) in their thirties, and 
five (5) in their forties. Their mean age was thirty-four
(34.3) as compared to the national 1975-76 mean of twenty-six



TABLE 1 
STUDENT CHARACTERISTICS

Sex Age
Undergraduate
Degree

Graduate
Degree

Administrative 
Staff Development

Years of 
Experience

Male 11 20s 6 Education 4 Yes 4 Yes 5 0 1
Female 7 30s 7 Psychology 4 No 14 No 13 Under 1 2

40s 5 Sociology 3 1+ 3
Other 7 2+ 4

3+ 1
4+ 2
5+ 5
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(26,it-) for full-time social work students.^ They had diverse 
major areas of study at the undergraduate level of education) 
four (4) majored in education, four (4) in psychology, three 
(3) in sociology, and one (1) each in social-psychology, 
economics, sociology, recreation, social work, business 
management, foods-institutional management, and philosophy.
Four (4) had graduate degrees) all were in education. Five
(5) of the eighteen (18) attended staff development programs 
on administration. All but one (1) student had prior admini­
stration experience. Five (5) had more than five (5) years 
of experience, two (2) had more than four (4) years, one (1) 
had more than three (3) years, four (4) had more than two (2) 
years, three (3) had more than one (1) year, and two (2) had 
less than one (1) year.

1 attempted to locate national and local data about 
the attributes of graduate social work students in adminis­
tration concentrations. I wanted to compare the project's 
target group with other student populations in order to 
examine the representativeness of the class studied and to 
determine if and to which extent the project findings might 
be generalized. Unfortunately, such data was not available.

All of the eighteen (18) entering students participated 
in the study. Because of this limited pool, I made no effort 
to control the attributes of the study group. Though desirable, 
I considered such control unnecessary and premature in an 
exploratory project.
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Summary
The target information* methodology* and participants 

of the study have been described in this chapter. In summary* 
a natural group of students enrolled in an introductory 
course in administration in the Hunter College School of 
Social Work during the Fall semester of 1977 was the source 
of data used in this project to assess the utility of experi­
ential exercises designed for use in education for social 
service administration. A useful exercise was one that had 
relevance to social services* adequate means for learning, 
and effectiveness. The project considered those exercises 
which did not have these attributes in sufficient quantities 
to be unacceptable and to require revision or substitution.
A combination of observations, interviews, and questionnaires 
elicited the data for assessing the merits and drawbacks of 
the exercises. On those bases, the project evaluated six (6) 
exercises, the results of which are found in the next chapter.
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CHAPTER III 
DATA ANALYSIS AND FINDINGS

Introduction
Exercises were evaluated on three (3) general attri­

butes i relevance* adequacy of means for learning, and 
effectiveness. Each of these general attributes was compris­
ed of several specific characteristics.

Relevance is an external attribute of an exercise. 
Relevance characterizes an exercise's ability to represent 
the external, real world of administration and thus to be 
viewed seriously by its participants. Adequacy of means for 
learning is an attribute which describes the exercise's 
internal characteristics, that is, its learning materials 
and processes.

Effectiveness is an outcome attribute of an exercise. 
Effectiveness defines the products of learning, such as the 
knowledge gained, the skills developed, the attitudes and 
motivation changed.

An exercise was considered to be relevant (items 06- 
09, Assessment of Learning Questionnaire) if students reacted 
to it seriously, if they believed other students took it 
seriously, if they saw the exercise as applicable to their 
field agency, and if they viewed the simulation as realis­
tically describing features of a social welfare organization. 
An exercise's means for learning were deemed adequate (items 
10-23» Assessment of Learning Questionnaire) if students found
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the exercise to be stimulating, to be relevant to the lecture, 
to be clear in its directives, to allow for self-directed 
learning, to meet the learning needs of different students, 
to enable learning from peers, to be appropriate in terms of 
its debriefing questions, to provide reinforcement for learn­
ing, to be interesting in its subject matter, to be illustra­
tive of a lecture, to provide opportunities for skill- 
practice, to enable students to use information not yet used 
in the field, to enable students to reflect on feelings and 
attitudes, and to lead to more relevant questioning by 
students in comparison with other classroom learning methods. 
An exercise was judged as effective (items 36-*K3» Assessment 
of Learning Questionnaire and relevant items from the post­
course questionnaire, My Administrative Capacities) if 
students thought that it helped them to achieve the learning 
objectives for a course unit and to develop insights into 
administration and administrative problems, if students found 
the exercise to be a stimulus for further learning, if stu­
dents reported that the exercise helped to prepare them for 
future professional activity, and if students reported they 
achieved the objectives of a course unit of learning.

In sum, an experiential exercise was determined to 
be acceptable for further use if students viewed it 1) as 
relevant, 2) as having adequate learning means, and 3) as 
effective. As discussed in the previous chapter, on all 
three (3) general attributes success standards were set 
arbitrarily at seventy (70) percent of the maximum possible
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score, In other words, a good exercise was thought to 
contain the three (3) general attributes at a seventy (70) 
percent level and, if so, was deemed acceptable for future 
use and not in need of change or further development.

To obtain the level of an attribute of an exercise in 
the project, the sum of the students' raw scores on that 
attribute was divided by the total possible score for that 
attribute. For example, the attribute, relevance, was 
measured by adding together the sum of the students' scores 
on Assessment of Learning items 06-09 (91 + 93 + 62 + 63 =
309) and dividing the sum by the total possible score (108 + 
108 + 96 + 90 = 402), which equals .7686 or 76.9 percent.

In the above example, eighteen (18) students responded 
to items 06 (18 X 16 = 108) and 07 (18 X 6 = 108), sixteen
(16) students responded to item 08 (16 X 6 * 96), and fifteen
(15) students responded to item 09 (15 X 6 = 90). The maximum
score for each student was six (6) because a six point scale
was used to measure all attributes except effectiveness, which 
had both a six point scale and an eight point scale.

In the analysis of the student responses to individual 
questions, responses of one, two, and three (1-3) on a six 
point scale (Assessment of Learning Questionnaire) are 
considered negative, and responses of four, five, and six (4- 
6) are considered positive. Likewise on an eight point scale 
(My Administrative Capacities Questionnaire), the lower half 
numbers (1-4) are considered negative responses and the upper 
half numbers (5-8) are considered positive responses. Thus, if



-39-

a student checks three (3) on a question, his answer is 
regarded as a "no.”

The mean average response for each question is calcu­
lated by taking the sum of each student's actual score for 
any given questionnaire item and dividing that sum by the 
number of students responding to that item. In all cases 
except student evaluations and self-achievement of specified 
learning objectives, the mean score was derived from a six 
point scale. With regard to the exception, an eight point 
scale was used.

Data regarding the above-named exception will always 
be found under the sub-heading "effectiveness" in the 
analysis of each exercise below. These exceptions will be 
identified by the words "eight point scale" in parentheses.

Standard deviations and variances were computed for 
all items on both questionnaires. This statistical informa­
tion is reported in composite form in an appendix for purposes 
of future comparisons should subsequent research be undertaken.

Influence
The exercise, "Influence (Power, Authority) in Organi­

zations," was viewed very favorably by students. In both the 
written and oral comments of students, the exercise was rated 
highly on the three (3) general variables of relevance, 
adequacy of learning means, and effectiveness.

Description. In this exercise students role play 
agency directors who come together as a board of "National 
Agency” to elect a new board president. Each student has
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different amounts of legitimate (votes) power. Other types 
of power become necessary to influence the board's decision 
making. Students independently or jointly forumulate 
strategies of influence.

Relevance (items 06-09), Assessment of Learning). All 
of the eighteen (18) students wrote that they took the 
simulation on influence seriously (mean 5*05)* Similarly, 
they all indicated that they believed that other students also 
took this exercise seriously (mean 5*17)• With regard to 
the exercise's applicability to the student's field agency, 
only nine (9 ) of the sixteen (16) respondents answered 
affirmatively (mean 3.86). Lastly, eleven (11) of the 
fifteen (15) respondents believed that the influence exercise 
realistically modeled a social welfare organization (mean 
4.20).

Combining the above four (4) sub-attributes to obtain 
an overall relevancy score, students as a group rated the 
exercise on influence at nearly a seventy-seven (76.9 ) per­
cent level of relevancy. Thus, in terms of the attribute, 
relevance, this exercise was successful since it was well 
over the target score of seventy (70) percent.

Oral comments from students strongly supported the 
exercise's relevance. For instance, one student said,
"Power is crucial in my agency. You really have to know 
how to exercise influence to get what you need from the 
board." Several students referred to how this exercise 
represented what goes on in their agencies in terms of



-41-

people manipulating situations for their own interests, in 
terms of the effects of good and poor influence on the goal 
achievement and the emotional climate of an agency, in terms 
of the effects of good and poor influence on the goal 
achievement and the emotional climate of an agency, in terms 
of conflicts among legitimate and other kinds of power, and 
in terms of the stratification of power in an agency.

Adequacy of Learning Means (items 10-23, Assessment of 
Learning), Students responded even more favorably to the 
questions dealing with pedagogical materials and processes 
then they did to the questions of relevance. All of the 
eighteen (18) students found the exercise on influence to be 
stimulating (mean 5*28). Students did not answer the question 
of fit between lecture and exercise as no lecture preceded 
this exercise. Seventeen (17) of the eighteen (18) respon­
dents said the exercise's directives were clear (mean 4.94).

Sixteen (16) of eighteen (18) students believed that 
this exercise provided opportunities for self-directed learn­
ing (mean 4.94), Of the sixteen (16) students who answered 
the question of the exercise's appropriateness to the learning 
needs of different students, fourteen (14) answered affirma­
tively (mean 4,94). The entire class claimed the exercise 
helped students to learn from each other (mean 5.11).

Seventeen (1?) of eighteen (18) respondents agreed 
that the exercise's debriefing questions were appropriate 
(mean 5*11)* The exercise enabled students to receive 
reinforcement for good performance, according to sixteen (16) 
members of the class (mean 4.94), All students in the class
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expressed interest in the exercise's subject matter (mean 
5*39)* Students omitted item 19> the question about whether 
the exercise illustrated the lecture, due to the absence of 
a lecture.

Practicing an administrative skill was possible because 
of the exercise, according to fifteen (15) of the eighteen 
(18) respondents (mean 4>.50). Fifteen (15) of seventeen (17) 
students reported that the exercise on influence enabled them 
to use information that they had not yet used in field prac­
tice (mean 4,35), The exercise encouraged self-reflection as 
attested by seventeen (17) of the eighteen (18) respondents 
(mean 5»33)» Finally, sixteen (16) students out of the 
eighteen (18) viewed the exercise as contributing to relevant 
class inquiry (mean ^.88).

Aggregating the data from the above component parts 
of the general attribute, adequacy of learning means, the 
exercise on influence received an overall rating of eighty- 
three (83) percent. This was well above the targeted score 
of seventy (70) percent* so no changes were essential on 
this attribute of the influence exercise.

Oral, non-structured evaluative comments from students 
were not particularly enlightening or plentiful regarding the 
attribute of adequacy of learning means. Students focused 
almost exclusively on learning outcomes rather than learning 
processes and materials in their discussions. My own 
impressions supported the written findings that this exer­
cise established excellent learning conditions. Students
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involved themselves with zeal in both the simulation and the 
debriefing. They often referred back to this exercise in 
terms of how well it was constructed in comparison with 
subsequent experiential exercises.

Effectiveness (items 36-43* Assessment of Learning and 
Section A, 1-3* My Administrative Capacities). The exercise 
on influence succeeded also in terms of its capacity for 
enhancing student learning. Fifteen (15) of the sixteen (16) 
respondents said that this exercise facilitated their achieve­
ment of learning objective one, analyzes own and other's 
influence in terms of its source and its rank (mean 4.88). 
Later, on the post-course self rating form (eight point 
scale) seventeen (17) of the eighteen (18) students claimed 
they achieved this first objective (mean 5*72). All sixteen
(16) respondents believed that the exercise facilitated their 
achievement of the second objective, anticipates the effects 
that using influence in a given situation will have on self, 
on others, and on the organization (mean 4.94), as well as 
the third objective, uses an influence posture and strategy 
appropriate to one's power, to the situational conditions, 
and to the interests of the organization (mean 5.13). On 
the post-course self rating form (eight point scale), 
seventeen (17) of the eighteen (18) students said they 
achieved learning objective two (mean 5*67), and sixteen (16) 
of this group reported achieving objective three (mean 5.22),

Twelve (12) of fifteen (15) respondents on the exer­
cise assessment form believed that the influence exercise
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helped students to develop insights into administration 
and administrative problems (mean 4,20). Asked if the 
exercise was a stimulus for further learning, fourteen (14) 
of fifteen (15) students thought so (mean 4,93)* Lastly, 
thirteen (13) of fifteen (15) respondents agreed that the 
exercise prepared them for future professional activity 
(mean 4,2?).

Overall, students rated the exercise on influence as 
being about seventy-five (74,6) percent effective. This 
effectiveness score, being above the targeted seventy (?0) 
percent, meant that this exercise required no further 
development in the effectiveness area.

Students in the discussion period spoke at length 
about the personal awareness that resulted from the exercise. 
They became aware of differences among field agencies in 
their power concentration and differential use of influence. 
Students agreed that a significant learning was their 
recognition in the exercise that different types of power 
became necessary in response to changing conditions.

Evaluative statements gave attention to this exercise's 
capacity "to erystalize conceptions ralated to power,” to be 
more subtle in the exercise of power and to more carefully 
assess the person(s) to be influenced," to reflect upon "the 
feeling of powerlessness," to enable one to see that a person 
who controls certain resources can be undermined by others," 
to enhance an "understanding of) different ways of achieving 
and using power," to allow students "to discriminate between
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effective and ineffective uses of power," and to enable 
learning about "the way power influences behavior in 
organizations."

Changes. Change suggestions were minimal. Many 
students recommended that the exercise be left as is. Some 
wanted more time for debriefing after the simulation proper 
and one specifically desired discussion of participant moti­
vations during the exercise. A few thought that the written 
message part of the exercise either could be eliminated, or 
reduced, or interspersed with oral communications within the 
small group.

This exercise definitely can be used in the future in 
the same format as was employed in the project. A full three 
(3) hours are necessary for its use, not the minimum of two 
and one-fourth (2i) hours suggested. With the additional 
available time, more discussion about the applicability of 
the exercise to various field agencies would be possible, 
thus addressing the exercise's only low score item. 
Considerations could be given to trying the exercise without 
the written message period) however, it seems that this 
period provides participants with essential time for assessing 
others, formulating strategies, and becoming emotionally 
involved in the experience without the threat of verbal 
interaction.

Informal Organization
This particular exercise, called, "The Bad Cop," met 

with a somewhat unfavorable reception by the thirteen (13)
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students who participated in this simulation. Individual 
responses showed great variability. But on the whole 
students reported that the exercise lacked sufficient 
quantities of the general attributes of relevance* adequacy 
of learning means, and effectiveness.

Description. This exercise includes a case study 
which becomes the basis for the development of strategies to 
change an informal organization which negatively affects the 
formal organization's performance. The exercise simulates a 
city council meeting at which various community groups, such 
as the major's office, the police commissioner's staff, and a 
citizen's committee, criticize each group's plans for improv­
ing the problematic situation.

Relevance (items 06-09, Assessment of Learning).
Twelve (12) of the participants said that they reacted to the 
simulation seriously (mean 4.62), and eleven (11) said other 
students reacted likewise (mean 4.62). Only six (6) of these 
students believed the exercise on informal organization to be 
applicable to their field agencies (mean 3*46). Lastly, a 
mere five (5) of the twelve (12) respondents viewed the 
simulation as realistic in its description of features of a 
social welfare organization (mean 3.17).

Its total relevancy level was just above sixty-six
(66.3) percent, but below the target level of seventy (70) per 
cent. Changes in this attribute of the informal organization 
exercise are worthy of consideration, particularly in the 
areas of field agency applicability and social service realism
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Some students orally objected to using policemen and 
not social workers as the principals in the simulation. Not 
all participants agreed with this criticismt some expressed 
the belief that the use of "bad cops" as an example made 
clearer the potential negative effects of some informal 
organizations or organizational goals while not sidetracking 
students to arguments about the existence of "bad social 
workers.” One student added that the respondents do not, or 
will not in the future, supervise only social work personnel.

If other later recommended changes are made, perhaps 
the relevancy question will not be critical. Possibly, the 
relevancy of the informal organization exercise could be 
increased by helping students in the discussion period to 
look at their own agencies in light of what transpired during 
the simulation. If neither of the above possibilities affect 
change in the exercise's relevancy attribute, then revision 
of the principal roles from cops to social workers will be 
necessary.

Adequacy of Learning Means (items 10-23, Assessment of 
Learning). Seven (7) of the thirteen (13) participating 
students found the exercise on informal organization to be 
stimulating (mean 3,6$). Eight (8) thought that the exercise 
fitted the content from the lecture (mean 3.62). Eight (8) 
students also considered the exercise's directions to be 
clear (mean 4.15).

Only six (6) participants viewed the informal organiza­
tion exercise as relevant to the learning needs of different
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students (3.23). Asked if the exercise enabled students to 
learn from each other, nine (9 ) replied positively (mean 
3.77). Twelve (12) students indicated that the exercise's 
debriefing questions were appropriate (mean 4.62). Reinforce­
ment, according to six (6) of the twelve (12) respondents, 
occurred during some phase of the exercise (mean 3*92).

The informal organization exercise matched the inter­
est of ten (10) of the thirteen (13) participants (mean 4.31)» 
illustrated lecture content for seven (7) participants (mean 
3*78), and enabled the practice of an administrative skill 
for eight (8) participants (mean 3.85)• A very small number 
of students, four (4) of eleven (11) respondents, reported 
that the exercise on informal organization enabled students 
to use information not yet applied in the field (mean 3*00).

When questioned about this simulation's capacity for 
student self-reflection, nine (9) of the thirteen (13) 
participating students answered affirmatively (mean 4.31). 
Finally, on the potential of the exercise on informal 
organization to stimulate relevant class inquiry, again 
nine (9) students said "yes” (mean 4.00).

Overall, students rated the adequacy of learning means 
of the exercise on informal organization at a little more than 
sixty-four (64.4) percent. This level, being below the target 
level, indicated a need to further develop the learning means 
of this exercise. Judging from the above scores, the simula­
tion proper, not the debriefing, needed modification.
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Many respondents believed the exercise focussed too 
much on strategies for changing an organization's informal 
structure and that the process of delineating and criticiz­
ing strategies took too long in the exercise. These students 
wanted more attention to be given to assessing the actual 
development of an informal structure within a simulated 
organization.

Several students orally complained about the time 
allocation being insufficient either for the simulation 
proper or for the subsequent debriefing period. One person 
suggested that given more time, informal groups would become 
more evident in the exercise and could be used as examples 
in later analysis.

More time also might increase the learning potential 
of the exercise for different students. Furthermore, it 
could allow students more opportunities to use concepts and 
to reinforce learning.

Most students agreed that, because the exercise was 
carried over from one class period to another, the climate 
for learning was hurt. Some said they forgot the dynamics 
and feelings of the week before. Others agreed that the 
exercise lost its sense of immediacy through postponement.

Effectiveness (items 36-43, Assessment of Learning 
and Section B, 1-3* My Administrative Capacities). Only 
four (4) of the eleven (11) respondents claimed to achieve 
the first learning objective on informal organization, 
identifies the informal structure of an organization (mean
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3.00). Six (6) of these same students reportedly achieved 
the second objective, evaluates the effects of the informal 
organization on the organization (mean 3.73)• The same six
(6) persons indicated that they achieved the final objective, 
evaluates alternative strategies for using or influencing 
the informal organization (mean 3.5*0» On the post-course 
questionnaire (eight point scale), fifteen (15) students 
from the class believed they achieved objective one (mean 
5.6l)i fifteen (15) claimed to achieve objective two (mean 
5.72)1 and fourteen (14) reported they achieved objective 
three (mean 5.50).

Ten (10) of the twelve (12) respondents to the Assess­
ment to Learning Questionnaire believed this exercise helped 
students to develop insights into administration and admini­
strative problems (4.25). Nine (9) of these twelve (12) 
respondents thought the exercise to be a stimulus for 
further learning (mean 4.08). Lastly, asked if the exercise 
helped to prepare themselves for professional practice, 
seven (7) of the twelve (12) answered positively (mean 3*83).

In response to open-ended questions about learning, 
all but two (2 ) of the participants said they learned some­
thing from this exercise. Most of these persons explained 
that they became more sensitive to the characteristics and 
effects of informal structures on formal organizations.
Many made associations with informal organizations in their 
own agencies. A few students thought the major learning to 
be the types of strategies one might employ to assess and to
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influence the informal structure of an organization. An 
unexpected learning for some was learning to better handle 
disagreements and criticism.

On overall effectiveness, students rated the exercise 
on informal organization less than sixty-seven (66.k) per­
cent. This attribute, like the other two (2) for this 
exercise, was below the success criteria. This was further 
evidence that changing this exercise is essential for future 
use, especially with regard to the first learning objective, 
identifies the informal organization.

Changes. If used again in the School's administration 
program, "The Bad Cop" exercise would require changes. It 
can be used as is to develop planning skills for intervening 
in informal organizational groups. If altered, it could be 
used also to develop analytical skills for identifying and 
assessing informal groups. To accomplish both objectives, 
the class as a whole would be divided into two (2 ) large 
groups instead of five (5) small groups to allow for the 
greater development of structure, specialization, and 
differentiation within groups. One (1) group could play the 
commissioner and staff, the other group the citizens 
committee for better government. Each group first would 
individually prepare a proposal to improve the current 
situation. The two (2) groups then would meet for debate, 
not simply for criticism, of their respective proposals. 
Finally, debriefing would center upon examining 1) the 
merits of the various strategies in the two proposals, 2 )
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the changes in strategies that students would make as a 
result of the debate, and most importantly 3)t the emergent 
informal structures (leadership, roles, norms, communication 
patterns, and affective ties) that developed in each of the 
two groups during the planning and debating process.

It is assumed that the small size of the groups (from 
three (3) to four (4) memebers each) in the original version 
of the exercise made the structural elements of these groups 
more fluid and less apparent to observers. By reducing the 
number of groups and in turn increasing group membership to 
eight (8) or nine (9) persons, it is believed that the groups 
will tend to develop clearer patterns of authority, inter­
action, affection or trust, roles, and operating norms or 
rules, thus making it easier for students to observe and 
identify these informal structures.

If so, the anlytical objective as well as the planning 
objective could be met through this exercise. Also, less 
time would be spent on only developing and criticizing 
plans since fewer groups and consequently fewer plans would 
be involved.

Student criticisms should reduce after this basic 
change is made. If not, further development of the exercise 
should occur, such as replacing policemen with social work 
personnel as the focal subjects of the exercise.

Leadership
The exercise, "Leadership Functions and Styles," was 

the least realistic of the simulations. Students voiced
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concem about the relevancy and the learning materials and 
processes of this exercise but were in agreement that they 
learned from it.

Description. This exercise involved four (4) students 
playing different style leaders, each of whom is responsible 
for an airplane building task to be carried out by a group 
of workers (students). The class then compares the effects 
of varying styles of leadership upon task achievement and 
group morale. Obviously, this exercise did not represent a 
typical social service agency. However, I thought that the 
leadership processes structured in the exercise were 
sufficiently generic to warrant inclusion in the course.

Relevance (items 06-09, Assessment of Learning).
Only one-half of the total class reacted seriously to this 
exercise on leadership (mean 3*61) and thought other students 
took this exercise seriously (mean 3*50). Again, nine (9) 
of the eighteen (18) students believed the exercise to be 
applicable to their field agencies (mean 3.06). Not 
unexpectedly, as few as six (6) of the seventeen (17) 
respondents said that the simulation realistically described 
features of a social welfare organization (mean 2 .59).

The total relevancy level of the leadership exercise 
was slightly more than fifty-three (53.3) percent. This was 
well below the target score, indicating the desirability of 
changing this attribute completely.

During the group interview of the debriefing sessions, 
students were highly critical of, and most dissatisfied with, 
the leadership exercise which had the lowest realism of all
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exercises. Student comments suggested that satisfaction in 
learning from a simulated exercise may be dependent upon 
that exercise's realism. Typical comments included, "it was 
hard to take the exercise seriously." "Change the exercise 
to make it more relevant to social work." "I couldn't apply 
myself to the exercise." "Pick a more appropriate exercise." 
"It was simplistic and irrelevant to my work experience."

Generally, then, participants asked that the exercise 
be made "appropriate to social work," and "relevant to the 
actual work situation," however, one respondent wrote, 
"Please, don't have the task'related'to social work . . . 
as someone suggested— the topics are related already through 
social interaction within the groups."

Adequacy of Learning Means (items 10-23» Assessment 
of Learning). One-half of the class found the leadership 
exercise stimulating (mean 3*39)* Nine (9) of the seventeen 
(17) respondents said the fit between the lecture and 
exercise was good (mean 3*94). Seventeen (17) members of 
the total class assessed the exercise directives to be 
clear (mean 5»H)« Ten (10) of seventeen (17) respondents 
believed the exercise provided opportunities for self­
directed learning (mean 3*35)• Only seven (7) found the 
leadership exercise relevant to the learning needs of 
different students (mean 3,00) and eight (8 ) said the 
exercise enabled them to learn from others (mean 3*22).

Asked if the exercise's debriefing questions were 
appropriate, twelve (12) of sixteen (16) respondents said
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they were appropriate (mean 4.56), Only six (6) of fifteen 
(15) said that students were reinforced for good performance 
in the exercise (mean 3*27)• Fourteen (14) of seventeen (17) 
students found that the exercise on leadership contained 
subject matter of interest to them (mean 4.76). Questioned 
if the exercise illustrated lecture content, eleven (11) of 
sixteen (16) replied affirmatively (mean 4,25) • Of "the
fourteen (14) students responding to the question about the
leadership exercise permitting skill practice, only six (6) 
said it did (mean 3.00), Seven (7) of fifteen (15) students 
claimed the exercise enabled them to use information not yet
applied in the field (mean 3.13).

Seven (7) of sixteen (16) students believed that the 
leadership exercise encouraged more self-reflection than 
other learning methods did (mean 3.69). Finally on this 
attribute of learning means, a mere five (5) of fifteen (15) 
respondents assessed this exercise as leading to relevant 
class inquiry (mean 3.00),

The leadership exercise received an overall rating of 
about sixty-two (61,8) percent on its adequacy of learning 
means. As this attribute of the exercise was also low, 
the need for refining the exercise was more apparent.

Particularly weak areas identified in the above 
analysis were its inflexibility in meeting diverse learning 
needs, and its lack of opportunities for peer learning, for 
reinforcement, for skill practice, for applying concepts, 
for self-reflection, and for relevant class inquiry. The
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strong areas of its learning means were its directives( 
debriefing questions, subject matter, and relationship to 
the lecture.

Several students mentioned in discussion that this 
exercise took too long. One pinpointed the problem of 
excessive time, saying it occurred in the airplane construc­
tion period of the exercise.

Some respondents said the exercise was simplistic.
One student said it lacked subtlety. Another recommended 
that exercises should be like experiments rather than 
demonstrations. Students agreed that the dynamics (e.g., 
changing conditions, problems) of leadership should be 
built into the simulation proper.

One student said the learning process would be 
enhanced through the use of videotapes of students in 
leadership roles. He added that the tapes could be examined 
to determine each student’s personal style and leadership 
effectiveness.

Effectiveness (items 36-4-3)» Assessment of Learning 
and Section C, l-3» My Administrative Capacities). On the 
first learning objective, classifies leadership styles, 
thirteen (13) of seventeen (17) students evaluated the 
exercise as positively enhancing student achievement of that 
objective (mean 4,29)• Eight (8) of sixteen (16) respondents 
assessed the exercise as contributing to student attainment 
of objective two, analyzes the effects of varying leadership 
styles (mean 3*56). Regarding the final objective, identi­
fies conditions for the appropriate use of each style of
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leadership, eight (8) of seventeen (17) students assessed 
this exercise as promoting student achievement of this 
objective (mean 3,18), Noteworthy, all students reported 
on the post-course self-assessment form (eight point scale) 
that they achieved objective one (mean 6,83) and objective 
two (mean 6,22). Also on this form (eight point scale), 
sixteen (16) members of the class claimed to have achieved 
the third objective (mean $,67),

Ten (10) students out of seventeen (17) believed that 
the exercise helped them to develop administrative insights 
(mean 3#71). Eleven (11) of this group evaluated the 
exercise as a stimulus for further learning (mean 3.76),
Ten (10) of these seventeen (17) reported that the exercise 
prepared them for future professional activity (mean 3*59).

The exercise's overall effectiveness rating was 
nearly sixty-eight (67,7) percent, which was almost at the 
target level of seventy (70) percent. The exercise was 
successful on objective one and almost achieved what it 
was supposed to achieve on the whole. But this was not 
enough, judging from the amount and strength of expressed 
student dissatisfaction.

According to oral and open-ended written reports, 
growth occurred in students' awareness of their own 
personal reactions to certain forms of authority. Most 
students commented upon the leader's impact upon not only 
their own but also the group's functioning. For example, 
one person expressed surprise at her group's low tolerance



-58-

for, and inability to work with, an authoritive leader. 
Another stated he should not have allowed the laissez-faire 
group leader to upset him and the group.

For at least one student, self-reflection went beyond 
the experience at hand. "The impact of the exercise on me 
was strong. I've given a great deal of thought since to my 
own styles of leadership and their effects on my job."

Many participants already recognized the need for 
different leadership styles in different situations. For 
most students, the discussion after the exercise reinforced 
the notions that demands for a leadership style change and 
that a good leader is a responsive one.

Changes. A major recommendation for further develop­
ment of the leadership exercise was that of providing 
opportunities for all participants to experience different 
styles of leadership. Students in the exercise performed 
either as, or under, a single type of leader and some 
claimed they could not tell what was going on in the other 
groups. One respondent said it this way, "The instructor 
should develop a means for all to observe first hand the 
dynamics of different leadership styles."

A second often made recommendation was to change the 
group task from building airplanes to doing a social service 
activity. One person suggested that groups be given the 
responsibility for completing new social work forms. A 
second respondent thought the task might be formulating a 
social service program proposal.
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One student recommended that the exercise include 
the followers attempting to influence a leader's style. Thisf 
I believe, would facilitate a discussion of changing condi­
tions affecting leadership requirements and would give 
participants an opportunity to experience the effects of 
attempted change.

Finally, two respondents thought this exercise should 
be eliminated. One said it was too elementary and the other 
stated it "was too simple and obvious as well as irrelevant."

Therefore, to have utility for the School's intro­
ductory course, either changes have to be made in this 
exercise or it has to be discarded. If discarded, a new one 
has to be located.

In either case, the exercise to be used in the future 
should aim at a higher level of experiential learning. It 
should involve students in experiencing or at least observing 
more than one leadership style in situations that are some­
what typical of human service organizations. In addition, 
it should allow students to directly view distinctly 
different situations which demand dissimilar leadership 
styles.

One possibility is to use the same basic group divi­
sion according to different leadership styles, but changing 
the substance to social welfare and the format from four to 
two concurrent groups with the other two groups acting as 
"judges" or observers. In the second round, the observers 
would become the performers and vice-versa, and the task to 
be performed would be changed.
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In this way, students would actively examine the 
effects of two leadership styles as a judge and would 
experience an additional leadership style. Also, compari­
sons could be made between the two simulated social welfare 
tasks in terms of the leadership styles which were used and 
which should have been used to accomplish their desired 
outcomes.

Supervisory Tasks
The simulation, "Supervisory Task Analysis," accord­

ing to respondents, had relevance but not enough of either 
learning means or effectiveness. The primary reason for 
these difficiencies in two attributes seemed to be a poor 
allocation of time for the simulation. Only one and one- 
half (l£) of the two (2) hours of planned time were avail­
able. We chose to shorten each period of the exereisfe 
instead of delaying it. The process and outcome of learning 
suffered.

Description. The supervisory task exercise involves 
students in the setting of priorities for typical tasks of 
a director of a community health center. Students then 
engage in an in-basket experience, handling problematic 
situations in relation to their earlier established priori­
ties and subsequently receiving consultation from fellow 
students on the strategies selected. The tasks pose 
dilemmas between planning and implementation, development 
and control, organization and staff, task functions and 
maintenance functions.
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Relevance (items 06-09* Assessment of Learning). The 
simulation provoked a serious response from ten (10) of the 
thirteen (13) participating students (mean 4.30). These 
same students also thought that other students responded 
seriously to the exercise, too (mean 4.15). Only six (6) of 
the participating students found the exercise applicable to 
understanding their field agencies (mean 3»5^)» On the last 
sub-item of relevancy, ten (10) of twelve (12) respondents 
saw the exercise as realistically representing a social 
welfare organization (mean 4.42).

The total level of relevancy, as indicated by the 
students as a group, was over sixty-eight (68.3) percent.
This level approached the target score, suggesting that 
further development of the relevancy attribute on this 
exercise may not be highly critical.

In the discussion period, one student thought the 
realism of the exercise could be enhanced by the inclusion 
of written materials briefly describing the goals, activities, 
and critical conditions of the depicted community mental 
health center. This student wanted clearer boundaries for 
his responses to the simulation's in-basket items. Others 
agreed with this suggestion.

Adequacy of Learning Means (items 10-23» Assessment 
of Learning). Student opinions of the learning processes 
and materials of the supervisory task exercise were extremely 
negative. It was not surprising to find that this exercise 
was rated poorly on its learning means. The time planned
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for it was not available. Only four (4) of the thirteen
(13) participants felt stimulated by the exercise (mean 2.92). 
Even fewer students, two (2) of the eight (8) respondents, 
thought that the exercise linked well with the lecture 
content (mean 2.13). Nine (9) of the thirteen (13) partici­
pants found the directions for the exercise on supervisory 
tasks to be clear (mean 4.00). Asked if the exercise 
provided opportunities for self-directed learning, six (6) 
of the participants replied positively (mean 3.46).

Seven (7) of twelve (12) respondents saw the exercise
as relevant to diverse learning needs of students (mean 3*25). 
Learning from others was possible in this exercise for six
(6) of the thirteen (13) participants (mean 3»08). Seven
(7) of eleven (11) students perceived the exercise on
supervisory tasks to be appropriate (mean 4.18). One-half 
of the twelve (12) respondents claimed that the exercise on 
supervisory tasks allowed for reinforcement of good perform­
ance (mean 3.67). Of the thirteen (13) participants, ten 
(10) expressed interest in the subject matter of the exer­
cise (mean 4.31)• Only two (2) of six (6) respondents 
believed this exercise illustrated content from the lecture 
(mean 3.00.).

Six (6) of thirteen (13) participating students 
reported that this supervisory exercise enabled them to 
practice an administrative skill (mean 3.62). Four (4) of 
eleven (11) respondents stated that the exercise enabled 
them to use information not yet used in their field practice
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(mean 2.73). Asked about self-reflection opportunities, 
seven (7) of twelve (12) respondents thought the exercise 
provided these (mean 3.50). Lastly, only four (4) of ten 
(10) students believed this supervisory exercise led to 
more relevant class inquiry than did other classroom learn­
ing methods (mean 3.30).

For its overall rating of adequacy of learning means, 
the exercise on supervisory tasks got a low fifty-seven 
(5^.9) percent. Obviously, this indicated that changes were 
necessary here. However, insufficient time was probably the 
major reason for students judging the exercise as providing 
minimal learning conditions. Further development of this 
particular attribute of the exercise probably should await 
additional testing of this exercise with the prescribed 
amount of time assured.

Students expressed feelings of being rushed and 
unrelated to the exercise's events because of time pressures. 
Students made comments about their need for more preparation 
for the exercise, their inability "to develop an analysis of 
the situations . . . within the time constraints," and their 
need for time for group discussion of the different strate­
gies that students used to handle the in-basket items which 
were part of the exercise. Time lack was a uniform 
complaint.

All written recommendations pertained to time consid­
erations. These included such suggestions as allow more 
time for directions, for discussion, and for personal analysis
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of in-box items. One student stated it plainly, "Don't 
rush us!"

One participant believed that greater learning would 
occur if each person in the small group discussed his or 
her written responses to all six (6) in-basket items, rather 
than orally indicating how he or she would handle a single 
situation. By discussing the merits of their respective 
strategies on each item, students could feel more personally 
involved in the total exercise.

Effectiveness (items 36-43, Assessment of Learning 
and Section E, 1-3* My Administrative Capacities). This 

supervisory exercise also received low ratings on effective­
ness. Eight (8) of twelve (12) respondents perceived the 
exercise as facilitating the achievement of learning objec­
tive one, identifies priorities in supervision (mean 3.83). 
One-half of these twelve (12) saw this supervisory exercise 
as contributing to the achievement of objective two, responds 
purposively to problems of program implementation (mean 3-75). 
Only three (3) of this same group viewed the exercise as 
helpful toward achieving objective three, delegates respon­
sibility clearly (mean 3.00). On the post-course self- 
evaluation (eight point scale), all eighteen (18) students 
reported they achieved the first objective (mean 6.00), 
sixteen (16) the second objective (mean 5*67)» and seventeen
(17) the third objective (mean 6.11).

Seven (7) of twelve (12) respondents held the opinion 
that the exercise on supervisory tasks helped to develop
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administrative insights (mean 3»50)» Of thirteen (13) 
respondents, seven (7) believed the exercise to be a 
stimulus for further learning (mean 3»31)» and six (6) 
thought it helped to prepare them for future professional 
activity (mean 3*31)•

Overall, this supervisory exercise earned a rating of 
sixty-five (65.6) percent on its effectiveness. Below the 
target score, changes to improve effectiveness seemed to be 
indicated. Uniformly weak in all characteristics which 
comprise this attribute, general change is suggested.

Students spoke about learning from the exercise.
They said they learned about the nature of supervisory tasks 
in mental health, about the problems of balancing often 
conflictual supervisory functions, and about options for 
solving supervisory problems. Yet, all agreed that learning 
was minimal because of time pressures.

Changes. Basically, targets of further development 
cannot adequately be determined since this exercise was not 
conducted under the proper conditions. However, besides 
allowing the scheduled time, students could benefit, it 
seems, from a description of the community taental health 
agency simulated in this exercise. The description might 
include locale, size, divisions, budget, personnel, pro­
grams, clientele, and current pressures. This addition to 
the learning materials should improve relevance, learning 
means, and possibly effectiveness, as well.
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In addition, consideration should be given to the 
student's suggestion that students in small groups compare 
their responses to in-basket items. Not only might it 
involve students more thoroughly in the exercise, but new 
ideas about handling supervisory problems might emerge.

Performance Appraisal
"Developing Effective Managersi Performance 

Appraisal" had high ratings on all measures of simulation 
characteristics. All participants reacted favorably and 
indicated that they learned from the exercise.

Description. In groups of three, two students 
simulate an interview in which a superior evaluates the job 
performance of a subordinate. The third student acts the 
role of consultant who observes and critiques the interview 
in an attempt to help the superior to better assess employees. 
The roles rotate so that each person plays each of the three 
roles, superior, subordinate, and consultant/observer. The 
simulation scenario changes in each of the three instances.

Relevance (items 06-09* Assessment of Learning). Of 
the sixteen (16) students who participated in this exercise, 
fifteen (15) viewed it seriously (mean 5.38) and said others 
did so, too (mean 5*25)• All participants viewed the 
exercise as relevant to their field agency (mean 5*06) and 
realistic in its depiction of a social service agency (mean 
5.38).

Its overall relevance score was nearly eighty-eight 
(87.8 ) percent. The performance appraisal exercise, therefore,
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was well above the success standard of seventy (70) percent 
and changes in this attribute seemed unnecessary.

Students spoke of the simulation as being very 
realistic in depicting the complexities of appraisal situa­
tions. They agreed that the roles were representative of 
those in the real world. They offered no suggestions for 
changing this exercise's characteristics of relevance.

Adequacy of Learning Means (items 10-23» Assessment 
of Learning). Students also evaluated the performance 
appraisal exercise very positively on its provision of good 
conditions for learning. All sixteen (16) participants 
found this exercise to be stimulating (mean 5*44). Fifteen 
(15) of this group saw a good fit between this exercise and 
the lectures on supervisory processes (mean 4.88). Fourteen
(14) judged the exercise's directives to be clear (mean 
4.88). All students believed the performance appraisal 
exercise provided opportunities for self-directed learning 
(mean 5.31) and was relevant to the diverse learning needs 
of students (mean 5.31). Fifteen (15) of the participants 
said the exercise enabled them to learn from others (mean 
5.06).

Of the fifteen (15) students who responded to a 
question about the appropriateness of the exercise's 
debriefing questions, thirteen (13) replied they were 
appropriate (mean 4.67), All participants claimed students 
reinforced good performance in this exercise (mean 5*31). 
Fifteen (15) of this group of sixteen (16) participating
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students stated they were interested in the subject matter 
in the exercise (5*50).

When asked if the exercise illustrated lecture 
content, twelve (12) of fourteen (14) respondents answered 
affirmatively (mean 4.93). All fifteen (15) respondents 
said that the performance appraisal exercise enabled them 
to practice an administrative skill (mean 5«53)» Thirteen 
(13) of fifteen (15) expressed the opinion that this super­
visory exercise enabled them to apply concepts they had not 
applied in their field practice (mean 4.53). Fourteen (14) 
of the sixteen (16) participants thought that the exercise 
enabled personal reflections about one's own feelings and 
attitudes (mean 5.06). Finally, twelve (12) of fifteen (15) 
students believed this exercise allowed greater inquiry 
into the subject matter than did other classroom learning 
methods (mean 4.73).

The performance appraisal exercise received an overall 
score of almost eight-five (84.8) percent on its means for 
learning. This attribute, too, was above the target score, 
so its further development was not required.

Yet, in discussions many students expressed the belief 
that the observer's role could be strengthened. Some said 
this could be done by simply providing the observer with the 
role descriptions of the supervisor and supervisee. Others 
stated that the directions for the evaluation process which 
follows each role play could be written to highlight the 
necessity of involving all three parties, not just the 
observer, in the evaluation of the role play.
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Both of these suggestions would provide more feedback 
to not only the role players, but to the observers as well. 
Observers, having read the role descriptions before the role 
play, could concentrate less on the substance and more on the 
process. Directions for the evaluation process, in addition 
to the guidelines for observations, should assure that the 
evaluative period is not only a reporting time for the 
observer but is also a time for mutual analysis of the pro­
cess that occurred. Feedback to the observer on his or her 
observations also could result.

Effectiveness (items 36-4-3, Assessment of Learning 
and Section E, 4-5, My Administrative Capacities). On this 
attribute as well, the exercise on performance appraisal 
was successful. Fifteen (15) of the sixteen (16) partici­
pants found the exercise helpful in achieving both learning 
objectives, demonstrates mutual problem-solving with sub­
ordinates (mean 5*13)» and provides appraisal feedback that 
meets specified criteria (mean 5*06). On the self-assess­
ment of achievement form (eight point scale), all eighteen
(18) students evaluated themselves as having achieved the 
first objective (mean 5*83)» and sixteen (16) as having 
achieved the second objective (mean 5»6l).

All sixteen (16) respondents to the exercise-evalua­
tion questionnaire expressed opinions that the exercise 
helped to develop relevant insights (mean 5.13) and provided 
a stimulus for further learning (mean 5.25). Lastly, fifteen
(15) of the sixteen (16) participants believed this
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supervisory exercise played a part in preparing them for 
future professional activity (mean 4.9*0.

The overall effectiveness level for the performance 
appraisal exercise was about eighty (79.9) percent. Meeting 
the success criteria meant changes did not have to be made 
in this attribute.

Students in discussions mentioned diversified learn­
ings from this exercise. Among the learnings they said 
occurred were personal insights into one's own evaluation 
style, into one's reactions to alternative evaluation styles, 
and into the process of evaluation. Additionally, students 
identified learning about techniques of a good evaluation, 
approaches to discussing supervisee problems in conferences, 
and the value of understanding another's perspective before 
taking action.

Changes. This exercise can be used in its present 
state. However, it can be improved through two minor 
revisions. First, duplicate sufficient quantities of all 
role descriptions and provide the observers with both roles, 
while also distributing one role description to each role 
player. Second, delineate directions for the evaluative 
process which is to occur after each of the three (3) rounds 
of role play. Include in this description an emphasis on 
the involvement of all three (3) persons in the assessment 
of the role players and in the assessment of the observer 
as well.
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Formal Organization
Participants generally liked the exercise, "Compara­

tive Organizational Analysisi Hard Rock Prison and Sweet 
Joint Correctional Center," All respondents claimed they 
learned something from the experience. It met the success 
criteria on all three (3) general attributes, relevance, 
adequacy of learning means, and effectiveness.

Description. This exercise enables students to use 
an analytical framework to evaluate a total organizational 
system. The framework is a systems approach described in 
the course text, Organization and Managementi A Systems 
Approach, by Kast and Rosenzweig.1 Students alone and in 
small leaderless groups compare a closed prison system and 
an open community-based rehabilitative system in terms of 
their environmental influences, goals, technologies, 
structures, personnel, and management.

Relevance (items 06-09, Assessment of Learning),
As indicated before, this attribute received good evalua­
tions from students. Eleven (11) of the thirteen (13) 
participanting students said the exercise could be taken 
seriously by themselves and by other students (for bothi mean 
4.46). Eleven (11) participants also indicated the exercise 
applied to their field agencies (mean 4.54) and realistically 
described features of a social service organization (mean 
4.69).

On the total evaluation of relevance, this exercise 
scored over seventy-five (75*6) percent. Considered
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successful, this attribute of the formal organization 
exercise required no further development.

In the group and informal interviews, students 
repeatedly said the case materials adequately reflected the 
real world. But one student suggested the use of another 
organization to analyze, one that is more complex and not 
so obviously open or closed to environmental exchanges.

Adequacy of Learning Means (items 10-23* Assessment 
of Learning), The formal organization exercise achieved 
the standard on its provisions for learning. Only in three 
(3) sub-areas, opportunities for reinforcement, illustration 
of lecture content, and opportunity for self-reflection, the 
exercise received a mean average of less than four (4.00). 
Regarding the first low sub-area, nine (9) of twelve (12) 
respondents believed the exercise provided reinforcement 
opportunities (mean 3.92). Only six (6) of ten (10) 
respondents claimed the exercise illustrated lecture material 
(mean 3*90). And nine (9) of twelve (12) said the exercise 
enabled self-reflection (mean (3.75).

On all other characteristics of learning means, the 
formal organization exercise received high scores from 
students. Twelve (12) of thirteen (13) students said it 
was stimulating (mean 4.31). Eight (8) of eleven (11) 
respondents evaluated the fit between the lecture and the 
exercise as good (mean 4.45). All thirteen (13) partici­
p a t e  found the directions of the formal organization 
exercise to be clear (mean 5.15). Eleven (11) from this
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group assessed this exercise as providing opportunities for 
self-directed learning (mean 4.85). Each of the eleven (11) 
respondents answered affirmatively the question on the 
appropriateness of the exercise to different needs of 
students (mean 4,82), Ten (10) of the participating students 
believed the exercise enabled peer learning (mean 4.38).

Nine (9) of ten (10) respondents assessed the 
exercise's debriefing questions very positively (mean 5*20). 
For twelve (12) of the participants, the exercise on formal 
organization related to their substantive interest (mean 
4.77), Nine (9) of twelve (12) respondents reacted favorably 
to the exercise's capacities both for enabling skill-practice 
(mean 4.25) and for encouraging relevant class inqury (mean
4.08), Lastly, ten (10) of the participating students 
claimed the exercise enabled students to use concepts that 
they had not yet used in the field (mean 4.23).

Students evaluated the learning means of the exercise
on formal organization at an overall adequacy level of
almost seventy-four (73.9) percent. This rating met the 
success standards of the project, requiring no changes in 
this attribute.

Oral criticisms were few and centered mostly around
time constraints. Students wanted more time either for
introductory comments by the instructor or for debriefing 
after the experience. Apparently, the time allotted for 
the experiential phase was sufficient.

One participant voiced concern that the two situations 
depicted in the exercise were too polar. He said that,
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because of this, the discussion "lent itself to black-white, 
hard-soft comparisons." A few respondents agreed with this 
but most did not. Some who opposed this viewpoint said that 
the dichotomy facilitated a quick mastery of complex ideas 
and skills. Others stated that the effects of the inter­
relationships within an organization and between it and its 
environment would be less clear in situations of greater 
subtlety or less polarity.

Effectiveness (items 36-43, Assessment of Learning 
and Section G, l-3» My Administrative Competencies). On all 
dimensions of effectiveness, the formal organization exercise 
received positive evaluations from students. Eleven (11) of 
the thirteen (13) respondents perceived the exercise as 
facilitative of objective one, describes the organization in 
terms of the attributes and processes of its subsystems and 
environment (mean 4.77). Nine (9) participants assessed the 
exercise positively on its second and third objectives, 
analyzes internal organizational interrelationships (mean
4,08), and evaluates the effects of environmental exchanges 
(mean 4.15). Fifteen (15) of the eighteen (18) students 
assessed themselves on the self-evaluation form (eight 
point scale) as having achieved the first objective (mean 
5.50) and the third objective (mean 5.33)• Regarding the 
achievement of the second objective, twelve (12) of these 
eighteen (18) students evaluated themselves positively 
(mean 5*22) on the self evaluation form (eight point scale).

Of the thirteen (13) students who participated in the 
exercise on formal organization, twelve (12) believed the
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exercise stimulated insights into administration (mean 4.69). 
Twelve (12) of this group also found the exercise to be a 
stimulus for further learning (mean 4.77). Lastly, on 
characteristics of effectiveness, eleven (11) of twelve (12) 
respondents assessed the exercise as helpful in preparing 
them for future professional practice (mean 4.83).

The exercise's aggregate rating on effectiveness was 
just over seventy-one (71.3) percent. Though close to the 
established standard, the exercise met the criteria for 
success on this attribute.

In discussion and in response to open-ended questions, 
students said their learning included insights into "the 
multitude of forces acting upon an organization," "the 
interrelationship of organizational subsystems," "the 
organization as a system of interacting parts," and "the 
systems approach for analyzing organizations." Many stu­
dents believed the exercise increased their understanding of, 
and ability to use, concepts from their texts, and gave them 
the ability to use an analytical framework to obtain a total 
picture of an agency.

One student wondered if such a framework, especially 
an elaborate and complicated one, is essential to learn. 
Another responded that this comprehensive approach made it 
more likely for someone who is analyzing an agency to pin­
point its problems, strengths, and interrelationships.

Changes. I believe that the exercise should be used 
as it now is with more time allotted, if possible, for
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introducing the experience and for discussion of it after­
ward. It seems that most students need assurance about 
their ability to use systems concepts. This exercise 
provides that assurance. It is a first step in using a 
systems approach in organizational analysis. The first 
step necessarily is small.

Students later can be expected to apply the systems 
approach to their own field agency. A term paper require­
ment can be made in the following semester as a means of 
sequentially building a student's skills through applica­
tion of a system's approach to a more complex situation and 
to one that has potential for distorted perspectives due to 
a student's own ego involvement in that agency.

Effects of Experiential Exercises on Achievement
For heuristic purposes, the project took a preliminary 

look at the relationship between student achievement and 
experiential exercises as a teaching methodology. It com­
pared student perceptions of their own learning in course 
units with exercises to their perceptions of learning in 
course units without exercises.

As indicated in Table 2, in Course Units 1, 2, y, 5» 
and 7» which had experiential exercises, students achieved 
the combined objectives of these units at a self-reported 
level of approximately seventy-two (72) percent. In those 
units without exercises, Units 4, 6 and 8, the class claimed 
to only achieve objectives at approximately a sixty (60) 
percent level.
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TABLE 2
COMPARISON OF EDUCATIONAL EFFECTIVENESS 
WITH AND WITHOUT EXPERIENTIAL EXERCISES

Course Units

Student Perceived 
Achievement of 
Course Objectives
Percentage^ Rank

1, Influence 69.2# 4
With 2. Informal Organization 7 0.1* 3
Exer­ 3. Leadership 7 8.0* 1
cises 5. Supervision 73.1# 2

7. Formal Organization 66, *f# 6
Combined
Average## 71.6###

Without 4. Personnel Management 63.2# 7
Exer­ 6. Union Negotiation 55.7# 8
cises 8. Goals and Goal Setting 67.7# 5
Combined
Average## 60.2###

♦Percentages are based upon the sum of students' raw 
scores on the post-course questionnaire divided by the 
total possible score for a unit.

♦♦Combined Averages are based upon the sum of the raw 
scores for all units with or without exercises in relation 
to the total possible score for those units.

Looking at individual course units, however, students 
perceptions of their achievement were not always higher for 
every unit with an exercise compared to those without. In 
one case, Unit 8 (Goals and Goal Setting) without an exer­
cise had a higher level of self-reported achievement than 
did Unit 7 (Formal Organization) with an exercise. Yet, the
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difference is about one percentage point and is probably 
insignificant.

That experiential exercises may improve self­
perceptions of achievement becomes less evident when 
consideration is given to the pre-course achievement levels 
of students, as reported by students on the Pre-Course Data 
form. One expects that pre-course unit achievement levels 
will affect post-course unit achievement levels. Data from 
the project suggests that this is the case, as may be seen 
in Table 3# In six (6) of the eight (8) course units of 
learning, the data suggested a positive relationship between 
pre-course and post-course scores.

As shown in Table 4, the two (2) largest rates of 
growth in student achievement occurred in the course units 
which did not have experiential exercises, and the third 
largest occurred in a unit with an exercise. Those greatest 
growth rates, occurring in Units 6 (Union Negotiations),
4 (Personnel Management), and 7 (Formal Organization), 
respectively, took place in the units where students rated 
themselves the most poorly at the beginning of the course. 
Hence, the higher growth rates likely correlated less with 
experiential exercises than with lower pre-course unit 
perceived achievement levels. Low pre-course achievement 
left greater room for student change or development during 
the course. Such a regression toward the mean between the 
pre-test and post-test periods is not atypical,2



TABLE 3
COMPARISON OF STUDENT PERCEPTIONS OF ACHIEVEMENT OF COURSE OBJECTIVES 

BEFORE AND AFTER THE COURSE - BY EXPERIENTIAL 
AND NON-EXPERIENTIAL UNITS

Course Units

Student Achievement^

r** P
Before After

Mean S.D. Var. Mean S.D. Var.

1. Influence 14.83 4.30 17.47 16.61 3.22 9.79 .53 .05
With 2. Informal Organization 13.67 4.2? 17.22 16.83 3.07 9.44 .54 .05
Exer­ 3. Leadership 14.44 4.94 23.02 18.72 2.37 5.62 .17 —
cises 5. Supervision 26.94 7.5 6 53.94 29.22 3.80 14.42 .53 .05

7. Formal Organization 11.89 5.09 24.43 15.94 2.71 7.35 .05 —

Without 4. Personnel Management 7.33 3.53 11.78 10.11 2.17 4.69 .49 .05
Exer*- 6. Union Negotiation 13.88 9.80 90.46 22.29 8.0? 65.10 .52 .05
cises 8. Goals and Goal Setting 8.61 3.48

,
11.46 10.83 2.43 5.91 .60 .01

♦Student achievement data is based upon individual student raw scores,
♦♦ Correlation coefficients are based upon correlations of before and after raw 
scores of each student.
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TABLE 4
A COMPARISON OP EXPERIENTIAL AND NON-EXPERIENTIAL 
COURSE UNITS FOR GROWTHS IN PERCEIVED ACHIEVEMENT

Course Units

Student Achievement Mean Growth 
Tx to T2

Rates 1

T1 T2

Mean Rank Mean Rank Percentage Rank
1 14.83 2 16.61 5 12.0% 7

With 2 13.6? 5 16.83 4 23.1% 6
Exer­ 3 14.44 3 18.72 3 29.6% 4
cises 5 26.94 1 29.22 1 8.5% 8

7 11.89 6 15.94 6 34.1% 3
Without 4 7.33 8 10.11 8 37.9% 2
Exer­ 6 13.88 4 22.29 2 60,6% 1
cises 8 8.61 7 10.83 7 25.8% 5
Note« rho V T? = •98, P = ,01| rho T,, Growth = .73,
P = .Olj rho Tg, Growth = .79, P 11 • 0 H • 1

In summary, students in this project typically report­
ed higher achievement levels in course units with exercises 
than in those without exercises. However, greater reported 
growth usually occurred in course units without exercises, 
probably due to students having low pre-course achievement 
levels in these units.

These project findings raise questions for future 
research about experiential exercises and achievement. Does 
the presence of an experiential exercise in a course unit of 
learning really affect student perceptions of achievement?
How much learning occurs in a course unit regardless of
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content or pedagogical method? Could a given topic itself 
be responsible for some growth? Do students who learn also 
gain a totally new perspective which prevents them from 
perceiving their progression in learning?

Summary
This chapter analyzed the utility of structured 

experiential exercises in the introductory course for 
administration majors at the Hunter College School of Social 
Work, It addressed the impact on students of six (6) 
particular exercises which were selected and developed for 
this course. Students favorably evaluated three (3) of the 
six (6) exercises on the general attributes of relevance, 
adequacy of learning means, and effectiveness. The exercises 
found to require significant alterations pertained to 
informal organization, leadership, and supervisory tasks.
The project considered options for improving all exercises 
and made recommendations for their refinement or substitution.

To generate future research questions, the project 
also combined data to compare student learning in course 
units that had experiential exercises to student learning 
in course units that had no such exercises. Achievement 
differences were apparent in these units of the project.
Also, there was evidence of a positive relationship between 
pre-course and post-course achievement levels of students 
in this project. The project lastly identified specific 
questions about the relationship between experiential 
exercises, achievement, and other intervening variables.
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CHAPTER IV

CONCLUSIONS

Introduction
This chapter evaluates the projects and its conclu­

sions. It also considers the inferences which might be 
drawn and the implications of this project for further 
investigation. This final chapter specifically addresses 
the following questionsi 1) What might have been done 
differently in this project? 2)  What conclusions can be 
formulated about the use of simulations in social work 
education for administrative practice? 3) What are the 
implications of this formative study for future research?

Assessment of the Project
The safest way of evaluating new pedagogical materials 

was thought to be a formative, action-oriented investigation 
which emphasizes immediate utilization rather than generali­
zation of the knowledge gained from an evaluation. The 
investigation had features of simplicity, economy, and 
immediacy of feedback, all of which seem necessary in the 
design and study of new teaching materials.

The quasi-experimental result was a balance between 
efficiency and effectiveness in the investigation. It 
lacked rigor but provided precise information for planning 
for the revision of the tested simulations.

The key variables of the study were three (3) 
simulation attributes. The attributes which were studied
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included relevancy, adequacy of learning means, and 
effectiveness.

The project employed two (2) instruments to obtain 
and record student judgments about their own achievements 
and about the characteristics of a given simulation. These 
instruments utilized rating scales in order to direct 
student attention either to clearly defined behavioral 
objectives or to specific aspects of a simulation. These 
scales provided students with a common frame of reference 
for their judgments and enabled quantification of the data.

In the case of the achievement self-rating scale, 
question must be raised about its reliability as a means 
of evaluating student competency and pedagogical effective­
ness. Such factors as student expectations for achievement 
and change, student participation in a study of experien­
tial exercises, student projection of "good" personal images, 
and my own attitude toward this project, must be considered 
for their reactive effects upon student self-assessments.
Self ratings must be compared with ratings by others, such 
as job supervisors, other teachers, and peers, to determine 
their accuracy and to bring greater certainty to judgments 
about a student's ability to perform administrative behaviors 
not only in simulations but also in real work situations.

Self-ratings do have potential benefits. Gronlund 
argues that they help the student to "1) understand better 
the objectives of the course, 2) recognize more clearly the 
progress he is making toward the objectives, 3) diagnose
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more effectively his own particular strengths and weaknesses, 
and k) develop increased skill in self-evaluation."^ He 
adds that self-reports are invaluable to the educator be­
cause they provide insights into student self-perceptions on 
learning and may motivate students toward course goals.

Regarding student evaluation of the characteristics 
of the six (6) tested simulations, a search of the litera­
ture determined the unavailability of an appropriate 
instrument to assess the attitudes of students on an exer­
cise's relevancy, learning means, and effectiveness. The 
instrument constructed for the project, consisting of open- 
ended andclosed-ended questions, lacked technical sophisti­
cation. Its validity and reliability were uncertain. 
Furthermore, it was likely too lengthy, possibly causing 
student fatigue and inaccuracies during its completion.
A further development of the exercise-evaluation instrument's 
usability is indicated.

An in-depth statistical analysis of student responses 
on the exercise-evaluation questionnaire is recommended. 
Computer analysis of each item and its correlation with each 
other item is desired for determining overlap, ambiguities, 
omissions, and consistencies. Additional field testing of 
the instrument is required.

Supporting the self-rating instruments were direct 
observations of class attitudes and performance during 
structured experiences as well as formal and informal 
interviews with the class and individual members. Direct
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observations were necessarily broad in scope because of the 
size of the class. Observations of individual students 
were not possible. Class observations focused upon 1) 
detecting the extent to which the class was performing 
targeted behaviors and 2) inferring the types of attitudes 
toward the simulation that students expressed through their 
verbal and non-verbal behaviors.

Formal interviews were taped for later content analy­
sis. Again, attitudes underlying the behavior were assessed 
as were student responses to such direct questions about the 
simulation asi "What did you like about the simulation?" 
"What did you dislike?" "What would you change?" "How would 
you improve it?" "What did you learn?"

To what extent students viewed the data collection 
processes as reflecting upon themselves in some way cannot 
be determined. Also, the impact of my assurances that grades 
would not be affected by student participation could not be 
discovered. Furthermore, how my own presence, my character­
istics, and my attitudes affected student responses during 
observations and interviews, could not be ascertained. 
Students, who wanted to convey a positive self-image or who 
wanted to please the instructors, can be expected to have 
responded favorably to the exercises regardless of their 
personal beliefs.

The data collection procedures allowed for the dis­
covery of new information about the simulations and their 
use. The methods of investigation did not specify all the
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information to be obtained. Areas of learning from a 
simulation were a case in point. Predicting this data was 
partially possible in the sense that learning objectives 
were delineated. However, a fuller understanding of the 
impact and utility of an exercise became probable through 
open-ended questions on the questionnaire and through 
involvement of participants in a discussion about the exer­
cise's attributes, processes, outcomes, and potential.

The investigation was hampered by the lack of avail­
able tested instruments for collecting and measuring complex 
data in social work education for administrative practice. 
The issue of instrument reliability was addressed in the 
study through the use of several opinion measures, that is, 
questionnaires, observations, and interviews. The aims of 
assessment purposefully were limited to gaining initial 
knowledge about specific experiential exercises in order to 
improve them for immediate use without wasting effort and 
time on the development of much needed, sophisticated 
investigation and measurement procedures.

The participants in this study of the utility of six 
(6) experiential exercises were eighteen (18) students 
enrolled in the introductory course for administration 
majors in the Fall of 1977. This group was available and 
offered the best possibility for evaluating the utility of 
simulations in the administration curriculum at the School, 
The project considered the appropriateness of this group in 
relation to others and the possibility of comparing this
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group's attributes with that of the national population of 
students in graduate social work and specifically in manage­
ment concentrations. The project report detailed the group's 
attributes but found that comparisons with other populations 
could not be made due to the unavailability of such data. 
Generalizations beyond this class of students therefore 
were not feasible. Yet, there was an implicit assumption 
that the findings could be used in refining the tested 
simulations for the next group of students coming into this 
introductory course, even though this next group may not 
resemble the study group in any way.

Descriptive statistics were primarily employed in the 
study to systematically summarize and clarify the findings. 
Frequencies, ranges, means, variance, and standard devia­
tions were used.

The study found three (3) of the six (6) exercises to 
have utility in terms of student opinions regarding their 
relevance, learning means, and effectiveness. The target 
level of seventy (70) percent established for the presence 
of these attributes of exercises seemed realistic. Yet, 
verbal reports about student evaluations of graduate instruc­
tors suggest that students rate faculty and their instruc­
tion at low to medium levels. If so, a sixty (60) percent 
target level for new materials may be more valid.

The exercises which were determined to have utility 
were influence, performance appraisal, and formal organiza­
tion. The results suggested that changes be made in the
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exercises on informal organization and supervisory tasks 
and that the exercise on leadership possibly be replaced.
For each exercise the findings pinpointed specific areas 
where improvements can be made. The study also made change 
recommendations for each exercise.

Use of Simulationsi Inferences and Implications
Information gained from this study implies that 

simulations have utility in social work education for 
administrative practice. While definitive conclusions 
about the use of simulated experiences must await further 
study, the project findings suggest tentative practice 
principles or pragmatic action directives for social work 
educators interested in utilizing this study either in 
practice or in future research.

Impact. The use of simulations has certain observed 
meritorious qualities. When exercises are combined with 
lectures and discussions, much learning seems to occur. 
However, the nature of the learning is not always predictable.

Social work students of administration often reported 
that from a simulation they gained knowledge and skills which 
the learning objectives did not cover. Their learnings were 
not only substantive, but personal as well.

Project examples of unanticipated learning were 
numerous and occurred even in the less well received exer­
cises. An illustration of unexpected learning in the 
exercise on informal organization was an increased skill 
for some students in handling conflict and criticism, and in
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the leadership exercise some insights into group process 
and group leadership. Also, in the highly regarded exer­
cise on influence students became increasingly sensitive 
to differences among field agencies in their concentrations 
and use of power. Some planned and some serendipitous 
learning seemed to result from any exercise.

Simulated exercises provide students with opportuni­
ties to develop an increased awareness of themselves and 
others. After a simulation, project students often commented 
about the knowledge they gained about themselves through 
their performance and through their reflections about the 
impact others have on them. Students also said they achieved 
greater sensitivity for other's reactions and feelings as a 
result of examining the effects of their performance on 
fellow participants.

In social work practice, such awareness of self and 
others is highly desirable if not essential. Simulations 
offer great possibilities in this area.

Simulations allow students to immediately apply 
theory. Administration students cannot always do this in 
their field work. These students at times suffer from not 
having a broad range of field tasks assigned to them. 
Simulated experiences can compensate to some degree for 
those gaps in direct experiences. By offering a facsimile 
of real work processes, they can supplement direct field 
experiences that otherwise might not be available to social 
work students. For example, since all administrative stu­
dents do not supervise employees in their field education,
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they may not learn to appraise a subordinate's performance 
unless, as in the project, a simulated experience is provided 
to them.

Applying theory immediately seems to increase the 
relevance of that theory for students as indicated in the 
project by student statements that course content became 
clear or meaningful once students had a chance to use it in 
a given simulation. A particular case in point is the 
exercise on formal organization in which students applied 
the conceptual framework of their text to the comparative 
analysis of penal settings and reacted very favorably to 
their opportunity to do so. Students tend to agree that as 
a result of immediate application of theory such knowledge 
less likely is lost and more likely is integrated and used 
later by students in their daily practice.

Furthermore, simulations offer diversity in classroom 
experiences. Project students, for example, reported that 
experiential exercises broke the monotony of learning from 
a single method. They said that simulations are exciting, 
involving, and demanding of their concentration.

Thus, simulations, it seems, not only affect students' 
learning but also their satisfaction with learning. Such 
potential impact should not be ignored by either educators 
in their planning for the development of students or 
researchers in their planning for the further development 
of knowledge about educational methodology.

Educational Principles. The use of simulations 
enables the structuring of a learning environment that is
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both appealing and productive. Simulations thereby become 
respectable vehicles for the application of the educational 
principles identified in the first chapter of this report.

First, experiential exercises did actively involve 
students in the educational process. Students in the project 
could not remain passive listeners or observers. By design, 
students participated in prescribed activities aimed at 
concept application and skill development. In simulations, 
students learned by doing.

In the exercise on influence, for example, students 
intently engaged in first judging others’ power and then 
acting accordingly to influence a decision in a board meet­
ing. They not only learned concepts of power and influence 
but also learned to apply them in a simulated administrative 
situation. Furthermore, through active involvement, students 
were able to enhance their particular interactional skills.

Another benefit of the active involvement of students, 
derived from their working together in simulations, was the 
fast development of a sense of group identity. Watching each 
other perform and work together, students got to know eabh 
other quickly. In this way, they likely found new friends 
and formed their own mutual support systems faster.

A second educational principle achieved in simulations 
was self-directed learning. Students did assume personal 
responsibility for the conduct and direction of an experien­
tial exercise. Moreover, students were free to make choices 
about their own behavior within a simulation and thus to
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learn about the effects of any particular option. In this 
way, students took risks and tested ideas that usually 
are not possible in the actual work world.

To illustrate, in the supervisory task analysis 
exercise, a student set his or her own priorities for the 
tasks assigned to a mental health director and handled 
problematic situations in relation to the personally chosen 
priorities. In other words, each student made his or her 
own decisions and took action based on those decisions.
Nobody dictated a solution to a student; instead, fellow 
group members later helped each other to assess personal 
solutions and to weigh alternatives. Thus, much of the 
learning in this exercise, and similarly in the other 
exercises, resulted from individual choice and peer review.

Education should be relevant to student capacities 
and needs was the third educational principle realized 
through simulations. Following from the second principle, 
when students, within the limits of an exercise, directed 
their own learning and had choices, they seemed to achieve 
a learning level and a learning outcome that corresponded 
to their capabilities and requirements.

Students in the project had diverse backgrounds and 
experiences. Their competencies and learning needs obviously 
were quite distinct. Even so, all students reported learning 
from the same simulations. However, as previously indicated, 
learning that was unique to an individual or to a segment 
of the class often occurred too. Thus, simulations
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stimulated variations in learning, allowing for personal 
differences among students in their interests and capacities.

A fourth educational principle, to provide alternative 
role models to students, became evident in the simulated 
experiences of this project. Whatever students did in a 
simulation, some students were better at it than others and 
thereby served as potential models for the others. Support­
ing this conclusion were general comments made by various
students throughout the project. "I liked how _______
handled the ____ ." Or, "I don't know if I could do it as
well as ______  did."

Simulations also demonstrated a fifth educational 
principle, having work relevance, when the exercises were 
well constructed. Chapter Three documented this principle 
in practice in detail. In general, it seemed that the more 
time spent in examining the transfer of the simulated expe­
rience to the real world, the more positively the students 
evaluated the exercise.

However, even in well constructed simulations, stu­
dents point out an exercise's inability to fully capture 
the complexity, uncertainty, and confusion of their field 
agencies. It appears as if no simulation was or can be 
totally successful in regard to work relevance. In other 
words, simulations modeled the real world, but did not 
replicate it.

Regarding job relevance, students tend to expect more 
from any simulation than it can deliver. It is therefore
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imperative that the limited purpose of a given simulation be 
made clear. Additionally, reminders should be given to 
students that simulations cannot cover all possibilities 
of practice but can serve to stimulate ideas and discussions 
about related practice elements.

Project simulations manifested a sixth principle of 
education, that of student involvement in the evaluation of 
learning processes and outcomes. This was inherent in the 
structure designed for this project} students played a major 
role in the assessment of each exercise in terms of its 
learning means and ends.

But even when a formal study of experiential exer­
cises is not undertaken, debriefing is essential to an 
exercise. It is in this final discussion that the processes 
and outcomes are summarized, assessed, and transferred to 
new situations.

In those cases where project students had insufficient 
time for debriefing, they were extremely critical of the 
learning experience. Given the opportunity, they eagerly 
participated in personal reflections about their motivations, 
actions, and reactions during an exercise and just as eagerly 
made recommendations to change an exercise to make the 
experience more satisfying and/or effective.

Student involvement in evaluation has particular 
merit in a profession such as social work, which is concerned 
with socialization of students into its tenents. How judg­
ment is exercised ethically often becomes a focus of such
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evaluations. Typical of questions about ethical behavior 
raised by students in this project are "What is 'right'?" 
"What should I have done?" "Should social work administra­
tors always involve clients in planning?" "What if the 
administrator and community are in conflict?" Instead of 
simply being told about ethics, students experience ethical 
issues in simulated practice situations.

The debriefing discussions which follow simulations 
purposefully stimulated students to compare strategies and 
behaviors. Thus, distinctions between certain prescribed 
and proscribed behaviors of the profession become apparent 
as did cautions to consider in carrying out one's respon­
sibility. For example, during the experiential exercise on 
influence, some students used, or considered using, coercion 
in the decision-making processes of a board, thereby elicit­
ing relevant ethical questions about coercion, its use, and 
its effects.

Concluding this discussion of applied principles, 
simulations provided many opportunities for the reinforce­
ment of learning. Students in the performance appraisal 
exercise, for example, were formally evaluated by their 
peers on their skills in developing staff through supervision. 
Students received positive feedback for the application of a 
sound problem-solving approach in their assigned task. Of 
course, they received corrective feedback too. The super­
visory task analysis exercise followed a similar procedure.
The feedback was immediatej students said it was very helpful
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to them in their efforts to improve their administrative 
skills.

Some exercises established conditions where successful 
behaviors were rewarded with "winning." This was true in 
the exercises related to influence and informal organization.

In all exercises, students had opportunities in the 
debriefing sessions to have their judgments and actions 
reviewed and then reinforced if indicated. Both faculty and 
fellow students participated in this type of reinforcement.

On the whole, simulations have the capacity to 
incorporate important principles of learning. Well construc­
ted exercises actively involve students in the learning 
process, allow for maximum self-direction, are learner- 
relevant, offer alternative role models, are relevant to 
organizational/administrative processes in the social ser­
vices, engage students in a critical evaluation of learning 
outcomes and processes, and provide reinforcement for 
appropriate learning.

Considerations. Simulations require great time and 
effort in their development and testing. This project took 
one year to locate applicable experiential exercises and to 
adapt them for use in the School's introductory course, a 
half-year to administer the exercises and to collect data, 
and another half-year to analyze the data and prepare a 
report. Time reductions are possible by eliminating a 
reporting requirement for example. Yet, this overall 
developmental process still consumes large amounts of energy
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and time. A clearing house for the dissemination of tested 
experiential exercises in administrative social work practice 
is desirable because of its potential for reducing the need 
for everyone developing simulations on a given topic.

Simulations also require ample utilization time.
Some simulations run for three hours and longer, though most 
are under three hours. Extending class hours and reducing 
planned lectures to accomodate the addition of experiential 
exercises are possible ways of dealing with the time problem. 
Another way, deserving special consideration, is the creation 
of a laboratory course for administrative skill development. 
Burian supports a laboratory approach to supplement the prac- 
tice of professional behaviors in general.

Simulations demand clarity of purpose. Precise 
objectification of the skills that administrative students 
are to practice in an exercise is essential not only for the 
selection and adaptation of simulations but for their critique 
as well. This, too, takes time. But without clear goals, 
there are no measures for determining directions and success.

Simulations require faculty commitment to educational 
innovation and excellence. Their use at times raises faculty 
concerns and brings peer pressures toward conformity to 
traditional teaching methods. For example, one instructor 
called me "the fun and games man." Another said, "Oh, 
you’re the one who uses all those teaching materials." On 
the other hand, some faculty members openly support one's 
efforts and look for guidance in the use of new pedagogical
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methods. Some instructors understandably are hesitant to try 
unproven pedagogical methods.

An investment of resources is necessary to duplicate 
simulation materials. Many experiential exercises include 
forms or items that get consumed during the exercise. So, 
unlike case records, they often can be used only once and 
then must be replaced. Because of this, some administra­
tions may not be supportive of the use of simulations in 
their educational programs.

Another required resource is physical space for 
several small groups to operate with comfort and minimal 
noise interference among the groups. The ideal room is 
large and flexible enough to allow for different groupings 
to occur.

With regard to equipment, movable tables and chairs 
are desirable. The project room had immovable tables. 
Different sized groupings were difficult to achieve without 
a loss of comfort and productivity.

In addition, there should be a chalkboard for debrief­
ing and summarizing. Ideally, video equipment also should be 
available for taping group processes as needed for subse­
quent review, self-monitoring, and feedback from others.

The use of video-tape might prevent some unwanted 
behaviors during an exercise, could allow for the correction 
of distorted learning after an exercise, and could provide 
another measure of student achievement. Its use would 
require additional time for review of the recorded material
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either in the class or out of it. Instructor monitoring of 
simulation processes is difficult without playback equip­
ment. An instructor simply cannot relate to several groups 
or individuals at once.

Because of student independence from the instructor 
during most simulations, concern arises over the development 
by students of faulty understandings, attitudes, and skills. 
An example from this project of this kind of concern is the 
not infrequent requests from students for reassurance that 
their conclusions were appropriate. I suspect that 
instructors may have such misgivings too. Skillful design 
of the simulation and instructor monitoring are ways of 
preventing faulty learning. Adequate debriefing after an 
exercise helps to uncover and solve learning problems.

Students may carry-over negative feelings about some­
one from a simulation to the total school situation. Not 
unusual to hear outside of class are such comments as,"He's 
too pushy." Or, "She's awfully quiet." These opinions 
often have their foundation in classroom behavior. Again, 
adequate debriefing and advising may reduce this possibility 
or at least help students to appreciate differences among 
people.

Lastly, time for the simulation must be sufficient.
As shown in this project, most notably in the supervisory 
task exercise, time reductions seem to cause simulations to 
fail, A reduction in allotted time does not necessarily 
lead to reduced learning but may lead instead to confusion
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and to no learning at all. Time reductions cause resentment 
among students and this can turn students against structured 
experiential learning in the classroom.

In conclusion, the above statements on the use of 
simulations in social work educational programs for admini­
stration, while tentative, suggest that real value accrues 
to both educators and students from the use of experiential 
exercises in the classroom. Further s+udy is essential to 
substantiate these impressions.

Further Studies
Developmentally in its infancy, simulation as a learn­

ing method has to grow a great deal before achieving its 
potential. Not fully explored, its promise for social work 
education for administrative practice is relatively unknown. 
But it has prospects as a pedagogical technique not only for 
communicating complex conceptualizations about concurrent, 
interacting organizational and administrative processes but 
also for enabling students to actually practice the skills 
of social service management logically, sequentially, 
accountably, and with little risk to service users and field 
personnel.

To realize the latent powers of simulation, particu­
larly in educating social work students of administration, 
continued research into its foundations, its processes, 
and its outcomes is essential. The newness of this field of 
endeavor suggests that "virtually any well-thought-out 
evaluative research will make a genuine contribution to 
our knowledge" about simulation.-̂
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This report is not inclusive in its recommendations 
for future studies because so much research is necessary.
It offers only some substantive issues for further investi­
gation.

Simulation Foundations. A simulation primarily builds 
upon two foundations of knowledge. One is knowledge of the 
real world which the simulation models and the other is 
knowledge of learning and teaching.

Here are selected questions that need to be answered 
about the real world. What are the attributes and processes 
of human service organizations and administration that should 
be modeled? Which characteristics are critical and which are 
of lesser importance? What constitutes ideal administrative 
performance in social work? Should simulations model normal 
or abnormal field conditions, or both? What guidelines can 
one use in selecting real world characteristics for a 
simulation?

Some questions about education for further study 
follow. What conditions stimulate learning in the class­
room? What constitutes excellence in teaching, particularly 
in administration concentrations for social work students? 
What is best learned by direct practice, what by simulated 
practice, and what by an instructor's presentation?

Simulation Processes. Research into the design and 
implementation processes of simulation also is necessary.
Here are a few examples of this type of research issue.
What are the determinants for involving social work field
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instructors, administrative students, and others in the 
design of simulations? What criteria should one use to set 
time limits for each phase of a simulation? Under which 
conditions should other communication forms be used with a 
simulation? Under which conditions might the instructor 
participate in a simulation?

Simulation Outcomes. Of utmost importance are studies 
on the effects and effectiveness both of simulation as an 
educational method and of single simulations that are 
especially designed or adapted for social work education for 
administration. The development of instruments for sophis­
ticated data collection and measurement is essential. 
Questions for investigation are numerous. Some alternatives 
follow. What is the role of simulation in intuition build­
ing, in understanding a gestalt of complex, concurrent 
organizational and administrative actions and interactions, 
in conveying information about the design and operations of 
human service delivery systems, in stimulating dialogue about 
such complicated phenomena, in motivation, in serendipitous 
discovery, in problem solving? How does simulation compare 
with other pedagogical methods in social work education for 
administration in terms of amount of information learned, 
retention, application of concepts, analytical and inter­
actional skill development, transfer of learning from the 
classroom? What are the effects of an observer on a 
simulation's outcomes? Can video-recording be utilized to 
improve simulation results? How much realism should a
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simulation have? How many times should a simulation be 
tested with different audiences before it is considered 
reliable? Do simulations affect administration students 
differently than they do non-majors, graduate social work 
students differently than undergraduate students, workshop 
participants differently than full-time students?

Summary
This final chapter concludes the report by criticizing 

the project, providing personal impressions on the use of 
simulations, and raising questions for future research on 
experiential exercises. There are many recognizable gaps 
in our knowledge about using a structured experiences in 
social work education for administrative practice. This is 
a new field of endeavor. It is imperative that professional 
efforts in the development and systematic testing of teach­
ing materials proliferate. More effective administrators 
of social service organizations and programs may be the 
result.
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PRE-COURSE DATA

STUDENT BACKGROUND INFORMATION. (Information which you provide will be 
kept confidential and will in no way affect your grade for this course.)

01. Name:_______________________________________________   _ _

02. Age: _______

03. Birthdate:____________________

04. Undergraduate major:____________________________________________

05. Graduate degrees:_______________________________________________

06. Graduate areas of study:________________________________________

07. Education or training in administration/management (describe 
amount and kind):_________________________________________

08. Work history (organizations, jobs, dates):

09. Number of years of administrative experience:

1. none
2. up to 1 year
3. up to 2 years
4. up to 3 years
5. up to 4 years
6. up to 5 years
7. up to 10 years
8. more than 10 years

10. I expect to learn the following in this introductory course:

1.
2 .
3.
4.
5.
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II. MY ADMINISTRATIVE CAPACITIES. (Please circle the number that most closely 
corresponds to the level of ability you are now able to demonstrate.)
I believe my present administrative capacities are as follows:

A. Given an organizational situation in which the individuals involved have 
varying degrees of influence, I am able to:

1. Analyze my own and other's influence (i.e., power, authority) in terms 
of its source or base (legitimate, reward, coercive, referrant, expert) 
and its rank (subordinate, equivalent, superordinate).

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Anticipate the effects that using influence in the given situation will 
have on self, on others, and on the organization

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally

or occasionally or frequently or always

3. Use an influence posture (collaborative, mediative, or adversative) and a 
strategy (persuasion, inducement, coercion, or emotional appeal) 
appropriate to one's power source and rank, to the situational conditions, 
and to the interest of the organization.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

B. Given an organizational situation in which Informal group forces adversely 
affect the organization, I am able to:

1. Identify the informal structure of the organization in terms of these 
attributes: relationships or affective ties, group values or norms, 
group leadership, membership roles, and the group's internal conmuni- 
cation patterns.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Evaluate the effects of the informal structure on the organization's
internal and external relationships, policies, leadership, role performance, 
and communication patterns.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Evaluate alternative strategies for using or influencing the informal 
organization to Improve the formal organization.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always
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C. Given an organizational situation in which various styles of leadership 
are evident, I am able to:

1. Classify leadership according to autocratic, social, democratic and 
laissez-faire styles.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Analyze the effects of varying styleb of leadership upon group morale,
task completion, decision making, and thus upon fulfillment of leadership's 
task and soclo-emotional functions.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Identify the conditions for the appropriate use of each style of leadership.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

D. Given the general characteristics of an organization, I am able to:

1. Identify the particular set of assumptions that the manager might have 
regarding people and their behavior in organizations based upon four 
alternative sets of assumptions: 1) rational-economic man; 2) social
man; 3) self-actualizing man; and 4) complex man.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Describe the effects that these assumptions have on that organization's 
objectives, communications systems, control systems, decision-making 
systems, structural characteristics, leadership styles, and reward and 
penalty systems.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

E. Given an organizational list of supervisory tasks, or a problem in program 
implementation or a task of delegation or appraisal, I am able to:

1. Identify priorities in supervision.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always
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2. Respond purposefully to problems of program Implementation.

1 2 3 4 5  6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Delegate responsibility with clear, understandable directives.

1 2 3 4 5  6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

4. Demonstrate mutual problem-solving with subordinates, not telling and selling.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

5. Provide appraisal feedback that is descriptive, "owned" by me, specific,
relevant, desired, timely, usable, and verified for reception.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

F. Given a bargaining situation between union and agency, I am able to:

1. Plan a bargaining strategy with others based upon consideration of 
alternative gains and costs and upon anticipated needs/demands of opponents.

I 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Identify bargaining styles (e.g., rigid/flexible, considerate/inconsiderate, 
competitive/cooperative).

I 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Negotiate with an opponent to reduce both the cost of settlement and the
cost of negotiation, and to increase the satisfaction of the group one 
represents.

I 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

4. Analyze own and opponent's mistakes and successes in the pursuit of a favor­
able settlement.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always
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5. Identify factors affecting negotiation processes and outcomes (e.g., 
planning time, group support, number of bargainers, strategy, nature 
of Issues, concern for quick solution, environmental effects, costs 
of deadlock).

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

G. Given Information about a social service organization, I am able to:

1. Describe the organization in terms of the attributes and processes of
its subsystems and environment.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Analyze the Interrelationships among the organization's subsystems.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Evaluate the effects of organizational-environmental interactions.
_ _ _ _ _ _ _ _

not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

H. Given an organizational goal, I am able to:

1. Write goal-related measurable objectives which state desired behaviors, 
behavioral contexts, and standards of behavioral performance.

_ 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Prepare program specifications to implement the goal and its objectives.

I 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

We appreciate the time and effort you have taken to complete this form. THANK YOU!
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name »_______________ ___________
MY ADMINISTRATIVE CAPACITIES. (Please circle the number that most closely 
corresponds to the level of ability you are now able to demonstrate.)
I believe my present administrative capacities are as follows:

A. Given an organizational situation in which the individuals involved have 
varying degrees of influence, I am able to:

1. Analyze my own and other's influence (i.e., power, authority) in terms 
of its source or base (legitimate, reward, coercive, referrant, expert) 
and its rank (subordinate, equivalent, superordinate).

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alway.«

2. Anticipate the effects that using influence in the given situation will 
have on self, on others, and on the organization

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally

or occasionally or frequently or alwav.c

3. Use an influence posture (collaborative, mediative, or adversative) and a 
strategy (persuasion, inducement, coercion, or emotional appeal) 
appropriate to one's power source and rank, to the situational conditions, 
and to the interest of the organization.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alwaj>

B. Given an organizational situation in which informal group forces adversely 
affect the organization, I am able to:

1. Identify the informal structure of the organization in terms of these 
attributes: relationships or affective ties, group values or norms, 
group leadership, membership roles, and the group's internal communi­
cation patterns.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Evaluate the effects of the informal structure on the organization's
internal and external relationships, policies, leadership, role performance, 
and communication patterns.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Evaluate alternative strategies for using or influencing the informal 
organization to improve the formal organization.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always
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C. Given an organizational situation in which various styles of leadership 
are evident, 1 am able to:

1. Classify leadership according to autocratic, social, democratic and 
laissez-faire styles.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alwavi-

2. Analyze the effects of varying styles of leadership upon group morale, 
task completion, decision making, and thus upon fulfillment of leadership's 
task and socio-emotional functions.

_ _ _ _ _ _ _ _
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alwa; s

3. Identify the conditions for the appropriate use of each style of leadership.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alwa;

D. Given the general characteristics of an organization, 1 am able to:

1. Identify the particular set of assumptions that the manager might have 
regarding people and their behavior in organizations based upon four 
alternative sets of assumptions: 1) rational-economic man; 2) social
man; 3) self-actualizing man; and 4) complex man.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Describe the effects that these assumptions have on that organization's 
objectives, communications systems, control systems, decision-making 
systems, structural characteristics, leadership styles, and reward and 
penalty systems.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alwayj

E. Given an organizational list of supervisory tasks, or a problem in program 
implementation or a task of delegation or appraisal, I am able to:

1. Identify priorities in supervision.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always
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2. Respond purposefully to problems of program Implementation.

1
not at 
all

2 3 A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

3. Delegate responsibility with clear, understandable directives.

1
not at 
all

2 3 A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

A. Demonstrate mutual problem-solving with subordinates, not telling and selling.

1
not at 
all

2 3 A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

5. Provide appraisal feedback that is descriptive, "owned" by me, specific, 
relevant, desired, timely, usable, and verified for reception.

1
not at 
all

2 3 A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

F. Given a bargaining situation between union and agency, I am able to:

1. Plan a bargaining strategy with others based upon consideration of 
alternative gains and costs and upon anticipated needs/demands of opponents.

1
not at 
all

2 3 A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

2. Identify bargaining styles (e.g., rigid/flexible, 
competitive/cooperative).

considerate/incons iderate,

1
not at 
all

2 3 A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

•
3. Negotiate with an opponent to reduce both the cost of settlement and the 

cost of negotiation, and to increase the satisfaction of the group one 
represents.

1
not at 
all

2 . 3  A 5 
to a small degree moderately 
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always

A. Analyze own and opponent's mistakes and successes 
able settlement.

in the pursuit of a favor-

1
not at 
all

2 3 A 5 
to a small ddgree moderately
or occasionally

6 7 
to a large degree 
or frequently

8
totally 
or always
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S. Identify factors affecting negotiation processes and outcomes (e.g., 
planning time, group support, number of bargainers, strategy, nature 
of issues, concern for quick solution, environmental effects, costs 
of deadlock).

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or alwsy',

G. Given information about a social service organization, I am able to:

1. Describe the organization in terms of the attributes and processes of
its subsystems and environment.

1 2 3 ~  4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Analyze the interrelationships among the organization's subsystems.

1 2 . 3  4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

3. Evaluate the effects of organizational-environmental interactions.

1 2 3 4 5 6 7 8  
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

H. Given an organizational goal, I am able to:

1. Write goal-related measurable objectives which state desired behaviors, 
behavioral contexts, and standards of behavioral performance.

_ _ _ _ _ _ - -
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

2. Prepare program specifications to implement the goal and its objectives.

1 2 3 4 5 6 7 8
not at to a small degree moderately to a large degree totally
all or occasionally or frequently or always

We appreciate the time and effort you have taken to complete this form. THANK YOU!
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a s s e s s m e n t  OF LEARNING

Program evaluation is essential in administration; so, too, in education. 
You can help in this endeavor by carefully completing this form with 
frankness and thoroughness. Your answers will be kept confidential and 
will in no way influence your grade.

The form is to be filled out individually by you after an exercise.
Please submit the completed form to the instructor during the next fifteen 
minutes. Thank you.

Student Name:

Title of Exercise Being Evaluated: ____________________________________________

Section I .

Reflect upon the experience that you have had in this exercise. Don't be 
concerned about what you think your instructor expected you to learn, or 
about what other people say they have learned, or about what you think you 
ought to have learned. Rather, consider what you really have learned and 
what it means.

01. I did learn something from this exercise. True ______ False______

I learned ________  _________________________________________________________

02. The reasons why I did not learn anything are:

a.

b.

c.

d.

03. To make THIS exercise more of a learning experience, the following 
things could have been done:

a . By m e :

b. By the instructor:

c. By others:
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04. I liked these aspects of this exercise:

a.

b.

c.

05. I would modify this exercise in the following ways:

a.

b.

c.

d.

Section II. Circle the ONE number that best expresses your opinion.

06. Did you take this simulation seriously?

6 5 4 3 2 1 0
Very much Somewhat Not at all Not apply
Comment:

07. To what extent did others take this simulation seriously?
6 5 4 3 2 1 0

Very much Somewhat Not at all Not apply
Comment:

08. Was the content of this exercise applicable to understanding your field 
agency as an organization?

6 5 4 3 2 1 0
Highly Moderately Very little Not apply
Comment:

09. Did the simulation realistically describe features of a social welfare 
organization?

6 5 4 3 2 1 0
Very realistic Moderately Minimally Not apply
Comment:
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Sectlon III. Circle the ONE number that best expresses your opinion.

10. How stimulating was this exercise?

6 5 4 3 2 1 0
Very Somewhat Minimally Not apply

Comment:

11. How good a fit was there between the exercise and lecture content?
6 5 4 3 2 1 0

Very close Some Very little Not apply
Comment:

12. Were the exercise directions for participants clear?
6 5 4 3 2 1 0

Absolutely Somewhat Not at all Not apply
Comment:

13. Did the exercise provide opportunities for self-directed learning?
6 5 4 3 2 1 0

Very much Moderate None Not apply
Comment:

14. In your opinion, how relevant was the exercise to learning needs of 
different students?

6 5 4 3 2 1 0
Highly Moderately Minimally Not apply

Comment:

15. Did the exercise enable you to learn from others?
6 5 4 3 2 1 0

Very much Moderately Minimally Not apply
Comment:

16. How appropriate were the exercise's debriefing questions?
6 5 4 3 2 1 0

Very Somewhat Not at all Not apply
Comment:

17. Were students reinforced by others, either during or after the 
simulation, for good performance?

6 5 4 3 2 1 0
Very adequately Somewhat Inadequately Not apply
Comments:

18. How would you rate your interest in the subject matter in the exercise?
6 5 4 3 2 1 0

Very interested Moderately Uninterested Not apply
Comment:
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Section IV. Circle the ONE number which best expresses your opinion.

19. Did the exercise illustrate content from the unit lectures?
6 5 4 3 2 1 0

Very much Somewhat Not at all Not apply
Comment;

20. How adequately did the simulation enable you to practice an administrative 
skill?

6 5 4 3 2 1 0
Very adequately Somewhat Inadequately Not apply
Comment:

21. Did the exercise enable students to "use" information not yet applied 
in the field?

6 5 4 3 2 1 0
Greatly Moderately Not at all Not apply

Comment:

22. Did the simulation enable you to reflect upon your feelings and attitudes 
more than other classroom learning methods do?

6 5 4 3 2 1 0
Sufficiently Moderately Insufficiently Not apply
Comment:

23. Did the exercise lead to more relevant class inquiry than other classroom 
learning methods?

6 5 4 3 2 1 0
Greatly Somewhat Not at all Not apply

Comment:

Section V. Rank order.

Given a scale from 6 to 1, indicate the learning method most and least used to
master the objectives of this unit of the course. Six means the most time,
1 the least time. Use any number only once.

24. Lecture-discussion___________
25. Readings _____________________
26. Student field tasks____
27. Experiential exercises_
28. Past experience________
29. Other (identify)_______

Comment:
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Again, using the scale 6 to 1, indicate the learning methods in terms of 
the amount of time you would have PREFERRED spent on each. Six means the most 
time, 1 the least. Use any number only once.

30. Lecture-discussion___________
31. Readings_______________________
32. Student field tasks__________
33. Experiential exercises_______
34. Past experience_______________
35. Other (identify)______________________________________________________________

Comment:

Section V I . Circle the ONE number which best expresses your opinion.

36. To what extent did the simulation facilitate your achievement of learning 
objective #1?_________________________________________________________________

6 5 4 3 2 1 0
Greatly Moderately Very little Not apply
Comment:

37. To what extent did the simulation facilitate your achievement of 
learning objective #2?________________________________________________

6 5 4 3 2 1 0
Greatly Moderately Very little Not apply
Comment:

38. To what extent did the simulation facilitate your achievement of 
learning objective #3?________________________________________________

6 5 4 3 2 1 0
Greatly Moderately Very little Not apply
Comment:

39. To what extent did the simulation facilitate your achievement of 
learning objective #4?________________________________________________

6 5 4 3 2 1 0
Greatly Moderately Very little Not apply
Comment:

40. To what extent did the simulation facilitate your achievement of learning 
objective #5?_________________________________________________________________

6 5 4 3 2 1 0
Greatly Moderately Very little Not apply
Comment:
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Section VII. Circle the ONE number which best expresses your opinion.

41. Did the exercise develop insights into administration and administrative 
problems?

6 5 4 3 2 1 0
Very many Some None Not apply
Comment:

42. Was the exercise a stimulus for further learning?
6 5 4 3 2 1 0

Very much so Somewhat Not at all Not apply
Comment:

43. Did this exercise help to prepare you for future professional activity?
6 5 4 3 2 1 0

Much help Some help No help Not apply
Comment:

Your time and effort are very much appreciated. THANK YOU!
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UNIT 1. THE EXERCISE OF INFLUENCE (POWER, AUTHORITY) IN HUMAN SERVICE 
ORGANIZATIONS.

A. Student Behavioral Objectives. Given an organizational situation in 
which the individuals involved have varying degrees of influence:
1. Analyzes own and other's influence (power, authority) in terms

of its source or base (legitimate, reward, coercive, referrant,
expert) and its rank (subordinate, equivalent, superordinate).

2. Anticipates the effects that using influence in the given situation
will have on self, on others, and on the organization.

3. Uses an influence posture (collaborative, mediative, or adversative) 
and a strategy (persuasion, inducement, coercion, or emotional appeal) 
appropriate to one's power source and rank, to the situational 
conditions, and to the interests of the organization.

B. Content. (NOTE: Content in all units is very limited as it is 
carefully selected to include only those concepts that directly apply 
to experiential exercises. Thus, for example, concepts such as 
centralization of authority and span of control are not included in 
Unit 1. )
1. Definition of influence (power, authority): the act or the 

capability of producing an effect; the ability to limit, 
reduce, restrict, or eliminate alternatives for action.

2. Bases (sources) of influence: legitimate (formal authority, 
status), reward (resource), coercive (punish, threat), 
referrent (attraction, charisma, popularity), and expert 
(knowledge, physical abilities).

3. Types: formal and informal.
4. Rank: subordinate, equivalent, and superordinate.
5. Postures (approaches): collaborative, mediative, and adversative.
6. Strategies: persuasion (use of expertise, knowledge and logic), 

inducement (use of rewards), coercion (use of threats, punishment), 
and emotional appeal (use of relationship, seduction).

C. Exercise. "Influence (Power, Authority) in Organizations."
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INFLUENCE (POWER, AUTHORITY) IN ORGANIZATIONS

Minutes» Activities»
10 Introduction
2 Group formation (8-10 persons per group)
5 Class discussion of experiential situationi

election of a board president
1 Drawing of voting shares
1 Writing of name-votes form
1 Election of timekeeper for each group
15 Message writing period (NO TALKING)
5 Message reading period
15 Second message writing period (NO TALKING)
5 Second message reading period

20 Board meeting
5 Vote (MAJORITY NEEDED)

10* *If necessary, continue board meeting
5* *If necessary, vote again (MAJORITY NEEDED)

10* *If necessary, continue board meeting
5* *If necessary, vote again

4-0 Class discussion

125-155
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I N F L U E N C E  ( P O W E R ,  A U T H O R I T Y )  I N  O R G A N I Z A T I O N S .

Objectives
This exercise simulates a situation in which the individuals in­
volved have varying degrees of influence (power, authority).
Through involvement in this exercise, participants can:
1. Assess their own reactions to being placed in such a situation 

and thus gain a better understanding of the uses and effects 
of influence (power, authority).

2. Explore strategies for using influence in different organiza­
tional ranks.

3. Experience the results of differential influence in groups in­
volved in decision making.

P R E M E E T I N G  A S S I G N M E N T
R e a d  t h e  i n t r o d u c t i o n  a n d  t h e  p r o c e d u r e  t o  b e  f o l l o w e d  i n  t h i s  e x e r c i s e .  
B r i n g  e n o u g h  p a p e r  o n  w h i c h  t o  w r i t e  m e s s a g e s .
I N T R O D U C T I O N
T h i s  i s  a n  e x e r c i s e  d e a l i n g  w i t h  i n f l u e n c e  ( p o w e r ,  a u t h o r i t y )  i n  o r g a n ­
i z a t i o n s .  W h i l e  w e  l i k e  t o  t h i n k  t h a t  d e c i s i o n s  i n  o r g a n i z a t i o n s  a r e  
m a d e  o n  t h e  b a s i s  o f  p e n e t r a t i n g  a n a l y s i s  o f  a l l  t h e  f a c t o r s  i n v o l v e d ,  
m a n y  d e c i s i o n s  a r e  m a d e  b y  t h e  b o s s  s i m p l y  b e c a u s e  h e  i s  t h e  p e r s o n  i n  
a  p o s i t i o n  o f  f o r m a l  a u t h o r i t y .  W h e t h e r  o r  n o t  h e  m a k e s  t h e  b e s t  d e ­
c i s i o n s  d o e s n ' t  r e a l l y  m a t t e r .  H e  m a k e s  t h e  d e c i s i o n  h e  l i k e s  b e c a u s e  
h e  h a s  t h e  f o r m a l  p o w e r  t o  d o  so.
T h e r e  i s  a  great deal o f  l i t e r a t u r e  c o n c e r n i n g  p o w e r  i n  o r g a n i z a t i o n s , 
m u c h  o f  i t  s o m e w h a t  t e c h n i c a l .  S i m p l y ,  h o w e v e r ,  p o w e r  c a n  b e  d e f i n e d  
a s  t h e  a b i l i t y  t o  l i m i t  a l t e r n a t i v e s  f o r  s o c i a l  a c t i o n .  A n y  p e r s o n  o r  
g r o u p  a b l e  t o  l i m i t ,  r e d u c e ,  r e s t r i c t ,  o r  e l i m i n a t e  o n e  o r  m o r e  a l t e r ­
n a t i v e s  t h a t  w o u l d  o t h e r w i s e  b e  o p e n  t o  a n o t h e r  p e r s o n  o r  g r o u p  h a s  
p o w e r .  T h i s  a b i l i t y  t o  l i m i t  c h o i c e  m a y  e m a n a t e  f r o m  a  v a r i e t y  o f  
s o u r c e s :  s u p e r i o r  p h y s i c a l  c a p a b i l i t i e s ,  s u p e r i o r  k n o w l e d g e ,  m o n e y ,
w e a p o n s ,  p o s i t i o n  i n  t h e  o r g a n i z a t i o n ,  a n d,  i n  t h i s  e x e r c i s e ,  a  g r e a t e r  
n u m b e r  o f  v o t e s .

a d a p t e d  f r o m  H a r r y  R. K n u d s o n ,  R o b e r t  T. W o o d w o r t h  a n d  C e c i l  H. B e l l ,  
M a n a g e m e n t :  A n  E x p e r i e n t i a l  A p p r o a c h  ( N e w  Y o r k :  M c G r a w - H i l l
B o o k  C o m p a n y ,  1973/ P P. 315-327
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T h e  a m o u n t  o f  p o w e r  t h a t  a n  i n d i v i d u a l  h o l d s  i n  a  s p e c i f i c  s i t u a t i o n  c a n  
b e  q u i t e  d i f f e r e n t  f r o m  t h e  a m o u n t  h e l d  b y  o t h e r s .  F o r  e x a m p l e ,  t h e  c h a i r ­
m a n  o f  a  b o a r d  o f  d i r e c t o r s  h o l d s  a  g r e a t  d e a l  m o r e  p o w e r  t h a n  s o c i a l  
w o r k e r s  o n  t h e  l i n e  i n  d e t e r m i n i n g  t h e  f u t u r e  p o l i c i e s  o f  t h e  o r g a n i z a t i o n  
a n d  t h e  o b j e c t i v e s  t o w a r d  w h i c h  it w i l l  s t r i v e .
I f  a n y  i n d i v i d u a l  d o e s  n o t  h a v e  f o r m a l  a u t h o r i t y — h e  m a y  s t i l l  p l a y  a  
v e r y  i m p o r t a n t  p a r t  i n  t h e  a c t i v i t i e s  o f  t h e  o r g a n i z a t i o n .  H e  m a y  d o  
t h i s  b y  u s i n g  h i s  a b i l i t y  t o  p e r s u a d e  o t h e r  p e o p l e  t o  m o d i f y  t h e i r  
t h i n k i n g  o r  b e h a v i o r .  I f  h e  h a s  p o w e r  a n d  h e  e l e c t s  t o  u s e  it, h e  c a n  
o r d e r  p e o p l e  t o  d o  t h i n g s .  ( W h i l e  t h e y  m a y  c h o o s e  n o t  t o  o b e y ,  t h e r e  
is a  d e f i n i t e  c o s t ,  d e t e r m i n e d  b y  t h e  o n e  w i t h  p o w e r ,  f o r  n o t  o b e y i n g . )
I f  a n  i n d i v i d u a l  h a s  n o  l e g i t i m a t e  p o w e r ,  h e  m u s t  p e r s u a d e  o t h e r s — h e  
c a n n o t  o r d e r .
W h e n  a n  i n d i v i d u a l  is r e c o g n i z e d  a s  h a v i n g  g r e a t  p o w e r s  o f  p e r s u a s i o n  
o r  h a s  u n u s u a l  o p p o r t u n i t i e s  t o  a t t e m p t  t o  p e r s u a d e  t h o s e  i n  f o r m a l  
a u t h o r i t y ,  h e  is c o n s i d e r e d  t o  b e  a  m o r e  i m p o r t a n t  p e r s o n  t h a n  h i s  
o r g a n i z a t i o n a l  p o s i t i o n  w o u l d  s u g g e s t .  T h u s  a t  a  m e e t i n g  o f  t h e  e x ­
e c u t i v e  c o m m i t t e e  t h e  s o n  o f  t h e  o w n e r  o f  t h e  c o m p a n y ,  a l t h o u g h  h e  
m i g h t  h o l d  a  r e l a t i v e l y  l o w  r a n k i n g  p o s i t i o n  i n  t h e  c o m p a n y ,  m a y  b e  
m o r e  i m p o r t a n t  t h a n  o t h e r  m e m b e r s  o f  t h e  c o m m i t t e e  b e c a u s e  o f  h i s  u n ­
u s u a l  o p p o r t u n i t i e s  t o  i n f l u e n c e  t h o s e  w h o  d o  h a v e  l e g i t i m a t e  p o w e r .
T h e  p e r s o n  h o l d i n g  t h e  g r e a t e s t  a m o u n t  o f  l e g i t i m a t e  p o w e r  m a y  o r  m a y  
n o t  b e  b e s t  e q u i p p e d  t o  u s e  it i n  t e r m s  o f  h i s  i n t e l l i g e n c e ,  o b j e c t i v e s ,  
m o t i v a t i o n ,  o r  u n d e r s t a n d i n g  o f  t h e  r a m i f i c a t i o n s  o f  p o w e r .  H e  m a y  o r  
m a y  n o t  h a v e  t h e  u n d e r s t a n d i n g  o r  s k i l l  t o  m a k e  t h e  b e s t  de ci s i o n ..  B u t  
h e  d o e s  h a v e  t h e  p o w e r  a n d  m a y  c h o o s e  t o  e x e r c i s e  it.
D u r i n g  t h i s  e x e r c i s e  v e r b a l  c o m m u n i c a t i o n  w i l l  b e  r e s t r i c t e d  a t  s o m e  
t i m e s  t o  h i g h l i g h t  t h e  c h a r a c t e r i s t i c s  o f  f o r m a l  p o w e r  a n d  t o  d e c r e a s e  
a n  i n d i v i d u a l ' s  o p p o r t u n i t y  t o  e x e r c i s e  i n f o r m a l  p o w e r  b y  p e r s u a d i n g  
o r  a t t e m p t i n g  t o  p e r s u a d e  o t h e r s  i n  t h e  g r o u p .

P R O C E D U R E
F o r m  i n t o  g r o u p s  o f  e i g h t ,  n i n e ,  o r  t e n  p e o p l e .  I n  t h i s  e x e r c i s e  e a c h  
g r o u p  w i l l  f u n c t i o n  i n d e p e n d e n t l y .
A s s u m e  t h a t  e a c h  p e r s o n  i n  t h e  g r o u p  is a n  a g e n c y  d i r e c t o r  a n d  a  m e m b e r  
o f  t h e  b o a r d  o f  d i r e c t o r s  o f  t h e  N a t i o n a l  A g e n c y ,  a  l a r g e  s o c i a l  s e r v i c e  
o r g a n i z a t i o n .  B e c a u s e  o f  t h e  f o r t h c o m i n g  r e t i r e m e n t  o f  t h e  c u r r e n t  
p r e s i d e n t ,  t h e  b o a r d  m u s t  s e l e c t  i n  t h e  v e r y  n e a r  f u t u r e  a  n e w  p e r s o n  t o  
h o l d  t h i s  i m p o r t a n t  p o s i t i o n .  T h e  n e w  c h i e f  e x e c u t i v e  m u s t  b e  s e l e c t e d  
f r o m  t h e  g r o u p  o f  p e o p l e  w h o  a r e  c u r r e n t l y  m e m b e r s  o f  t h e  b o a r d .
T h e  p e r s o n  s e l e c t e d  a s  p r e s i d e n t  w i l l  h a v e  g r e a t  r e s p o n s i b i l i t i e s  a s  t h e  
N a t i o n a l  A g e n c y  is c u r r e n t l y  i n  a  s i t u a t i o n  t h a t  r e q u i r e s  a  h i g h l y  
s k i l l e d  a n d  p e r c e p t i v e  m a n a g e r .  F o r  t h e  p a s t  s e v e r a l  y e a r s  t h e  a g e n c y
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h a s  b e e n  e x p e r i e n c i n g  c o n s i d e r a b l e  f i n a n c i a l  l o s s e s  a n d  s o m e  p o s i t i v e  
a c t i o n s  m u s t  b e  t a k e n  t o  c h a n g e  t h i s  t r e n d .  I n  a d d i t i o n ,  c o m p e t i t i o n  
f r o m  o t h e r  p r o f e s s i o n s  h a s  i n c r e a s e d  s u b s t a n t i a l l y  a n d  s o m e  p r o g r a m  f o r  
c o p i n g  w i t h  t h i s  s i t u a t i o n  m u s t  £>e d e v i s e d .  S e v e r a l  o f  t h e  a g e n c y ' s  
a c t i o n s  h a v e  r e s u l t e d  i n  l a w  s u i t s  b e i n g  f i l e d  f o r  " r i g h t - t o - t r e a t m e n t ” 
r e a s o n s  a n d  t h e  a g e n c y  h a s  a l s o  b e e n  c h a r g e d  w i t h  d i s c r i m i n a t i o n  a g a i n s t  
m i n o r i t y  g r o u p s  in its h i r i n g  p r a c t i c e s .
In  a d d i t i o n  t o  h a v i n g  g r e a t  r e s p o n s i b i l i t i e s ,  h o w e v e r ,  t h e  p e r s o n  
e l e c t e d  t o  t h i s  p o s i t i o n  w i l l  h a v e  a t t r a c t i v e  p r e r e q u i s i t i e s  a n d  w i l l  
h a v e  a  g r e a t  d e a l  t o  s a y  a b o u t  s e r v i c e s  t o  b e  p r o v i d e d ,  a b o u t  r e ­
w a r d i n g  m e m b e r s  o f  t h e  o r g a n i z a t i o n ,  a b o u t  w h o  m a k e s  w h a t  k i n d s  o f  
d e c i s i o n s ,  a n d  a b o u t  w h o  w i l l  h a v e  r e a s o n a b l e  j o b  s e c u r i t y .  W h i l e  t h e  r e ­
s p o n s i b i l i t i e s  o f  t h e  j o b  a r e  g r e a t ,  t h e  r e w a r d s  a r e  a l s o  s u b s t a n t i a l .

E a c h  m e m b e r  o f  t h e  g r o u p  w i l l  h a v e  a  d i f f e r e n t  n u m b e r  o f  
v o t e s .  F o r  e a c h  g r o u p  o f  e i g h t ,  n i n e ,  o r  t e n  p e o p l e ,  
t e a r  o u t  s l i p s  o f  p a p e r  n o t i n g  v o t e s  a s  f o l l o w s :

1 0 0  V o t e s

2 0 0  V o t e s

3 0 0  V o t e s

*♦00 V o t e s

500 V o t e s

6 0 0  V o t e s

7 0 0  V o t e s
I f  e i g h t - p e r s o n  g r o u p ,
r e m o v e < a l i p a  1 0 0  " t hr o u g h  8 0 0  V o t e s
8 0 0  _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _
If n i n e - p e r s o n  g r o u p ,
r e m o v e  s l i p s  1 0 0  t h r o u g h  9 0 0  V o t e s
9 0 0  _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _
I f  t e n - p e r s o n  g r o u p ,
r e m o v e  a l l  s l i p s  1 , 0 0 0  V o t e s
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A f t e r  t h e  a p p r o p r i a t e  n u m b e r  o f  s l i p s  h a v e  b e e n  p r e p a r e d ,  h a v e  o n e  m e m b e r  
o f  t h e  g r o u p  m i x  t h e m  u p  a n d  p l a c e  t h e m  i n  a  h a t  o r  i n  s o m e  o t h e r  w a y  
r a n d o m l y  a r r a n g e  t h e m  s o  t h a t  e a c h  p e r s o n  c a n  b l i n d l y  s e l e c t  a  s l i p  i n ­
d i c a t i n g  t h e  n u m b e r  o f  v o t e s  o w n e d .  E a c h  p e r s o n  s h o u l d  n o w  d r a w  a  s l ip .
A f t e r  t h e  d r a w i n g  o f  v o t e s  h a s  b e e n  c o m p l e t e d ,  e a c h  p e r s o n  s h o u l d  t e a r
o u t  t h e  f o l l o w i n g  p a g e  a n d  f o l d  it s o  t h a t  h e  c a n  s t a n d  it i n  f r o n t  o f
h i m .  O n  t h i s  p a g e  h e  s h o u l d  w r i t e  c l e a r l y  i n  l a r g e  l e t t e r s  h i s  n a m e  
a n d  t h e  n u m b e r  o f  v o t e s  t h a t  h e  h o l d s .
E a c h  g r o u p  s h o u l d  n o w  f o r m  i n t o  a  c i r c l e .  G r o u p  m e m b e r s  s h o u l d  p l a c e
t h e i r  s i g n s  i n  a  v i s i b l e  p l a c e .  S e l e c t  o n e  m e m b e r  o f  t h e  g r o u p  a s  a  
t i m e k e e p e r .

M E S S A G E  W R I T I N G  P E R I O D
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M E S S A G E  W R I T I N G  P E R I O D
A s s u m e  t h a t  b e c a u s e  e a c h  m e m b e r  o f  t h e  g r o u p  is a t  a  d i f f e r e n t  a g e n c y  
l o c a t i o n ,  a n d  a s  t h e s e  l o c a t i o n s  a r e  w i d e l y  d i s p e r s e d ,  i t  w i l l  b e  i m ­
p o s s i b l e  t o  t a l k  w i t h  a n y o n e  e l s e  a b o u t  t h e  f o r t h c o m i n g  e l e c t i o n  o f  
t h e  c h i e f  e x e c u t i v e .  H o w e v e r ,  f o r  t h e  n e x t  1 5  m i n u t e s ,  e a c h  m e m b e r  o f  
t h e  g r o u p  c a n  c o m m u n i c a t e  i n  w r i t i n g  w i t h  a n y o n e  e l s e  in t h e  g r o u p .
Y o u r  m e s s a g e s  s h o u l d  c o n t a i n  a n y t h i n g  t h a t  y o u  f e e l  w i l l  b e  h e l p f u l  
i n  g e t t i n g  y o u r  c a n d i d a t e  f o r  c h i e f  e x e c u t i v e  s e l e c t e d .  O n l y  w r i t t e n  
c o m m u n i c a t i o n  is p e r m i t t e d .  T h e r e  a r e  n o  r e s t r i c t i o n s  o n  t h e  n u m b e r  
o f  w r i t t e n  m e s s a g e s  y o u  m a y  s e n d  o r  r e c e i v e  o r  t h e  n u m b e r  o f  i n d i v i d u a l s  
w i t h  w h o m  y o u  m a y  c o m m u n i c a t e .  I f  y o u  d e s i r e ,  s e v e r a l  m e s s a g e s  m a y  b e  
s e n t  t o  t h e  s a m e  p e r s o n .

N o  v e r b a l  c o m m u n i c a t i o n  is p e r m i t t e d

A l l  m e s s a g e s  s h o u l d  c l e a r l y  i n d i c a t e  t h e  n a m e  o f  t h e  s e n d e r  a n d  t h e  
r e c e i v e r .  C o m p l e t e d  m e s s a g e s  s h o u l d  b e  d e l i v e r e d  b y  p l a c i n g  t h e m  n e a r  
t h e  s i g n  o f  t h e  p e r s o n  t o  w h o m  t h e y  a r e  a d d r e s s e d .  D e l i v e r y  c a n  b e  
m a d e  a f t e r  e a c h  m e s s a g e  is c o m p l e t e d  o r  a t  t h e  e n d  o f  t h e  m e s s a g e  
w r i t i n g  p e r i o d ,  a t  t h e  o p t i o n  o f  e a c h  s e n d e r .

M E S S A G E S  A R E  N O T  T O  B E  R E A D  u n t i l  a f t e r  t h e  m e s s a g e  w r i t i n g  p e r i o d  is o v e r .
B E G I N  A N D  E N D  T H E  M E S S A G E  W R I T I N G  P E R I O D  a t  t h e  t i m e k e e p e r ' s  s i g n a l .  

T h e  t i m e k e e p e r  s h o u l d  s i g n a l  t h e  b e g i n n i n g  A n d  e n d i n g  o f  e a c h  o f  t h e  
f o l l o w i n g  p e r i o d s .

R e a d i n g  p e r i o d  (5 m i n u t e s ) .  M e s s a g e s  a r e  t o  b e  r e a d ,  b u t  n o t  d i s c u s s e d .  
N O  V E R B A L  C O M M U N I C A T I O N  P E R M I T T E D .

S e c o n d  m e s s a g e  w r i t i n g  p e r i o d  (15 m i n u t e s ) .  F o l l o w  t h e  s a m e  p r o c e d u r e  
a s  b e f o r e .  N O  V E R B A L  C O M M U N I C A T I O N  P E R M I T T E D .

S e c o n d  r e a d i n g  p e r i o d  (5 m i n u t e s ) .  F o l l o w  t h e  s a m e  p r o c e d u r e  a s  b e f o r e .  
N O  V E R B A L  C O M M U N I C A T I O N  P E R M I T T E D .

D i s c u s s i o n  p e r i o d  ( 2 0  m i n u t e s ) .  A s s u m e  t h a t  a l l  m e m b e r s  o f  t h e  b o a r d  
o f  d i r e c t o r s  h a v e  A r r i v e d  a t  t h e  m e e t i n g  a n d  a r e  p h y s i c a l l y  p r e s e n t  i n  
t h e  s a m e  r o o m .  G r o u p  m e m b e r s  a r e  f r e e  t o  t a l k  w i t h  e a c h  o t h e r  a n d  t o  
n e g o t i a t e  w i t h  e a c h  o t h e r  r e g a r d i n g  t h e  v o t e  t o  b e  t a k e n .  T h i s  is a  t i m e  
t o  e x p r e s s  y o u r  v i e w s  a n d  t o  t a k e  w h a t e v e r  a c t i o n s  y o u  f e e l  a r e  a p p r o p r i a t e  
i n  a s s u r i n g  t h a t  y o u r  c a n d i d a t e  f o r  t h e  p o s i t i o n  o f  c h i e f  e x e c u t i v e  is 
e l e c t e d .



-131-

V O T I N G
A f t e r  t h e  d i s c u s s i o n  p e r i o d  is o v e r  a  v o t e  w i l l  b e  t a k e n ,  E a c h  m e m b e r  
w i l l  p u b l i c l y  v o t e  h i s  s h a r e s .  T h e  t i m e k e e p e r  w i l l  c a l l  t h e  r o s t e r  o f  
g r o u p  m e m b e r s  a n d  r e c o r d  e a c h  i n d i v i d u a l ' s  v o t e .  V o t e s  s h o u l d  b e  r e ­
c o r d e d  o n  t h e  f o l l o w i n g  t a b l e .  A  p e r s o n  m a y  s p l i t  h i s  v o t e ,  i . e . ,  h e  
d o e s  n o t  h a v e  t o  v o t e  a l l  o f  h i s  s h a r e s  f o r  o n e  i n d i v i d u a l .  F o r  e x ­
a m p l e ,  i f  h e  h a s  4 0 0  v o t i n g  s h a r e s  h e  m a y  d i v i d e  t h e s e  v o t e s  a m o n g  
s e v e r a l  g r o u p  m e m b e r s  a s  l o n g  a s  h i s  t o t a l  v o t e  d o e s  n o t  e x c e e d  4 0 0  
s h a r e s .

( F o l d  h e r e  - P l a c e  i n  f r o n t  o f  y o u )

N A M E
N U M B E R

O F
V O T I N G
S H A R E S

I f  o n e  p e r s o n  h a s  r e c e i v e d  a  m a j o r i t y  o f  v o t e s  c a s t ,  h e  is t h e  n e w  
c h i e f  e x e c u t i v e .

I f  n o  o n e  r e c e i v e s  a  m a j o r i t y ,  a n o t h e r  1 0 - m i n u t e  d i s c u s s i o n  p e r i o d  is 
h e l d .  A t  t h e  c l o s e  o f  t h i s  p e r i o d ,  h o l d  a  s e c o n d  v o t i n g .  U s e  t h e  s a m e  
p r e c e d u r e  p r e v i o u s l y  f o l l o w e d .  R e c o r d  t h e  r e s u l t s  o f  t h i s  v o t e  o n  t h e  
f o r m  p r o v i d e d .

I f  n o  o n e  r e c e i v e s  a  m a j o r i t y  o f  t h e  v o t e ,  h o l d  a n o t h e r  1 0 - m i n u t e  
d i s c u s s i o n  p e r i o d ,  f o l l o w e d  b y  a  t h i r d  v o t e .  R e c o r d  t h e  r e s u l t s  o f  
t h i s  v o t e  o n  t h e  f o r m  p r o v i d e d .

I f  n o  o n e  h a s  b e e n  e l e c t e d  c h i e f  e x e c u t i v e  b y  t h e  e n d  o f  t h e  t h i r d  
b a l l o t ,  t h i s  p a r t  o f  t h e  e x e r c i s e  is c o n c l u d e d .
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V o t i n g  S u m m a r y - F i r s t  B a l l o t

G r o u p  m e m b e r s
( F i l l  i n  n a m e s )  1 2 3 H 5 6 7 8 9  10

2 .

3.

5.

6.

7.

8.

9.

10.
T o t a l s

NEW PRESIDENT
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V o t i n g  S u m m a r y - S e c o n d  B a l l o t  

G r o u p  m e m b e r s
( F i l l  i n  n a m e s )  1 2 3 U 5 6 7 B 9  10

J m -----------------------------------------------------------------------------------------------

JL___________________________________________________________________

_a_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _
jt,___________________________________________________________________

_5____________________________________________________

_6._____________________________________________________________

JL_______________________________ _____________________

_a_____________________________________________________________

_9-------------------------------------------------------------

10,-----------------------------------
T o t a l s

NEW PRESIDENT
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V o t i n g  S u m m a r y - T h i r d  B a l l o t

G r o u p  m e m b e r s
( F i l l  i n  n a m e s )  1 2  3 5 6 7 8 9 10

1.

2 .

3.

5.

6.

7.

8.

9.

10.
T o t a l s

NEW PRESIDENT
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d i s c u s s i o n
S p e n d  HO m i n u t e s  d i s c u s s i n g  t h i s  e x e r c i s e  w i t h  y o u r  g r o u p .  Y o u  m i g h t  
w i s h  t o  c o n s i d e r  t h e  f o l l o w i n g  k i n d s  o f  q u e s t i o n s  d a r i n g  y o u r  d i s c u s s i o n :

1. H o w  d i d  t h e  p e o p l e  w i t h  a  l a r g e  n u m b e r  o f  v o t e s  b e h a v e ?

2. H o w  d i d  t h e  p e o p l e  w i t h  a  s m a l l  n u m b e r  o f  v o t e s  b e h a v e ?

3. H o w  m a n y  a n d  w h a t  k i n d s  o f  n o t e s  w e r e  w r i t t e n ?

4. H o w  w o u l d  y o u  c h a r a c t e r i z e  t h e  c o n t e n t s  o f  t h e  n o t e s -  
L o g i c a l ?
E m o t i o n a l ?
I n d u c i n g ?
C o e r c i v e ?

5. W h o  g o t  t h e  m o s t  v o t e s - a  h i g h  p o w e r  p e r s o n  o r  a  l o w  p o w e r  p e r s o n ?

W a s  t h e  p e r s o n  e l e c t e d  a  " r e a s o n a b l e "  c h o i c e  i n  y o u r  o p i n i o n ?

6. W h o  w r o t e  t h e  m o s t  n o t e s ?  W h o  r e c e i v e d  t h e  m o s t  n o t e s ?  W h a t  
c o n c l u s i o n s  d o  y o u  d r a w  f r o m  t h a t ?
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7. H o w  d i d  t h e  n o n v e r b a l  a s p e c t s  o f  t h e  e x e r c i s e  a f f e c t  t h e  o u t c o m e ?  
W o u l d  t h e  o u t c o m e  h a v e  b e e n  d i f f e r e n t  i f  a l l  c o m m u n i c a t i o n  h a d  
b e e n  d o n e  v e r b a l l y ?  W h y ?

8. W h y  w a s  y o u r  g r o u p  s u c c e s s f u l  o r  u n s u c c e s s f u l  in s e l e c t i n g  a  n e w  
p r e s i d e n t ?

9. W a s  a n  a d v e r s a t i v e  p o s t u r e  ( a p p r o a c h )  u s e d ?  I f  s o ,  b y  w h o m ,  a n d  
w i t h  w h a t  e f f e c t s ?

10. W a s  a  c o l l a b o r a t i v e  p o s t u r e  ( a p p r o a c h )  u s e d ?  I f  so, b y  w h o m ,  a n d  
w i t h  w h a t  e f f e c t s ?

11. W a s  a  m e d i a t i v e  p o s t u r e  ( a p p r o a c h )  u s e d ?  I f  s o ,  b y  w h o m ,  a n d  w i t h  
w h a t  e f f e c t s ?

12. W h a t  s t r a t e g i e s  ( p e r s u a s i o n ,  i n d u c e m e n t ,  c o e r c i o n ,  e m o t i o n a l
a p p e a l )  w o u l d  b e  u s e f u l  f o r  a  m a n a g e r  i n  a  l o w  r a n k i n g  p o s i t i o n ?  
I n  a  h i g h  r a n k  p o s i t i o n ?

13. W h a t  e x a m p l e s  o f  e f f e c t i v e  u s e s  o f  p o w e r  ( f r o m  a  m a n a g e r ' s  p o i n t  
o f  v i e w )  d i d  y o u  s e e  i n  y o u r  g r o u p ?

m .  W h a t  e x a m p l e s  o f  i n e f f e c t i v e  u s e s  o f  p o w e r  d i d  y o u  o b s e r v e ?
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15. W h a t  a r e  s o m e  o f  t h e  r e s u l t s  o f  g r e a t  p o w e r  d i f f e r e n t i a t i o n  i n  a  g r o u p  o f  m a n a g e r s  s u c h  a s  t h i s ?
P o s i t i v e  r e s u l t s

N e g a t i v e  r e s u l t s

16. H o w  d i d  y o u  u s e  t h e  i n f o r m a t i o n  a v a i l a b l e  t o  y o u  a b o u t  t h e  c u r r e n t  
p o s i t i o n  o f  N a t i o n a l  A g e n c y  i n  e l e c t i n g  a  n e w  p r e s i d e n t ?  I f  y o u  
d i d  n o t  u s e  t h i s  i n f o r m a t i o n ,  c o n s i d e r  w h y  y o u  d i d  n o t.

17. W h a t  o t h e r  k i n d s  o f  p o w e r ,  i n  a d d i t i o n  t o  n u m b e r s  o f  v o t e s ,  d i d  
y o u  s e e  i n  t h i s  e x e r c i s e ?

I N D I V I D U A L  A N A L Y S I S  ( S u g g e s t e d  t i m e  1 0  t o  1 5  m i n u t e s )  
1*. B r i e f l y  s t a t e  y o u r  r e a c t i o n s  t o  t h e  e x e r c i s e .

2. W e r e  y o u  i n  a  h i g h  p o w e r  o r  a  l o w  p o w e r  p o s i t i o n ?

3. W h a t  e f f e c t  d i d  t h i s  h a v e  o n  y o u r  b e h a v i o r ?
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unit 2. INFORMAL ORGANIZATION

A. Student Behavioral Objectives. Given an organizational situation in 
which informal group forces adversely affect the organization:
1. Identifies the informal structure of that organization in terms of 

these attributes: relationships or affective ties, group values or 
norms, group leadership, membership roles, and the group's internal 
communication patterns.

2. Evaluates the effects of the informal structure on the organization's 
internal and external relationships, policies, leadership,
role performance, and communication patterns.

3. Evaluates alternative strategies for using or influencing the 
informal organization to improve the formal organization.

B. Content.
1. Definition of informal organization: "those aspects of the system 

that are not formally planned but arise spontaneously out of the 
activities and interactions of participants." (Kast/Rosenzweig, 
Organization and Management (N.Y.: McGraw Hill, p. 208).

2. Relationship between the formal and informal components of the 
organization.

3. Informal structure.
a. Leadership (persons with influence over a group).
b. Roles (sets of expected behaviors for each group member).
c. Norms (valued behaviors, activities and attitudes; positive and 

negative sanctions for acquiesence or deviancy).
d. Communications (direction and nature of verbal and non-verbal 

exchanges).
e. Affective ties (sociometry or alliances).

4. Positive and negative aspects of informal structure.
5. Influencing (using and changing) the informal structure.

a. Changing group composition (job reassignments, etc.).
b. Breaking up a group (isolating individuals, etc.).
c. Feeding the "grapevine."
d. Developing a control or spy system.
e. Screening applicants more thoroughly.
f. Providing financial incentives.
g. Training.
h. Promoting alternative groups.
i. Promoting alternative values.

C. E x e r c i s e . " T h e  B a d  C o p . "
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INFORMAL ORGANIZATION! THE BAD COP

Minutesi Activitiesi
10 Introduction
50 Discuss Bad Cops and prepare for council

meeting
Council meeting!

15 Police proposal
10 Small group discussions of police proposal
10 Citizens committee response and recom­

mendations
10 Mayor's evaluation and plan
10 City council's specification of criteria

for evaluating police proposal, assess­
ment of proposal, and ratification of 
commissioner and proposal

5 Bad cops' observations and recommendations
30 Class discussion

180
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S O U R C E : H a r r y  R. K n u d s o n ,  R o b e r t  T. W o o d w o r t h ,  a n d  C e c i l  H. B e l l .
M a n a g e m e n t :  A n  E x p e r i e n t i a l  A p p r o a c h  ( N e w  Y o r k :  M c G r a w -
H i l l  B o o k  C o m p a n y , 1 9 7 3 )  p p .  1 3 5 - 1 5 0 .

I N F O R M A L  O R G A N I Z A T I O N

T H E  B A D  C O P

O B J E C T I V E S
1. T o  i d e n t i f y  s o m e  o f  t h e  i n f o r m a l  g r o u p  f o r c e s ,  n o r m s ,  p r o c e s s e s ,  

a n d  i n f l u e n c e s  o p e r a t i n g  i n  o r g a n i z a t i o n s
2. T o  u s e  t h e s e  f o r c e s  i n  a  p o s i t i v e  w a y  i n  d e s i g n i n g  a n d  d e v e l o p ­

i n g  a n  e f f e c t i v e ,  h e a l t h y  o r g a n i z a t i o n

P R E M B E T I N G  A S S I G N M E N T
R e a d  t h e  f o l l o w i n g  m a t e r i a l  o n  " W h a t  M a k e s  a  B a d  C o p . "

E x - P o l i c e m a n  T e l l s  W h a t  M a k e s  
A  " B d d  C o p " *

W h a t  m a k e s  a  p o l i c e m a n  g o  s o u r ?  1 c a n  t e l l  y o u .  I w a s  a  
D e n v e r  p o l i c e m a n  u n t i l  n o t  s o  l o n g  a g o.  T h e n  I q u i t  s o  I 
c o u l d  h o l d  a y  h e a d  u p.

D o n ' t  g e t  m e  w r o n g .  I ' m  n o t  t r y i n g  t o  s h i f t  t h e  b u r d e n  o f  
r e s p o n s i b i l i t y  f o r  t h e  b u r g l a r i e s ,  b r e a k - i n s ,  s a f e  j o b s  a n d  
t h a t  s o r t  o f  t h i n g .  T h a t  i s  b a d ,  v e r y  b a d .  B u t  I w i l l  l e a v e  
i t  t o  t h e  b i g  s h o t s  a n d  t h e  n e w s p a p e r s  a n d  t h e  c o u r t s  t o  s a y
* R e p r i n t e d  b y  p e r m i s s i o n  o f  T h e  D e n v e r  P o s t .
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a n d  d o  w h a t  n e e d s  t o  b e  s a i d  a n d  d o n e  a b o u t  t h a t .
M y  c o n c e r n  i s  a b o u t  t h e  i n d i v i d u a l  o f f i c e r ,  t h e  o r d i n a r y ,  

h a r d - w o r k i n g , . b a s i c a l l y  h o n e s t  b u t  a w f u l l y  h a r d - p r e s s e d  g u y  
w h o  is r e a l l y  s u f f e r i n g  n o w .

Y o u n g  f e l l o w s  d o n ’t p u t  o n  t h o s e  b l u e  u n i f o r m s  t o  b e  c r o o k s .  
T h e r e  a r e  a  l o t  o f  r e a s o n s ,  b u t  f o r  m o s t  o f  t h e  g u y s  i t  a d d s  
u p  t o  t h e  f a c t  t h e y  t h o u g h t  it w a s  a n  h o n o r a b l e ,  d e c e n t  w a y  o f  
m a k i n g  a  l i v i n g .

S o m e w h e r e  a l o n g  t h e  l i n e  a  g u y ' s  d i s i l l u s i o n e d .  A l o n g  t h e  
w a y  t h e  p r e s s u r e s  m o u n t  u p .  S o m e w h e r e  a l o n g  t h e  w a y  h e  m a y  
d e c i d e  t o  q u i t  f i g h t i n g  t h e m  a n d  m a k e  t h e  c o n s c i o u s  d e c i s i o n s  
t o  t r y  t o  " b e a t "  s o c i e t y  i n s t e a d .

B u t  l o n g  b e f o r e  h e  g e t s  t o  t h a t  p o i n t ,  a l m o s t  a s  s o o n  a s  h e  
d o n s  t h e  u n i f o r m  i n  f a c t ,  h e  is t a k i n g  t h e  f i r s t  l i t t l e  s t e p s  
d o w n  t h e  r o a d  t h a t  d o e s ,  f o r  s o m e ,  e v e n t u a l l y  l e a d  t o  t h e  
p e n i t e n t i a r y .

Lett m e  b a c k  u p  a  l i t t l e .  I w a n t  t o  t a l k  a b o u t  h o w  y o u  g e t  
t o  b e  a  p o l i c e m a n ,  b e c a u s e  t h i s  is w h e r e  t h e  t r o u b l e  r e a l l y  
s t a r t s .

A l m o s t  a n y  able-bodied m a n  c a n  b e c o m e  a  p o l i c e m a n  i n  D e n v e r .
I f  h e  is w i t h i n  t h e  a g e  b r a c k e t s ,  i f  h e  is a  h i g h  s c h o o l  
g r a d u a t e ,  i f  h e  h a s  n o  c r i m i n a l  r e c o r d ,  h e  is a  c i n c h .

T h e r e  i s n ' t  m u c h  t o  g e t t i n g  t h r o u g h  t h e  s c r e e n i n g ,  a n d  s o m e  
b a d  o n e s  d o  g e t  t h r o u g h .  T h e r e  a r e  t h e  u s u a l  e x a m i n a t i o n s  a n d  
q u e s t i o n n a i r e s .  T h e n  t h e r e  is t h e  i n t e r v i e w .  A  f e w  c o m m a n d  
o f f i c e r s  a s k  q u e s t i o n s .  T h e r e  is a  r e p r e s e n t a t i v e  o f  c i v i l  
s e r v i c e  a n d  a  p s y c h i a t r i s t  p r e s e n t .

T h e y  a s k  t h e  p r e d i c t a b l e  q u e s t i o n s  a n d  j u s t  a b o u t  e v e r y b o d y  
g i v e s  t h e  p r e d i c t a b l e  a n s w e r s :  " W h y  d o  y o u  w a n t  t o  b e c o m e  a
p o l i c e m a n ? "  " I ' v e  a l w a y s  w a n t e d  t o  b e  a  p o l i c e m a n .  I w a n t  t o  
h e l p  p e o p l e . "  F i v e  o r  t e n  m i n u t e s  a n d  i t  is o v e r .

F i v e  o r  t e n  m i n u t e s  t o  s p o t  t h e  s a d i s t ,  t h e  p s y c h o p a t h —  
o r  t h e  g u y  w i t h  a n  e y e  f o r  a n  e a s y  b u c k .  I g u e s s  t h e y  w e e d  
s o m e  o u t .  S o m e  o t h e r s  t h e y  g e t  a t  t h e  P o l i c e  A c a d e m y .  B u t  
s o m e  g e t  t h r o u g h .

A l o n g  w i t h  t h o s e  f e w  b a d  ' o ne s , t h e r e  a r e  m o r e  g o o d  o n e s , a n d  
a  l o t  o f  a v e r a g e ,  o r d i n a r y  h u m a n  b e i n g s  w h o  h a v e  t h i s  i n  c o m m o n :  
T h e y  w a n t  t o  b e  p o l i c e m e n .

T h e  j o b  h a s  ( o r  h a d )  s o m e  g l a m o u r  f o r  t h e  y o u n g  m a n  w h o  l i k e s  
a u t h o r i t y ,  w h o  f i n d s  a p p e a l  i n  m a k i n g  a  c a r e e r  o f  p u b l i c  s e r ­
v i c e ,  w h o  is e x t r o v e r t e d  o r  a g g r e s s i v e .

B e f o r e  y o u  k n o c k  t h o s e  q u a l i t i e s ,  r e m e m b e r  t w o  t h i n g s :  F i r s t ,
t h e y  a r e  t h e  s a m e  q u a l i t i e s  w e  a d m i r e  i n  a  b u s i n e s s  e x e c u t i v e .  
S e c o n d ,  i f  i t  w e r e n ' t  f o r  m e n  w i t h  t h e s e  q u a l i t i e s ,  y o u  w o u l d n ' t  
h a v e  a n y  p o l i c e  p r o t e c t i o n .

T h e  P o l i c e  A c a d e m y  i s  p o i n t  N o. 2 i n  m y  b i l l  o f  p a r t i c u l a r s .
I t  i s  a  f i n e  t h i n g ,  i n  a  w a y .  Y o u  m e e t  t h e  c r e a m  o f  t h e  P o l i c e  
D e p a r t m e n t .  Y o u r  e x p e c t a t i o n s  s o ar .  Y o u  k n o w  y o u  a r e  g o i n g  t o  
m a k e  t h e  g r a d e  a n d  b e  a  g o o d  o f f i c e r .  B u t  h o w  w e l l  a r e  y o u  
r e a l l y  p r e p a r e d ?

T h e r e  a r e  s i x  w e e k s  a t  t h e  a c a d e m y — f o u r  w e e k s  i n  m y  t i m e .
S i x  h e c t i c  w e e k s  i n  w h i c h  t o  l e a r n  a l l  a b o u t  t h e  c r i m i n a l  l a w s
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y o u  h a v e  s w o r n  t o  e n f o r c e , t o  a s s i m i l a t e  t h e  r u l e s  o f  e v i d e n c e ,  
m e t h o d s  o f  a r b i t r a t i o n ,  u s e  o f  f i r e - a r m s ,  m o b  a n d  r i o t  c o n t r o l ,  
f i r s t  a i d  ( i n c l u d i n g ,  i f  y o u  p l e a s e ,  s o m e  b a s i c  o b s t e t r i c s ) ,  
p u b l i c  r e l a t i o n s ,  a n d  s o  on.

T h e r e  i s  a n  I n t a n g i b l e  s o m e t h i n g  e l B e  t h a t  i s  n o t  o n  t h e  f o r ­
m a l  a g e n d a .  Y o u  b e g i n  t o  l e a r n  t h a t  t h i s  i s  a  f r a t e r n i t y  i n t o  
w h i c h  y o u  a r e  n o t  a u t o m a t i c a l l y  a c o e p t e d  b y  y o u r  f e l l o w s .  Y o u  
h a v e  t o  e a r n  y o u r  w a y  in; y o u  h a v e  t o  e s t a b l i s h  t h a t  y o u  a r e  
" a l l  r i g h t . "

A n d  e v e n  t h i s  e a r l y  t h e r e  i s  a  s l i g h t  s o u r  n o t e *  Y o u  k n e w ,  
o f  c o u r s e ,  t h a t  y o u  h a d  t o  p r o v i d e  y o u r  o w n  u n i f o r m s , y o u r  o w n  
h a t ,  s h o e s ,  s h i r t s ,  p i s t o l  a n d  b u l l e t s  o u t  o f  y o u r  $ 3 9 3  a  m o n t h .

Y o u  k n e w  t h e  o i t y  w o u l d  g e n e r o u s l y  p r o v i d e  y o u  w i t h  t h e  c l o t h  
f o r  t w o  p a i r  o f  t r o u s e r s  a n d  a  u n i f o r m  b l o u s e .

W h a t  y o u  d i d n ' t  k n o w  w a s  t h a t  y o u  d o n ' t  j u s t  c h o o s e  a  t a i l o r  
s h o p  f o r  p r i c e  a n d  g e t  t h e  j o b  d o ne .

Y o u  a r e  s e n t  t o  a  p l a c e  b y  t h e  P o l i c e  D e p a r t m e n t  t o  g e t  t h e  
t a i l o r i n g  d o n e .  Y o u  p a y  t h e  p r i c e  e v e n  t h o u g h  t h e  w o r k  m a y  b e  
i l l - f i t t i n g .  I t  s e e m s  a  l i t t l e  o d d  t o  y o u  t h a t  i t  i s  a l w a y s  
t h e  s a m e  e s t a b l i s h m e n t .  B u t  i t  l a  a  s m a l l  p o i n t  a n d  y o u  h a v e  
o t h e r  t h i n g s  o n  y o u r  m i n d .

S o  t h e  r o o k i e ,  f u l l  o f  p r i d e  a h d  h i g h  s p i r i t ,  h i s  h e a d  f u l l  
o f  p a r t l y  l e a r n e d  i n f o r m a t i o n ,  i s  t u r n e d  o v e r  t o  a  m o r e  e x ­
p e r i e n c e d  m a n  f o r  b r e a k i n g  in. H e  i s  o n  " p r o b a t i o n "  f o r  s i x  
m o n t h s .

T h e  r o o k i e  k n o w s  h e  i s  b e i n g  w a t c h e d  b y  a l l  t h e  o l d e r  h a n d s  
a r o u n d  h i m .  H e  i s  e a g e r  t o  b e  a c c e p t e d .  H e  a c c e p t s  a d v i c e  
g r a t e f u l l y .

T h e n  h e  g e t s  l i t t l e  s i g n s  t h a t  h e  h a s  b e e n  m a k i n g  a  g o o d  i m ­
p r e s s i o n .  I t  m a y  h a p p e n  l i k e  t h i s ;  T h e  o l d e r  m a n  s t o p s  a t  a  
b a r ,  c o m e s  o u t  w i t h  s o m e  p a c k a g e s  o f  c i g a r e t s .  H e  d o e s  t h i s  
s e v e r a l  t i m e s .  H e  e x p l a i n s  t h a t  t h i s  i s  p a r t  o f  t h e  job, 
g e t t i n g  c i g a r e t s  f r e e  f r o m  p r o p r i e t o r s  t o  r e s e l l ,  a n d  t h a t  a s  
a  p a r t  o f  t h e  r o o k i e ' s  t r a i n i n g  i t  i s  h i s  t u r n  t o  " m a k e  t h e  
b u t t s . "

S o  h e  g o e s  i n t o  a  s k i d - r o a d  b a r  a n d  s t a n d s  u n c o m f o r t a b l y  a t  
t h e  e n d  w a i t i n g  f o r  t h e  b a r t e n d e r  t o  a c k n o w l e d g e  h i s  p r e s e n c e  
a n d  d i s d a i n f u l l y  t o s s  h i m  t w o  p a c k a g e s  o f  b u t t s .

T h e  f e e l i n g  o f  p r i d e  s l i p s  a w a y  a n d  a  h i n t  o f  s h a m e  t a k e s  
h o l d .  B u t  h e  t e l l s  h i m s e l f  t h i s  i s  u n u s u a l ,  t h a t  h e  w i l l  s a y  
n o t h i n g  t h a t  w i l l  u p s e t  h i s  p r o b a t i o n  s t a n d i n g .  I n  s i x  
m o n t h s ,  a f t e r  h e  g e t s  h i s  o o a m l s s i o n ,  h e  w i l l  b e  t h e  u p r i g h t  
o f f i c e r  h e  m e a n t  t o  be.

O n e  t h i n g  l e a d s  t o  a n o t h e r  f o r  t h e  r o o k i e s .  A f t e r  s i x  
m o n t h s  t h e y  h a v e  b e c o m e  c o n d i t i o n e d  t o  a c c e p t  f r e e  m e a l s ,  a  
f e w  p a c k a g e s  o f  c i g a r e t s ,  t u r k e y s  a t  T h a n k s g i v i n g  a n d  l i q u o r  
a t  C h r i s t m a s  f r o m  t h e  r e s p e c t a b l e  p e o p l e  i n  t h e i r  d i s t r i c t .

T h e  r u l e  b o o k  f o r b i d s  a l l  t h i s .  B u t  i t  i s n ' t  e n f o r c e d .  I t  
i s  w i n k e d  a t  a t  a l l  l e v e l s .
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S o  t h e  r o o k i e s  s a y  t o  t h e m s e l v e s  t h a t  t h i s  is O . K . ,  t h a t  
t h i s  is a  f a r  c r y  f r o m  s t e a l i n g  a n d  t h e y  s t i l l  c a n  b e  g o o d  
p o l i c e m e n .  B e s i d e s ,  t h e y  a r e  b e c o m i n g  a c c e p t e d  a s  " g o o d  g u y s "  
b y  t h e i r  f e l l o w  o f f i c e r s .

T h i s  b e c o m e s  m o r e  a n d  m o r e  i m p o r t a n t  a s  t h e  y o u n g  p o l i c e m a n  
b e g i n s  t o  s e n s e  a  h o s t i l i t y  t o w a r d  h i m  i n  t h e  c o m m u n i t y .  T h i s  
is  fofcteredeto a  d e g r e e  b y  s o m e  o f  t h e  s a l t i e r  o l d  h a n d s  in 
t h e  d e p a r t m e n t .  B u t  t h e  p u b l i c  p l a y s  i t s  p a r t .

A m e r i c a n s  a r e  f u n n y .  T h e y  h a v e  a  r e s e n t m e n t  f o r  a u t h o r i t y .
A n d  t h e  p o l i c e m a n  i s  a u t h o r i t y  i n  p e r s o n .  T h e  r e s p e c t a b l e  
p e r s o n  m a y  s o o n  f o r g e t  t h a t  a  p o l i c e m a n  f o u n d  h i s  l o s t  y o u n g s t e r  
in t h e  p a r k ,  b u t  h e  r e m e m b e r s  t h a t  a  p o l i c e m a n  g a v e  h i m  a  
t r a f f i c  t i c k e t .

T h e  n e g a t i v e  a s p e c t  o f  t h e  j o b  b u i l d s  u p .  T h e  m a j o r i t y  o f  
t h e  p e o p l e  h e  c o m e s  i n  c o n t a c t  w i t h  d u r i n g  h i s  w o r k i n g  h o u r s  
a r e  t h i e v e s ,  c o n  m e n ,  n a r c o t i c s  a d d i c t s  a n d  o u t  a n d  o u t  n u t s .

O f f  t h e  j o b  h i s  a s s o c i a t i o n s  n a r r o w .  P a r t  o f  t h e  t i m e  w h e n  
h e  i s n ' t  w o r k i n g ,  h e  is s l e e p i n g .  H i s  w a k i n g ,  o f f - d u t y  h o u r s  
a r e  s u c h  a s  t o  m a k e  h i m  n o t  m u c h  o f  a  n e i g h b o r .  A n d  t h e n  h e  
w a n t s  t o  s p e n d  a s  m u c h  t i m e  a s  h e  c a n  w i t h  h i s  f a m i l y .

S o m e t i m e s ,  w h e n  h e  t r i e s  t o  m i x  w i t h  h i s  n e i g h b o r s ,  h e  s e n s e s  
a  kind o f  s t r a i n .  W h e n  h e  i s  i n t r o d u c e d  t o  s o m e o n e ,  i t  is 
n o t  l i k e l y  t o  b e, " T h i s  i s  J o h n  J o n e s ,  m y  f r i e n d , "  o r  " my  
n e i g h b o r " ;  i t  is m o r e  l i k e l y  t o  b e ,  " T h i s  is J o h n  J o n e s .  H e ' s  
a  p o l i c e m a n . "

A n d  t h e  o t h e r  f e l l o w ,  h e  t a k e s  it u p ,  t o o .  H e  is l i k e l y  t o  
t e l l  y o u  that h e  h a s  a l w a y s  s u p p o r t e d  p a y  i n c r e a s e s  f o r  p o l i c e ­
m e n ,  t h a t  h e  l i k e s  p o l i c e m e n  a s  a  w h o l e ,  b u t  t h a t  t h e r e  a r e  
j u s t  a  f e w  g u y s  in u n i f o r m  h e  h a t e s .

N o  w o n d e r  t h e  o f f i c e r  b e g i n s  t o  t h i n k  o f  h i m s e l f  a s  a  m e m b e r  
o f  t h e  s m a l l e s t  m i n o r i t y  g r o u p  i n  t h e  c o m m u n i t y .  T h e  i d e a  
g r a d u a l l y  s i n k s  i n t o  h i m  t h a t  t h e  o n l y  p e o p l e  w h o  u n d e r s t a n d  
h i m ,  t h a t  h e  c a n  b e  c l o s e  t o ,  a r e  h i s  f e l l o w  o f f i c e r s .

It is i n  t h i s  k i n d  o f  a t m o s p h e r e  t h a t  y o u  f i n d  t h e  y o u n g  
p o l i c e m a n  t r y i n g  t o  m a k e  t h e  g r a d e  i n  t h e  f r a t e r n i t y .  B u t  t h a t  
is n o t  t h e  w h o l e  s t o r y .

A  p o l i c e m a n  l i v e s  w i t h  t e n s i o n s ,  a n d  w i t h  f e a r s .
P a r t  o f  t h e  t e n s i o n s  c o m e  f r o m  t h e  i n c r e d i b l e  m o n o t o n y .  H e  

is c o o p e d  u p  w i t h  a n o t h e r  m e m ,  d a y  a f t e r  d a y ,  d o i n g  r o u t i n e  
t h i n g s  o v e r  a n d  o v e r .  T h e  e x c i t e m e n t  t h a t  m o s t  p e o p l e  t h i n k  
o f  a s  t h e  c o n s t a n t  o c c u p a t i o n  o f  p o l i c e m e n  i s  s o  i n f r e q u e n t  as 
t o  c o m e  a s  a  r e l i e f .

P a r t  o f  t h e  t e n s i o n s  c o m e  f r o m  t h e  m a n i f o l d  f e a r s .  I d o n ' t  
m e a n  t h a t  t h e s e  m e n ? a r e  c o w a r d s .  T h i s  i s  n o  p l a c e  f o r  c o w a r d s .  
B u t  t h e y  a r e  h u m a n  b e i n g s .  A n d  f e a r s  w o r k  o n  a l l  h u m a n  b e i n g s .

P a r a m o u n t  is t h e  p h y s i c a l  f e a r  t h a t  h e  w i l l  g e t  h u r t  t o  t h e
p o i n t  w h e r e  h e  c a n ' t  g o  o n  w o r k i n g ,  o r  t h e  f e a r  t h a t  h e  w i l l  
b e  k i l l e d .  T h e  f e a r  f o r  h i s  f a m i l y .

T h e r e  is t h e  f e a r  t h a t  h e  w i l l  m a k e  a  w r o n g  d e c i s i o n  i n  a
c r u c i a l  m o m e n t ,  a  l i f e - a n d - d e a t h  d e c i s i o n .  A  m a n  h a s  b e e n  i n
a  f i g h t .  S h o u l d  h e  c a l l  t h e  p a d d y  w a g o n  o r  t h e  a m b u l a n c e ?  A  
m a n  a i m s  a  p i s t o l  a t  h i m .  S h o u l d  h e  t r y  t o  t a l k  t o  h i m ,  o r  
s h o o t  h i m ?
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B u t  t h e  b i g g e s t  f e a r  h e  h a s  is t h a t  h e  w i l l  s h o w  f e a r  t o  s o m e  
o f  h i s  f e l l o w  o f f i c e r s .  T h i s  is t h e  r e a s o n  h e  w i l l  r u s h  h e e d ­
l e s s l y  i n  o n  a  c o r n e r e d  b u r g l a r  o r  a r m e d  m a n i a c  i f  a  c o u p l e  o f  
o f f i c e r s  a r e  p r e s e n t — s o m e t h i n g  h e  w o u l d n ' t  d o  i f  h e  w e r e  a l o n e .  
H e  is t o r m e n t e d  b y  h i s  f e a r s  a n d  h e  d o e s n ' t  d a r e  s h o w  t h e m .  H e  
k n o w s  h e  h a s  t o  p r e s e n t  a  c o o l ,  c a l m  f r o n t  t o  t h e  p u b l i c .

A s  a  g r o u p ,  p o l i c e m e n  h a v e  a  v e r y  h i g h  r a t e  o f  u l c e r s ,  h e a r t  
a t t a c k s ,  s u i c i d e s ,  a n d  d i v o r c e s .  T h e s e  t h i n g s  t o r m e n t  h i m ,  too.  
D i v o r c e  is a  b i g  p r o b l e m  t o  p o l i c e m e n .  A  m e m  c a n ' t  b e  a  
p o l i c e m a n  f o r  e i g h t  h o u r s  a n d  t h e n  j u s t  t u r n  i t  o f f  a n d  g o  h o m e  
a n d  b e  a  l o v i n g  f a t h e r  a n d  h u s b a n d — p a r t i c u l a r l y  i f  h e  h a s  j u s t  
h a d  s o m e b o d y  d i e  i n  t h e  b a c k  o f  h i s  p o l i c e  c a r.

S o  o n c e  a g a i n ,  t h e  p r e s s u r e  is o n  h i m  t o  b e l o n g ,  t o  b e  
a c c e p t e d  a n d  w e l c o m e d  i n t o  t h e  o n l y  g r o u p  t h a t  k n o w s  w h a t  is 
g o i n g  o n  i n s i d e  h i m .

I f  t h e  i n f l u e n c e s  a r e n ' t  r i g h t ,  h e  c a m  b e  h o o k e d .
S o  h e  is a t  t h e  s t a g e  w h e r e  h e  w a n t s  t o  b e  o n e  o f  t h e  gu ys .

A n d  t h e n  t h i s  k i n d  o f  t h i n g  m a y  h a p p e n :  O n e  n i g h t  h i s  c a r  is
s e n t  t o  c h e c k  i n  a  " C o d e  2 6 " — a  b u r g l a r  a l a r m .

T h e  o f f i c e r  a n d  h i s  p a r t n e r  g o  i n  t o  i n v e s t i g a t e .  T h e  
b u r g l a r  is g o n e .  T h e y  c a l l  t h e  p r o p r i e t o r .  H e  c o m e s  d o w n  t o  
l o o k  t h i n g s  o v e r .  A n d  m a y b e  h e  s a y s ,  " B o y s ,  t h i s  i s  c o v e r e d  b y  
i n s u r a n c e ,  s o  w h y  d o n ' t  y o u  t a k e  a  j a c k e t  f o r  y o u r  w i f e ,  o r  a  
p a i r  o f  s h o e s ? "  A n d  m a y b e  h e  d o e s ,  m a y b e  j u s t  b e c a u s e  h i s  
p a r t n e r  d o e s ,  a n d  h e  s a y s  t o  h i m s e l f ,  " W h a t  t h e  h e l l ,  w h o  h a s  
b e e n  h u r t ? "

O r  m a y b e  t h e  p r o p r i e t e r  d i d n ' t  c o m e  d o w n .  B u t  a f t e r  t h e y  
g e t  b a c k  i n  t h e  c a r  h i s  p a r t n e r  p u l l s  o u t  f o u r  $ 1 0  b i l l s  a n d  
h a n d s  h i m  t w o.  " B u r g l a r  g o t  c a r e l e s s , "  s a y s  t h e  p a r t n e r .

T h e  y o u n g  o f f i c e r  w h o  i s n ' t  i n v o l v e d  s o o n  l e a r n s  t h a t  t h i s  
k i n d  o f  t h i n g  g o e s  on. H e  e v e n  m a y  f i n d  h i m s e l f  c h e c k i n g  o n  a  
b u r g l a r y  c a l l ,  s a y  t o  a  d r u g s t o r e ,  a n d  s e e  s o m e  o f f i c e r s  t h e r e  
e y e i n g  h i m  p e c u l i a r l y .

M a y b e  a t  t h i s  p o i n t  t h e  y o u n g  o f f i c e r  f e e l s  t h e  p r e s s u r e  t o  
b e l o n g  s o  s t r o n g l y  t h a t  h e  r e a c h e s  o v e r  a n d  p i c k s  u p  s o m e t h i n g ,  
c i g a r s  p e r h a p s .  T h e n  h e  is " i n , "  a n d  t h e  o t h e r s  c a n  d o  w h a t  
t h e y  w i s h .

M i n d  y o u ,  n o t  a l l  o f f i c e r s  w i l l  d o  t h i s .  S o m e w h e r e  a l o n g  t h e  
l i n e  a l l  o f  t h e m  h a v e  t o  m a k e  a  d e c i s i o n ,  a n d  it i s  a t  t h a t  
p o i n t  w h e r e  t h e  s t u f f  t h e y  a r e  m a d e  o f  s h o w s  t h r o u g h .  B u t  t h e  
p a s t  e x p e r i e n c e  o f  t h e  h a n d o u t s ,  t h e  o f f i c i a l  i n d i f f e r e n c e  t o  
t h e m ,  a n d  t h e  p r e s s u r e s  a n d  t e n s i o n s  o f  t h e  j o b  d o n ' t  m a k e  t h e  
d e c i s i o n  a n y  e a s i e r .

A n d  n e i t h e r  h e  n o r  t h e  d e p a r t m e n t  h a s  h a d  a n y  a d v a n c e  w a r n ­
ing, s u c h  a s  m i g h t  c o m e  f r o m  t h o r o u g h  p s y c h i a t r i c  s c r e e n i n g ,  a s  
t o  w h a t  h i s  d e c i s i o n  w i l l  be.

S o m e  m e n  m a y  g o  t h i s  f a r  a n d  n o  f u r t h e r .  T h e y  m i g h t  r a t i o n ­
a l i z e  t h a t  t h e y  h a v e  n o t  d o n e  a n y t h i n g  t h a t  i s n ' t  r e a l l y  
a c c e p t e d  b y  s m a r t  p e o p l e  i n  s o c i e t y .
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T h i s  is n o  d o u b t  w h e r e  t h e  h a r d - c o r e  g u y ,  t h e  o n e  w h o  i s  a  
t h i e f  a l r e a d y ,  s t e p s  in. A  p o l i c e m a n  is a  t r a i n e d  o b s e r v e r  
a n d  h e  is s m a r t  i n  b a c k - a l l e y  p s y c h o l o g y .  T h i s  is e s p e c i a l l y  
t r u e  o f  t h e  h a r d - c o r e  g u y  a n d  h e  h a s  b e e n  w a t c h i n g  t h e  y o u n g  
f e l l o w s  c o m e  a l o n g .

W h e n  h e  a n d  h i s  c r o n i e s  i n  a  b u r g l a r y  r i n g  s p o t  a  g u y  w h o  m a y  
h a v e  w h a t  it t a k e s  t o  b e  o n e  o f  t h e m ,  t h e y  m a y  a p p r o a c h  h i m  
a n d  t r y  h i m  o u t  a s  a  l o o k o u t .  F r o m  t h e n  o n  it is j u s t  s h o r t  
s t e p s  t o  t h e  a c t u a l  p a r t i c i p a t i o n  i n  a n d  p l a n n i n g  o f  c r i m e s .

B e a r  i n  m i n d  t h a t  b y  t h i s  s t a g e  w e  h a v e  l e f t  a l l  b u t  a  f e w  
p o l i c e m e n  b e h i n d .  B u t  a l l  o f  t h e m  f i g u r e  i n  t h e  s t o r y  a t  
o n e  s t a g e  o r  a n o t h e r .  A n d  w h a t  h a s  h a p p e n e d  t o  a  f e w  c o u l d  
h a p p e n  t o  o t h e r s .  I s u p p o s e  t h a t  is t h e  m a i n  p o i n t  I a m  t r y ­i n g  t o  m a k e .
A D D E N D U M
T h e  f o l l o w i n g  i t e m  a p p e a r e d  in t h e  T a x  R e p o r t  c o l u m n  o f  t h e  
M a y  2, 1 9 6 2 ,  i s s u e  o f  T h e  W a l l  S t r e e t  J o u r n a l ;

D e n v e r  p o l i c e  s a l a r i e s  w o u l d  b e  r a i s e d  o u t  o f  a  $ 2 . 7  
m i l l i o n  y e a r l y  h i k e  i n  r e v e n u e s  f r o m  a  p r o p o s e d  b o o s t  
i n  t h e  c i t y ' s  s a l e s  t a x  f r o m  1 %  t o  2%. T h e  p r o p o s a l  
c o m e s  b e f o r e  D e n v e r  v o t e r s  J u n e  5. O f f i c e r s '  l o w  p a y  
h a s  b e e n  b l a m e d  i n  p a r t  f o r  a  r e c e n t  s c a n d a l  i n v o l v i n g  
t h e  a r r e s t  o f  57 D e n v e r  p o l i c e m e n  o n  b u r g l a r y  c h a r g e s .  
A  2 %  r e t a i l  s a l e s  t a x  is l e v i e d  b y  t h e  s t a t e .

I N T R O D U C T I O N
T h e  i m p a c t  o f  s m a l l  i n f o r m a l  g r o u p s  o n  t h e  f u n c t i o n i n g  o f  a n  o r ­
g a n i z a t i o n  is o f t e n  v e r y  s i g n i f i c a n t .  T h e  " B a d  C o p "  s i t u a t i o n  is 
a  s t r i k i n g  e x a m p l e  o f  t h e  p o w e r  o f  s u c h  g r o u p  f o r c e s .  N o t  o n l y  d o  
t h e  b a d  c o p s  a c t  i n  a  w a y  t h a t  is d y s f u n c t i o n a l  t o  t h e  p u r p o s e s  a n d  
g o a l s  o f  t h e  l a r g e r  o r g a n i z a t i o n ,  b u t  t h e y  a c t  i n  w a y s  t h a t  a r e  
e v e n  l e g a l l y  r e c o g n i z e d  a s  d i a m e t r i c a l l y  o p p o s e d  t o  t h e  g o a l s  o f  t h e  
o r g a n i z a t i o n .  I n d i v i d u a l s  w h o  j o i n e d  t h e  p o l i c e  d e p a r t m e n t  w i t h  a  
c l e a r  u n d e r s t a n d i n g  o f  t h e  c r i m e  p r e v e n t i o n  a n d  c o n t r o l  o b j e c t i v e s  
o f  t h e  o r g a n i z a t i o n  a r e  i n  a  v e r y  s h o r t  t i m e  a c t u a l l y  c o m m i t t i n g  
s o m e  o f  t h e  c r i m e s  t h e y  a g r e e d  t o  c o n t r o l .

I t  is n o t  u n u s u a l  t h a t  p a r t s  o f  a n  o r g a n i z a t i o n  f u n c t i o n  i n  w a y s  
t h a t  a r e  n o t  e x a c t l y  i n  a c c o r d  w i t h  t h e  o r g a n i z a t i o n ' s  g o a l s .  B u t ,  
t h e  s i t u a t i o n  is u n i q u e  i n  t h e  D e n v e r  P o l i c e  D e p a r t m e n t  ( a n d  a s  e v e n  
a  c a s u a l  r e a d e r  o f  t h e  n a t i o n a l  p r e s s  r e a l i z e s ,  i n  o t h e r  p u b l i c  
a g e n c i e s  i n  c i t i e s  t h r o u g h o u t  t h e  U n i t e d  S t a t e s  a n d  o t h e r  c o u n t r i e s )  
b e c a u s e  o f  i t s  s e v e r i t y  a n d  t h e  c o m p l e t e  l a c k  o f  c o n g r u e n c e  b e t w e e n  
g o a l s  o f  t h e  s m a l l  g r o u p s  o f  b a d  c o p s ,  a n d  t h e  o v e r a l l  g o a l s  o f  t h e

^ R e p r i n t e d  b y  p e r m i s s i o n  o f  D o w  J o n e s  6 C o m p a n y ,  Inc.
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t o t a l  o r g a n i z a t i o n .  I n d i v i d u a l s  w h o  j o i n e d  t h e  d e p a r t m e n t  f o r  t h e  
e x p r e s s  p u r p o s e  o f  e l i m i n a t i n g  c r i m e  f i n d  t h a t  t h e  g r o u p  p r e s s u r e s  
a r e  s o  i r r e s i s t i b l e  t h a t  t h e y  a c t u a l l y  e n g a g e  i n  c r i m i n a l  a c t i v i t i e s .
A  c o m p l e t e  d e p a r t u r e  f r o m  t h e i r  i n i t i a l  i n t e n t i o n s  o c c u r s  b e c a u s e  o f  
t h e  s t r e n g t h  o f  t h e s e  g r o u p  d y n a m i c s .

I n  t h i s  e x a m p l e ,  t h e  g r o u p  f o r c e s  h a v e  h a d  a  n e g a t i v e . e f f e c t .  It 
is a l s o  p o s s i b l e  f o r  g r o u p  f o r c e s  t o  h a v e  a  p o s i t i v e  e f f e c t .  In 
m a n y  o r g a n i z a t i o n s  g r o u p  f o r c e s  r e s u l t  in b e h a v i o r  t h a t  is v e r y  
b e n e f i c i a l  t o  t h e  o r g a n i z a t i o n .  I n  m a n y  v o l u n t e e r  o r g a n i z a t i o n s —  
f o r  i n s t a n c e ,  s t u d e n t  t u t o r i n g  o f  m i n o r i t y  c h i l d r e n — t h e  f o r c e s  a n d  
p r e s s u r e s  d e v e l o p e d  b y  i n f o r m a l  g r o u p s  u s u a l l y  r e s u l t  i n  p o s i t i v e  
e m e r g e n t  b e h a v i o r .  I n  c o m p e t i t i v e  a t h l e t i c  s i t u a t i o n s ,  t o o ,  it is 
n o t  u n u s u a l  f o r  a  g r o u p  ( t e a m )  t o  d o  t h i n g s  i n  a d d i t i o n  t o  t h o s e  
f o r m a l l y  r e q u i r e d  b y  t h e  o r g a n i z a t i o n .  S u c h  a c t i v i t i e s ,  p e r h a p s  
e x t r a  p r a c t i c e s  a n d  c l o s e r  a s s o c i a t i o n  o f f  t h e  f i e l d ,  m a y  h a v e  a  v e r y  
p o s i t i v e  e f f e c t  o n  t h e  t e a m ' s  p e r f o r m a n c e  a n d  t h e i r  w i l l i n g n e s s  t o  
w o r k  t o w a r d  t h e  g o a l s  o f  t h e  o r g a n i z a t i o n .  P r o d u c t i o n  g r o u p s  w o r k i n g  
i n  v e r y  p o o r  c o n d i t i o n s  s o m e t i m e s  d e v e l o p  a n  e s p r i t  d e  c o r p s  s i m p l y  
b e c a u s e  o f  t h e s e  c o n d i t i o n s  t h a t  r e s u l t s  i n  h i g h e r  o u t p u t .  T h u s ,  
g r o u p  p r e s s u r e s  c a n  p r o d u c e  g o o d  r e s u l t s  f r o m  t h e  o r g a n i z a t i o n ' s  p o i n t  
o f  v i e w ,  a s  w e l l  a s  b a d  r e s u l t s .  W h i l e  t h e r e  a r e  m a n y  f a c t o r s  t h a t  
w i l l  i n f l u e n c e  t h e  o u t c o m e  o f  g r o u p  a c t i v i t i e s ,  t h e  u n d e r s t a n d i n g  
t h a t  a  m a n a g e r  h a s  o f  t h e  f u n c t i o n i n g  o f  i n f o r m a l  g r o u p s ,  h i s  a t t i ­
t u d e  c o n c e r n i n g  t h e i r  d e s i r a b i l i t y  o r  l a c k  o f  i t  i n  h i s  s i t u a t i o n ,  
a n d  h i s  s k i l l s  i n  i d e n t i f y i n g  a n d  w o r k i n g  w i t h  s m a l l  g r o u p s  a r e  e x ­
t r e m e l y  i m p o r t a n t .

T h i s  p r o j e c t  g i v e s  y o u  t h e  o p p o r t u n i t y  t o  a p p l y  y o u r  s k i l l s  i n 
d e v e l o p i n g  a n  o r g a n i z a t i o n  t h a t  u s e s  g r o u p  f o r c e s  i n  a  p o s i t i v e  w a y.

P R O C E D U R E
1. F o r m  i n t o  f i v e  g r o u p s ,  f o u r  g r o u p s  r o u g h l y  e q u a l  i n  s i z e  a n d  

o n e  g r o u p  o f  t h r e e  p e r s o n s .
2. D i s c u s s  t h e  " B a d  C o p "  c a s e  f o r  10 m i n u t e s .  T h e  f o l l o w i n g

q u e s t i o n s  m a y  b e  u s e f u l  i n  y o u r  d i s c u s s i o n s .
a. P r e c i s e l y ,  w h a t  i s  t h e  n a t u r e  o f  t h e  g r o u p  p r e s s u r e s  
b r o u g h t  t o  b e a r  o n  a  n e w  p o l i c e m a n ?
b. W h a t  c h a r a c t e r i s t i c s  o f  t h e  D e n v e r  P o l i c e  D e p a r t m e n t  e n ­
c o u r a g e  s u c h  p r e s s u r e s ?  D i s c o u r a g e  s u c h  p r e s s u r e s ?  H o w  a r e  
o t h e r  o r g a n i z a t i o n s  s i m i l a r  t o  o r  d i f f e r e n t  f r o m  t h e  D e n v e r  
P o l i c e  D e p a r t m e n t ?
c. H o w  c a n  o r g a n i z a t i o n s  r e d u c e  s u c h  n e g a t i v e  p r e s s u r e s .
d. H o w  c a n  t h e  c h a r a c t e r i s t i c s  a n d  p a t t e r n s  o f  b e h a v i o r  o f
i n f o r m a l  g r o u p s  b e  i n f l u e n c e d  t o  t h e  a d v a n t a g e  o f  a n  o r g a n i ­
z a t i o n ?  W h a t  a r e  t h e  p r o b l e m s  i n v o l v e d  i n  a t t e m p t i n g  t o  d o  
s o ?  S p e c i f i c a l l y ,  w h a t ,  i f  a n y t h i n g ,  c a n  a  m a n a g e r  d o ?
e. W h a t  i s  t h e  i m p l i c a t i o n  o f  t h e  " a d d e n d u m "  t o  t h i s  c a s e ?  
I s  t h i s  a  v a l i d  i m p l i c a t i o n ?

3. R e a d  " W h a t  H a k e s  a  G o o d  C o p . "



-148-

W H A T  M A K E S  A  G O O D  C O P ?  
( B Y  A  S T U D E N T  P O L I C E M A N )

T o  l o o k  a t  t h i s  s t a t e m e n t  p r o p e r l y  o n e  s h o u l d  k n o w  w h y  o n e  b e c o m e s  a  
c o p  o r  p o l i c e m a n .  Is it t h e  p a y ?  C e r t a i n l y  n o t ,  m o s t  p o l i c e m e n  h o l d  
d o w n  t w o  j o b s  t o  m a k e  e n d s  m e e t .  T h e  h o u r s ?  B y  a l l  m e a n s  no. T h e  
a v e r a g e  p o l i c e m a n  c h a n g e s  s h i f t s  p e r i o d i c a l l y .  T h i s  m e a n s  t h a t  t h e  
h o u r s  a r e  r o t a t e d  e i g h t  h o u r s .  T h o s e  w o r k i n g  d a y  s h i f t  a r e  t r a n s ­
f e r r e d  t o  t h e  n i g h t  s h i f t .  I f  y o u  a r e  m a r r i e d ,  t h i s  w i l l  m e a n  a  
c h a n g e  f o r  y o u r  w i f e ,  a n d  k i d s  i f  y o u  h a v e  a n y.  T h i s  a d j u s t m e n t  is 
s o m e t i m e s  t o o  m u c h ,  w h i c h  a c c o u n t s  f o r  t h e  h i g h  p e r c e n t a g e  o f  d i v o r c e s  
i n  t h e  d e p a r t m e n t .

T h e  n e x t  i d e a  m a y  b e  t h a t  o f  s t a t u s  o r  i m a g e .  W h y  w o u l d  a  p e r s o n  
w i t h  a  c o l l e g e  e d u c a t i o n  b e c o m e  a  p o l i c e m a n  w h e n  h e  c o u l d  a t t a i n  t h e  
s t a t u s  a n d  i m a g e  i n  o u t s i d e  b u s i n e s s ?  M a y b e  a  p e r s o n  w a n t s  t o  b e c o m e  
a  c o p  b e c a u s e  h e  w a n t s  t o. H e  f e e l s  t h a t  t h i s  is w h e r e  h e  b e l o n g s .
T h e  m o n e y ,  h o u r s ,  h a r d s h i p s ,  a n d  d a n g e r s  a r e  a l l  p u t  i n t o  t h e  b a c k  
o f  h i s  m i n d  b e c a u s e  t h i s  is w h a t  h e  w a n t s  t o  do.

T h e  m a i n  f e e l i n g  o f  t h e  c o p  is a  s e n s e  o f  d u t y .  H e  f e e l s  g r e a t  
s a t i s f a c t i o n  w h e n  a  t h a n k f u l  m o t h e r  t h a n k s  h i m  f o r  r u s h i n g  h e r  c h i l d  
t o  t h e  h o s p i t a l ,  o r  a  p e r s o n  n e e d i n g  a s s i s t a n c e  g i v e s  h i m  t h a n k s  f o r  
t h e  j o b  d o n e .  A l l  t h e s e  a r e  a  s e n s e  o f  p r i d e  f o r  t h e  u n i f o r m  t h a t  h e  
w e a r s  a n d  s t r i v e s  t o  r e p r e s e n t  i n  t h e  b e s t  m a n n e r .

T h e n  a  s c a n d a l  i *  u n f o l d e d  i n  h i s  d e p a r t m e n t . I m m e d i a t e l y  s o m e o n e  
i s  l a b e l e d  " b a d  c o p , "  T h i s  n a m e  s t i c k s  t o  t h e  w h o l e  f o r c e .  E v e r y  
p o l i c e m a n  c a r r i e s  t h i s  n a m e  w h e r e v e r  h e  g o es .

T h e  g o o d  c o p  t a k e s  t h i s  v e r y  h a r d ,  b e c a u s e  h e  h a s  b e e n  l a b e l e d  f o r  
s o m e t h i n g  h e  h a s n ' t  d o n e .  S u d d e n l y  h e  f i n d s  h i m s e l f  f a c e d  w i t h  p e o p l e  
t h a t  r e m e m b e r  a l l  t h e  b a d  t h i n g s  t h a t  h a v e  h a p p e n e d  t o  t h e m  o n  a c c o u n t  
o f  t h e  p o l i c e  f o r c e .  T h i n g s  g e t  b l o w n  o u t  o f  p r o p o r t i o n  a n d  t h e  
w h o l e  s c a n d a l  b e c o m e s  a  m e s s .

T h e  g o o d  c o p  l o o k s  a t  h i m s e l f  a n d  t h i n k s  " W h a t  m a k e s  a  g o o d  c o p "
A  g o o d  c o p  is a  c r e d i t  t o  t h e  u n i f o r m  t h e  h e  w e a r s .  H e  f e e l s  t h a t  
c e r t a i n  s e n s e  o f  p r i d e .  H i s  d u t y  i s  t o  e n f o r c e  t h e  l a w  a n d  p r o t e c t  
t h e  p u b l i c .  H e  c a n  t h i n k  b a c k  t h a t  h e  is a c t u a l l y  r i s k i n g  h i s  l i f e  
t o  m a k e  t h e  c i t y  s a f e r  f o r  o t h e r s .  T h e o r e t i c a l l y  t h i s  is j u s t  f i n e ,  b u t  h o w  d o e s  a  g o o d  c o p  a c t ?

O n e  o f  t h e  s i t u a t i o n s  t h a t  i s  m o s t  c o m m o n l y  c h a l l e n g e d  i s  p a y o f f  t o  
t h e  p o l i c e .  W h a t  i s  t h e  d i f f e r e n c e  b e t w e e n  p a y o f f  a n d  a  g i f t ?  A  
g o o d  c o p  c o n s i d e r s  p a y o f f  s o m e t h i n g  t h a t  i s  g i v e n  f o r  a  f a v o r  t h a t  
m a y  b e  s h a d i n g  t h e  law. A n  e x a m p l e  i s  a  f i f t h  o f  b o o z e  b e c a u s e  t h e  
t r a f f i c  c o p  d i d  n o t  w r i t e  p a r k i n g  t i c k e t s  f o r  t h e  s t o r e o w n e r ' s  c a r  
t h a t  w a s  p a r k e d  i n  a  l i m i t e d  p a r k i n g  z o n e  i n  f r o n t  o f  h i s  s h o p .  A  
g i f t  o r  a  s h o w  o f  a p p r e c i a t i o n  w o u l d  b e  t h e  s h o p  o w n e r  t h a t  c l o s e s  
l a t e  a t  n i g h t  a n d  m u s t  d e p o s i t  l a r g e  s u m s  o f  m o n e y .  H e  g i v e s  t h e  
p o l i c e m a n  a  f r e e  m e a l  f o r  e s c o r t i n g  t h e  o w n e r  t o  t h e  d e p o s i t  b o x .  O n e  
m i g h t  s a y  t h a t  t h e  c o p  is r e c e i v i n g  e x t r a s  f o r  d o i n g  h i s  d u ty .  I 
d o  n o t  a g r e e .  T h e  s h o p o w n e r  i s  s h o w i n g  h i s  a p p r e c i a t i o n  f o r  t h e  
a d d e d  h e l p ,  n o t  p a y i n g - o f f  f o r  t h e  c o p  b e i n g  t h e r e .
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A  g o o d  c o p  t a k e s  p r i d e  i n  h i s  job. H e  i s  a l w a y s  t h i n k i n g  o f  w a y s  o f  
h e l p i n g  o t h e r s .  P a r t i c i p a t i n g  i n  t r a f f i c  s a f e t y  p r o g r a m s  w i t h  t h e  
s c h o o l s  is a  g o o d  e x a m p l e .  A  g o o d  c o p  d o e s  m o r e  t h a n  j u s t  a  " 9 - 5 "  
job. H e  s p e n d s  e x t r a  h o u r s  h e l p i n g  w i t h  b o y s '  c l u b s  a n d  o t h e r  y o u t h  
a c t i v i t i e s  t h r o u g h o u t  t h e  ci ty .  H e  u s u a l l y  t a k e s  a n  a c t i v e  p a r t  in 
t h e  c o m m u n i t y  a c t i v i t i e s .

T h e r e  is o n e  m a i n  f a c t o r  t h a t  a  g o o d  c o p  is a n d  t h a t  is h o n e s t .  H e  
k n o w s  t h a t  h e  i s  b e i n g  w a t c h e d  s o  h e  m a k e s  h i m s e l f  a n  e x a m p l e  f o r  
o t h e r s  t o  f o l l o w .  W i t h  l o w  w a g e s ,  h o n e s t y  m a y  b e  h a r d  t o  s t i c k  b y ,  
b u t  t h e  g o o d  c o p  w i l l  n o t  s t r a y  t o  t h e  w r o n g  s i d e .

B a s i c a l l y  o n e  c o u l d  s a y  t h a t  t h e r e  i s  l i t t l e  d i f f e r e n c e  b e t w e e n  a  
g o o d  and b a d  c o p.  T h e  g o o d  c o p  i s  h o n e s t  a n d  i s  a n  e x a m p l e  f o r  
o t h e r s  t o  f o l l o w .  H e  w e a r s  h i s  u n i f o r m  w i t h  p r i d e  a s  a  s y m b o l  f o r  
p r o t e c t i o n  n o t  a s  a  c o v e r  f o r  a  w r o n g f u l  a c t  s u c h  a s  r o b b e r y .  H e  
s u f f e r s  b a d l y  w h e n  t h e  u n i f o r m  a n d  n o t  t h e  m a n  is l a b e l e d  b a d .  A  
g o o d  c o p  h a s  a  d r i v e  a n d  i n i t i a t i v e  t h a t  h e  a p p l i e s  t o  h i s  job. H e  
t r i e s  t o  a c t  f a i r l y  a n d  i n  t h e  r i g h t  m a n n e r  a t  a l l  t i m e s .  H e  d o e s  
n o t  t a k e  a d v a n t a g e  o f  t h e  u n i f o r m ,  h e  u p h o l d s  it.

T h i s  s t a t e m e n t  w a s  w r i t t e n  b y  a  s e n i o r  u n i v e r s i t y  s t u d e n t  w h o  w a s  i n 
t h e  t r a i n i n g  p r o g r a m  o f  a  m e t r o p o l i t a n  p o l i c e  f o r c e  a t  t h e  s a m e  t i m e  h e  
w a s  a t t e n d i n g  s c h o o l .  H i s  i n t e n t i o n  a f t e r  c o m p l e t i n g  h i s  d e g r e e  w a s  t o  
j o i n  t h e  p o l i c e  f o r c e  o n  a  p e r m a n e n t  b a s i s .  D u r i n g  t h e  c l a s s  d i s c u s s i o n  
o f  t h e  " B a d  C o p "  c a s e ,  t h e  s t u d e n t  p l a y e d  a  v e r y  a c t i v e  r o l e ,  a  l a r g e  
p a r t  o f  w h i c h  i n v o l v e d  h i s  s t a t i n g  t h a t  t h e r e  w e r e  a  l o t  o f  g o o d  co ps .
H e  v o l u n t e e r e d  t o  w r i t e  a  s t a t e m e n t  c o n c e r n i n g  h i s  i m p r e s s i o n s  o f  w h a t  
m a k e s  a  g o o d  c o p ,  a n d  t h a t  s t a t e m e n t  i s  r e p r o d u c e d  i n  i t s  e n t i r e t y .

E a c h  o f  t h e  g r o u p s  y o u  h a v e  f o r m e d  s h o u l d  a s s u m e  o n e  o f  t h e  
f o l l o w i n g  r o l e s :

a. N e w  p o l i c e  c o m m i s s i o n e r  a n d  s t a f f
b. C i t i z e n s  C o m m i t t e e  f o r  B e t t e r  G o v e r n m e n t
c. C i t y  c o u n c i l
d. M a y o r  a n d  s t a f f
e. B a d  c o p s  ( l i m i t  o f  t h r e e  p e o p l e )

G E N E R A L  S I T U A T I O N
A s s u m e  t h a t  y o u  l i v e  i n  a  c i t y  i n  w h i c h  e v e n t s  e x a c t l y  l i k e  t h o s e  d e t a i l e d  
i n  t h e  " B a d  C o p "  c a s e  h a v e  o c c u r e d .  T h e  p o l i c e  c o m m i s s i o n e r  h a s  r e s i g n e d ,  
a n d  t h e  c i t y  c o u c i l  m u s t  e v a l u a t e  t h e  p r o p o s a l s  o f  a  n e w  p o l i c e  c o m m i s s i o n ­
e r  w h o  h a s  b e e n  a p p o i n t e d  b y  a  s p e c i a l  cotmnission e s t a b l i s h e d  f o r  t h i s  
s p e c i f i c  p u r p o s e  b u t  w h o s e  a p p o i n t m e n t  h a s  n o t  r e c e i v e d  t h e  n e c e s s a r y  
r a t i f i c a t i o n .

T h e  c i t y  c o u c i l  i s  c h a r g e d  w i t h  t h e  r e s p o n s i b i l i t y  o f  r a t i f y i n g  t h e  
a p p o i n t m e n t  o f  t h e  n e w  p o l i c e  c o m m i s s i o n e r  a n d  h i s  s t a f f .  T h e  p r i m a r y  
b a s i s  o n  w h i c h  t h e y  w i l l  m a k e  t h i s  j u d g m e n t  i s  t h e i r  e v a l u a t i o n  o f  t h e  
c o m m i s s i o n e r ' s  p l a n s  f o r  t h e  d e p a r t m e n t .  O b v i o u s l y ,  t h e  r e c e n t  e v e n t s  
h a v e  b e e n  v e r y  u p s e t t i n g  a n d  t h e  c o u n c i l  i s  d e t e r m i n e d  t h a t  i n  t h e  f u t u r e  
t h e  c i t y  w i l l  h a v e  a n  o u t s t a n d i n g  p o l i c e  d e p a r t m e n t .  I f  t h e  m e m b e r s  o f  
t h e  c o u n c i l  a r e  n o t  p l e a s e d  w i t h  t h e  p r o p o s a l  of t h e  n e w  c o m m i s s i o n e r ,  
t h e y  w i l l  r e f u s e  t o  r a t i f y  h i s  a p p o i n t m e n t .  T h e  c o u n c i l  p l a n s  a  m e e t i n g



-150-

in t h e  n e a r  f u t u r e  a t  w h i c h  t h e  n e w  c o m m i s s i o n e r  w i l l  h a v e  t h e  o p p o r t u n i t y  
t o  p r e s e n t  h i s  p l a n .  O t h e r  i n t e r e s t e d  g r o u p s  w i l l  a l s o  h a v e  a  c h a n c e  t o  
s p e a k  a t  t h e  m e e t i n g .

E a c h  g r o u p  h a s  a b o u t  4 0  m i n u t e s  t o  p r e p a r e .

S P E C I F I C  A S S I G N M E N T S

C i t y  C o u n c i l .  Y o u r  r e s p o n s i b i l i t i e s  a r e  to:
1. D e v e l o p  s p e c i f i c ,  w r i t t e n  c r i t e r i a  w h i c h  y o u  w i l l  u s e  t o  e v a l u a t e  t h e  c o m m i s s i o n e r ' s  p r o p o s a l
2. O r g a n i z e  a n d  r u n  t h e  m e e t i n g
3. O p e n l y  d e t e r m i n e  i f  t h e  c o m m i s s i o n e r ' s  a p p o i n t m e n t  w i l l  b e  r a t i f i e d

o r  n o t.  T h i s  j u d g m e n t  c a n n o t  b e  m a d e  p r i v a t e l y ,  b u t  m u s t  b e  m a d e  i n  o p e n
s e s s i o n .  W h i l e  a l l  p r e s e n t  w i l l  b e  p r i v y  t o  y o u r  d e l i b e r a t i o n s ,  o n l y  
m e m b e r s  o f  t h e  c i t y  c o u n c i l  m a y  p a r t i c i p a t e  i n  t h e s e  d i s c u s s i o n s .

W h i l e  t h e  f o r m a t  f o r  t h e  m e e t i n g  is u p  t o  y o u ,  a l l  i n t e r e s t e d  p a r t i e s  
m u s t  h a v e  a t  l e a s t  1 0  m i n u t e s  d u r i n g  t h e  m e e t i n g  t o  p r e s e n t  t h e i r  v i e w ­
p o i n t s .  A  s u g g e s t e d  f o r m a t  is:
1 5  m i n u t e s  - p o l i c e  c o m m i s s i o n e r ' s  p r o p o s a l
10  m i n u t e s  - i n t e r m i s s i o n  ( g r o u p s  s h o u l d  u s e  t h i s  t i m e  f o r  d i s c u s s i o n  o f  

t h e  c o m m i s s i o n e r ' s  p r o p o s a l )
1 0  m i n u t e s  - c o m m e n t s  b y  t h e  C i t i z e n s  C o m m i t t e e  f o r  B e t t e r  G o v e r n m e n t
1 0  m i n u t e s  - c o m m e n t s  b y  t h e  m a y o r
1 0  m i n u t e s  - d i s c u s s i o n  a n d  r a t i f i c a t i o n  d e c i s i o n  b y  c i t y  c o u n c i l  ( o n l y  

m e m b e r s  o f  t h e  c i t y  c o u n c i l  m a y  p a r t i c i p a t e  i n  t h i s  d e ­
c i s i o n .  )

5 m i n u t e s  - c o m m e n t s  b y  b a d  c o p s
S e l e c t  a  c h a i r m a n  o f  t h e  c o u n c i l  w h o  w i l l  b e  r e s p o n s i b l e  f o r  r u n n i n g  t h e  

m e e t i n g .

P o l i c e  c o m m i s s i o n e r  a n d  s t a f f .  Y o u r  r e s p o n s i b i l i t y  is t o  p r e p a r e  a  r e ­
p o r t  d e t a i l i n g  y o u r  p l a n s  f o r  a d m i n i s t e r i n g  t h e  p o l i c e  d e p a r t m e n t .  Y o u  
h a v e  b e e n  r e c r u i t e d  f o r  t h i s  p o s i t i o n  b e c a u s e  o f  y o u r  r e p u t a t i o n  o f  e x ­
p e r t i s e  i n  u n d e r s t a n d i n g  h o w  o r g a n i z a t i o n s  r e a l l y  w o r k  a n d  b e c a u s e  o f  y o u r  
a b i l i t y  t o  p u t  t h i s  u n d e r s t a n d i n g  i n t o  a c t i o n .  Y o u r  s t a f f  i s  c o m p o s e d  o f  
v a r i o u s  m a n a g e m e n t  e x p e r t s  w h o m  y o u  h a v e  b r o u g h t  t o g e t h e r  f o r  t h i s  s p e c i f i c  
a s s i g n m e n t .  T h e y  a r e  a v a i l a b l e  t o  h e l p  y o u  i n  a n y  w a y  p o s s i b l e .

Y o u  h a v e  b e e n  t o l d  t h a t  a l l  t h e  " b a d  c o p s "  h a v e  b e e n  r e m o v e d  f r o m  t h e  
d e p a r t m e n t  a n d  t h a t  t h e y  h a v e  b e e n  r e p l a c e d  w i t h  i n e x p e r i e n c e d  p o l i c e m e n  
w h o  a r e  p r e s u m e d  t o  b e  h o n e s t .  T h u s  y o u  d o  n o t  h a v e  t o  b e  c o n c e r n e d  w i t h  
i m m e d i a t e l y  h i r i n g  a  l a r g e  n u m b e r  o f  p o l i c e m e n  t o  b r i n g  t h e  f o r c e  u p  t o  
f u l l  s t r e n g t h .

S e l e c t  o n e  i n d i v i d u a l  t o  b e  t h e  p o l i c e  c o m m i s s i o n e r .
Y o u  w i l l  h a v e  a  m a x i m u m  o f  1 5  m i n u t e s  i n  w h i c h  t o  p r e s e n t  y o u r  r e p o r t .
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C i t i z e n s  C o m m i t t e e  f o r  B e t t e r  G o v e r n m e n t .  Y o u  a r e  a  c o m m i t t e e  o f  c o n ­
c e r n e d  c i t i z e n s  w h o  a r e  a p p a l l e d  a t  t h e  r e c e n t  e v e n t s  t h a t  h a v e  t r a n s p i r e d  
in t h e  l o c a l  g o v e r n m e n t .  Y o u  h a v e  b r o a d  c i t i z e n  s u p p o r t  a n d  i f  t h e  c i t y  
c o u n c i l  d o e s  n o t  c o m e  u p  w i t h  a  c o m m i s s i o n e r  w h o  h a s  a  p r a c t i c a l  p l a n  t h a t  
s h o w s  r e a l  p r o m i s e  o f  n o t  o n l y  e l i m i n a t i n g  t h e  c o n d i t i o n s  t h a t  l e d  t o  
t h e  p a s t  s c a n d a l  b u t  a l s o  p r o v i d i n g  t h e  b a s e  f o r  s o u n d  p r o g r e s s  i n  t h e  
f u t u r e ,  y o u  p l a n  t o  t a k e  t h e  s i t u a t i o n  d i r e c t l y  t o  t h e  v o t e r s  in t h e  n e x t  
e l e c t i o n ,  s u p p o r t i n g  n e w  m e m b e r s  i n  c i t y  g o v e r n m e n t .

Y o u  h a v e  o n  y o u r  c o m m i t t e e  p e o p l e  w h o  h a v e  a  v a r i e t y  o f  m a n a g e r i a l  s k i l l s  
a n d  p l a n  t o  g o  t o  t h e  n e x t  c i t y  c o u n c i l  m e e t i n g  p r e p a r e d  t o  p r e s e n t  y o u r  
o w n  p l a n  i f  t h e  p l a n  p r e s e n t e d  b y  t h e  n e w  p o l i c e  c o m m i s s i o n e r  d o e s n ' t  
s e e m  t o  b e  g o o d  e n o u g h  f o r  y o u  t o  s u p p o r t  it.

Y o u r  p r i m e  c o n c e r n  is t h a t  t h e  c i t y  h a s  a n  e f f e c t i v e  p o l i c e  f o r c e  t h a t  
o p e r a t e s  a t  m a x i m u m  e f f i c i e n c y ,  a n d  y o u  a r e n ' t  c o n c e r n e d  a b o u t  t h e  p o l ­
i t i c i a n s  a t  c i t y  h a l l  a n d  t h e i r  p r o b l e m s .

S e l e c t  o n e  i n d i v i d u a l  a s  c h a i r m a n  o f  t h e  c o m m i t t e e .
Y o u r  g r o u p  w i l l  h a v e  a b o u t  1 0  m i n u t e s  a t  t h e  m e e t i n g  i n  w h i c h  t o  p r e s e n t  y o u r  i d ea s .
M a y o r  a n d  s t a f f .  T h e  p o l i c e  d e p a r t m e n t  i s  u n d e r  y o u r  g e n e r a l  c o n t r o l ,  

a n d  t h e  r e c e n t  s c a n d a l s  h a v e  n o t  b e e n  h e l p f u l  t o  y o u r  p o l i c t i c a  a s p i r a ­
t i o n s .  T h e  e l e c t i o n s  w i l l  b e  c o m i n g  u p  b e f o r e  t o o  l o n g  a n d  y o u  f e e l  t h a t  
t h e  s i t u a t i o n  i n  t h e  p o l i c e  d e p a r t m e n t  w i l l  b e  a  m a j o r  i s sue. Y o u  d e s i r e  t o  b e  r e - e l e c t e d .

Y o u  w e r e  s h o c k e d  a n d  c o m p l e t e l y  s u r p r i s e d  a t  w h a t  h a d  h a p p e n e d  i n  t h e  
p o l i c e  d e p a r t m e n t  a n d  v o w  t h a t  i t  w o n ' t  h a p p e n  a g a i n .  Y o u  a r e  g o i n g  t o  
t a k e  a  m u c h  c l o s e r  i n t e r e s t  in t h e  f u n c t i o n i n g  o f  t h e  d e p a r m m e n t  a n d  w i l l  
d e v e l o p — w i t h  t h e  h e l p  o f  y o u r  t a l e n t e d  s t a f f — a  s p e c i f i c  p l a n  i n c o r p o r a t i n g  
t h e  b e s t  i d e a s  o f  h o w  a  p o l i c e  d e p a r t m e n t  s h o u l d  b e  o r g a n i z e d  a n d  a d m i n ­i s t e r e d .

T h e  c i t y  c o u n c i l  h a s  s c h e d u l e d  a  m e e t i n g  i n  t h e  n e a r  f u t u r e  t o  h e a r  
t h e  p l a n s  o f  t h e  n e w  p o l i c e  c o m m i s s i o n e r .  I f  t h e  p l a n s  a r e  n o t  a c c e p t ­
a b l e  t o  t h e  c o u n c i l ,  it w i l l  r e f u s e  t o  r a t i f y  h i s  a p p o i n t m e n t .  Y o u  h a v e  
r e c e i v e d  p e r m i s s i o n  f r o m  t h e  c o u n c i l  t o  s p e a k  b r i e f l y  a t  t h e  m e e t i n g .  Y o u  
i n t e n d  t o  p r e s e n t  y o u r  o w n  p l a n  f o r  t h e  d e p a r t m e n t  o r  s u p p o r t  t h e  p l a n  o f  
t h e  n e w  c o m m i s s i o n e r ,  w h i c h e v e r  s e e m s  a p p r o p r i a t e  a f t e r  y o u  h a v e  h e a r d  
h i s  pl an .

Y o u  f e e l  t h a t  t h i s  m e e t i n g  w i l l  b e  i m p o r t a n t  t o  y o u  a n d  y o u r  c r e d i t -  
a b l l i t y .  E v e n  i f  y o u  s u p p o r t  t h e  n e w  c o m m i s s i o n e r ' s  p l a n ,  y o u  w a n t  t o  
d o  it in s u c h  a  w a y  t h a t  d i s p l a y s  y o u r  c o n s i d e r a b l e  k n o w l e d g e  a b o u t  
e f f e c t i v e  m a n a g e m e n t  o f  a  p o l i c e  d e p a r t m e n t .

S e l e c t  o n e  i n d i v i d u a l  t o  b e  t h e  m a y o r .
Y o u  w i l l  h a v e  a b o u t  1 0  m i n u t e s  a t  t H *  m e e t i n g  in w h i c h  t o  p r e s e n t  y o u r  

id ea .
B a d  c o ps .  Y o u r  g r o u p  s h o u l d  c o n s i d e r  y o u r s e l v e s  t o  b e  " b a d  c o p s . "

Y o u  h a v e  b e e n  g i v e n  r e d u c e d  p r i s o n  s e n t e n c e s  b e c a u s e  o f  y o u r  c o o p e r a t i o n  
w i t h  t h e  r e c e n t  i n v e s t i g a t i o n s .  P a r t  o f  y o u r  r e s p o n s i b i l i t y  i n c l u d e s  
a d v i s i n g  t h e  c i t y  c o u n c i l  h o w  e v e n  t h e  b e s t  p l a n s  w i l l  h a v e  l i t t l e  e f f e c t  
u p o n  t h e  i n t e n t i o n s  o f  a  p o l i c e m a n  w h o  w a n t s  t o  b e  d i s h o n e s t .  Y o u  k n o w  
t h a t  w h e n  a n  o r g a n i z a t i o n  f a c e s  s i g n i f i c a n t  c h a n g e ,  c o n f u s i o n  p r o v i d e s  
o p p o r t u n i t i e s  f o r  s o m e o n e  w i t h  a  s p e c i f i c  p l a n  t o  a c c o m p l i s h  j u s t  a b o u t  a n y t h i n g  d e s i r e d .



-152-

Y o u r  a s s i g n m e n t  is t o  d e v i s e  w a y s  b y  w h i c h  i l l e g a l  o p e r a t i o n s  c o u l d  b e  
c o n t i n u e d  u n d e r  t h e  n e w  s y s t e m .  A t  t h e  e n d  o f  t h e  c i t y  c o u n c i l  m e e t i n g ,  
y o u r  g r o u p  w i l l  h a v e  a b o u t  1 0  m i n u t e s  i n  w h i c h  t o  e x p l a i n  i n  d e t a i l  t h e  
s p e c i f i c  a c t i o n s  y o u  c o u l d  t a k e  t o  g e t  i l l e g a l  o p e r a t i o n s  u n d e r  w a y  w i t h i n  
a  y e a r  f r o m  t h e  t i m e  a  n e w  p r o g r a m  is i n s t i t u t e d .

S P E C I A L  I N S T R U C T I O N S
B a d  C o p s  m a y  a t t e n d  m e e t i n g s  o f  a l l  o t h e r  g r o u p s  t o  l i s t e n .
B a d  C o p s  m a y  n o t  p a r t i c i p a t e  i n  t h e  d i s c u s s i o n s  o f  o t h e r  g r o u p s .

S O M E  O B S E R V A T I O N S
T h i s  i s  a  m o s t  d i f f i c u l t  a n d  c h a l l e n g i n g  a s s i g n m e n t .  G r o u p s  w h o  h a v e  w o r k e d  
w i t h  it b e f o r e  h a v e  t a k e n  a  w i d e  v a r i e t j o f  a p p r o a c h e s .  S o m e  o f  t h e  
a p p r o a c h e s  j u d g e d  l e s s  e f f e c t i v e  h a v e  c o n c e n t r a t e d  on:

C o n t r o l .  D e v e l o p i n g  e i t h e r  a  v e r y  c l o s e  s y s t e m  o f  c o n t r o l  ( o n e  s u p e r ­
v i s o r  p e r  p a t r o l m a n  in e x t r e m e  c a s e s )  o r  a  s e c r e t  s p y  s y s t e m  o f  o n e  k i n d  
o r  a n o t h e r .

S e l e c t i o n .  D e v e l o p i n g  s o m e  s c r e e n i n g  s y s t e m  w h i c h  w i l l  d i s t i n g u i s h  
h o n e s t  f r o m  d i s h o n e s t  a p p l i c a n t s .  ( U s u a l l y  t h e  g r o u p s  t h e m s e l v e s  d o n ' t  
d e v e l o p  t h e  s y s t e m ,  b u t  a s s u m e  t h a t  s o m e  k n o w l e d g e a b l e  e x p e r t  w i l l  d o  s o . )

F i n a n c i a l  i n c e n t i v e s .  D e v e l o p  a  s y s t e m  t h a t  p r o v i d e s  m o r e  m o n e t a r y  re­
wards. ( L o o k  a t  t h e  a d d e n d u m  t o  t h e  B a d  C o p  c a s e  a n d  m a k e  s o m e  j u d g m e n t s  
a b o u t  h o w  m u c h  o f  a n  i n c r e a s e  t h i s  w o u l d  m e a n  f o r  e a c h  p o l i c e m a n .  G r o u p s  
o f t e n  m a k e  t h e  u n r e a l i s t i c  a s s u m p t i o n  t h a t  u n l i m i t e d  a m o u n t s  o f  m o n e y  a r e  
a v a i l a b l e .)

T r a i n i n g .  E x t e n d  t h e  a c a d e m y  f o r  x  n u m b e r  o f  w e e k s ,  w i t h o u t  g i v i n g  
m u c h  t h o u g h t  t o  h o w  t h i s  a d d i t i o n a l  t i m e  w o u l d  b e  u s e d .  R a t h e r  t h a n  
s p e n d i n g  t o o  m u c h  t i m e  c o n s i d e r i n g  t h e s e  a p p r o a c h e s ,  i t  m i g h t  b e  u s e f u l  
t o  l o o k  a t  s o m e  o f  t h e  r e l a t i o n s h i p s  a n d  g r o u p  i s s u e s  i n v o l v e d ,  s u c h  as:

1. R e l a t i o n s h i p  b e t w e e n  r o o k i e s  a n d  e x p e r i e n c e d  c o ps .
2. P a t r o l  a s s i g n m e n t s
3. I s o l a t i o n  a n d  t h e  n e c e s s i t y  f o r  i n d i v i d u a l  j u d g m e n t  a n d  a c t i o n
4. F a c t o r s  i n  t h e  s i t u a t i o n  p r o m o t i n g  g r o u p  f o r m a t i o n
5. D e v e l o p m e n t  o f  g r o u p  v a l u e s
A s  n o t e d  b e f o r e , y o u r  g r o u p  h a s  4 0  m i n u t e s  d u r i n g  w h i c h  t o  p r e p a r e  f o r  

t h e  m e e t i n g .  T h e  c i t y  c o u n c i l  w i l l  a n n o u n c e  a  t i m e  a t  w h i c h  t h e  m e e t i n g  
w i l l  s t a r t .D u r i n g  t h e  m e e t i n g ,  u s e  t h e  f o l l o w i n g  f o r m s  t o  r e c o r d  t h e  i m p o r t a n t  a s p e c t s .
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P r e s e n t a t i o n  o f  P o l i c e  C o m m i s s i o n e r  
M a i n  p o i n t s
1.

2.

3.

U.

5.

Y o u r  r e a c t i o n s  t o  t h i s  p r o p o s a l :



-154-

P r e s e n t a t i o n  o f  C i t i z e n s  C o m m i t t e e  f o r  B e t t e r  G o v e r n m e n t  
M a i n  p o i n t s
1. 

2 .

3.

*♦.

5.

D i d  t h e  C i t i z e n s  C o m m i t t e e  s u p p o r t  t h e  p o l i c e  c o m m i s s i o n e r ' s  p r o p o s a l ?  

Y e s  N o

Y o u r  r e a c t i o n s  t o  t h i s  p r e s e n t a t i o n :
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P r e s e n t a t i o n  o f  M a y o r  a n d  S t a f f  
M a i n  p o i n t s
1. 

2.

3.

5.

D i d  t h e  m a y o r  s u p p o r t  t h e  p o l i c e  c o m m i s s i o n e r ' s  p r o p o s a l ?

Y e s _ _ _ _ _ _ _ _  M o _ _ _ _ _ _ _ _ _ _

Y o u r  r e a c t i o n s  t o  t h i s  p r e s e n t a t i o n :
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D e c i s i o n  a n d  P r e s e n t a t i o n  b y  C i t y  C o u n c i l
C r i t e r i a  d e v e l o p e d  b y  t h e  c i t y  c o u n c i l  t o  u s e  i n  e v a l u a t i n g  t h e  p o l i c e  
c o m m i s s i o n e r ' s  p r o p o s a l :
1.

2 .

3,

5.

6.

7.

D i d  t h e  c o u n c i l  r a t i f y  t h e  c o m m i s s i o n e r ' s  a p p o i n t m e n t ?  Y e s   N o
D i d  y o u  a g r e e  w i t h  t h i s  d e c i s i o n ?  Y e s  N o _ _ _ _
W h y ?
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P r e s e n t a t i o n  o f  B a d  C o p s  
M a i n  P o i n t s  
1.

2.

3.

4 .

5.

D o  y o u  t h i n k  t h a t  t h e  B a d  C o p s  c a n  r e a l l y  c i r c u m b e n t  t h e  n e w  s y s t e m ?  

H o w  c o u l d  t h i s  b e  p r e v e n t e d ?
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d i s c u s s i o n . (Approximately 30 - 4*0 minutes.)

1. Are there Bad Social Workers too? Support your conclusion.
2. Identify the informal groups in your agency. Identify its 

members.
3. For the Bad Cops and for each informal group in your agency, 

identify two or three things important to it.
4. How typical is it for informal groups within social service 

organizations to engage in activities that are in opposition 
to organizational goals or objectives? Exemplify oppositional 
activities in a social service organization.

5. For the Bad Cops and for each informal group in your agency, 
identify group leaders and followers. Are there different 
roles for the followers? How did the leaders achieve their 
positions?

6. For the Bad Cops and for each agency group, identify the 
exchange relationships among members. Consider affective 
ties, communications, quid-pro-quos or something given for 
something obtained* leader and follower needs.

7. For the Bad Cops and for each agency group, identify the group 
norms, that is, both the acceptable and unacceptable ways of 
behaving, from the standpoint of the group. How do these 
norms relate to organizational and group productivity?

8. What should be the social work administrator's stance toward 
an agency's informal organization? How can the administrator 
use or influence the informal organization?

9* What conclusions for social work administration do you draw 
from this exercise? Consider, for example, the informal 
organization's power, visibility, official recognition, impact 
on the organization and its individuals, vulnerability to 
administrative influence, environmental influences, age, 
ability to meet personal needs, importance in managerial 
planning for task assignments, etc.

10. How would you change this exercise (objectives, format, directions, 
timing, relevancy, realism, etc.) in order to make it more of 
a learning experience?

KJ Kazmerski
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u n i t  3. LEADERSHIP FUNCTIONS AND STYLES.

A. Student Behavioral Objectives. Given an organizational situation in
which various styles of leadership are evident:
1. Classifies leadership according to autocratic, social, democratic, 

and laissez-faire stydfis.
2. Analyzes the effects of varying styles of leadership upon group 

morale, task completion, decision making, and thus upon fulfillment 
of leadership's task and socio-emotional functions.

3. Identifies the conditions for the appropriate use of each style of 
leadership.

B. Content.
1. Leadership definition: the provision of guidance and direction in 

action, thought, opinion.
2. Leadership functions: task and socio-emotional (process).
3. Leadership styles: autocratic, social, democratic, laissez-faire 

(abdication).

C. Exercise. "Leadership Functions and Styles."
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LEADERSHIP FUNCTIONS AND STYLES

Minutes» Activities»
5 Introduction
5 Role assignments

20 Planning and experimenting
20 Construction
15 Inspection
^5 Discussion

110
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L E A D E R S H I P  F U N C T I O N S  A N D  S T Y L E S

O B J E C T I V E S
1. T o  o b s e r v e  t h e  e f f e c t s  o f  v a r y i n g  s t y l e s  o f  l e a d e r s h i p  u p o n  g r o u p  

p e r f o r m a n c e  a n d  m o r a l e .
2. T o  o b s e r v e  t h e  f u n c t i o n s  o f  l e a d e r s h i p :  t a s k  a n d  s o c i o - e m o t i o n a l .

P R E M E E T I N G  A S S I G N M E N T
B r i n g  a  s u p p l y  o f  p a p e r  s u i t a b l e  f o r  c o n s t r u c t i n g  p a p e r  a i r p l a n e s .

I N T R O D U C T I O N
T h e  c o n c e p t  o f  l e a d e r s h i p  is o n e  o f  t h e  m o s t  i m p o r t a n t  f r o m  t h e  p o i n t  
o f  v i e w  o f  t h e  p r a c t i c i n g  m a n a g e r .  It i s  t h r o u g h  t h e  e x e r c i s e  o f  
l e a d e r s h i p  t h a t  t h e  m a n a g e r  b e c o m e s  i n v o l v e d  i n  i m p l e m e n t i n g  t h e  
p l a n s  a n d  s t r a t e g i e s  w h i c h  h a v e  b e e n  e s t a b l i s h e d  a n d  i n  a s s u r i n g  t h a t  
t h e  o r g a n i z a t i o n  is f u n c t i o n i n g  a s  it is s u p p o s e d  t o  b e .  O n c e  t h e  
" p l a n n i n g "  p h a s e  o f  t h e  m a n a g e r ' s  r e s p o n s i b i l i t i e s  h a s  b e e n  c o m p l e t e d ,  
a n d  t h e  " d o i n g "  p h a s e  b e g i n s ,  t h e  l e a d e r s h i p  s t y l e  a n d  c a p a b i l i t i e s  
o f  t h e  m a n a g e r  b e c o m e  o f  c r i t i c a l  i m p o r t a n c e .
W h i l e  t h e  i m p o r t a n c e  o f  l e a d e r s h i p  is w i d e l y  r e c o g n i z e d ,  t h e r e  s e e m s  
t o  b e  v e r y  l i t t l e  r e a l l y  k n o w n  a b o u t  l e a d e r s h i p .  W h a t  m a k e s  a  g o o d  
l e a d e r ?  W h a t  k i n d  o f  b e h a v i o r  p a t t e r n s  s h o u l d  h e  f o l l o w ?  S h o u l d  h e  
s e t  g o a l s  a n d  l e t  h i s  p e o p l e  d e t e r m i n e  t h e  b e s t  w a y s  t o  m e e t  t h e m ,  o r  
s h o u l d  h e  p r o v i d e  s p e c i f i c  i n s t r u c t i o n s  f o r  e a c h  s t e p ?  H o w  d o e s  h e  
m a k e  t h e  t r a d e  o f f s  b e t w e e n  a c c o m p l i s h m e n t  o f  t h e  o r g a n i z a t i o n ' s  g o a l s  
a n d  s a t i s f a c t i o n  o f  t h e  n e e d s  o f  t h e  m e m b e r s  o f  t h e  o r g a n i z a t i o n ?  W h y  
i s  h e  o v e r l y  a c c o m m o d a t i n g  t o  t h e  d e s i r e s  o f  h i s  s u b o r d i n a t e s ?  W h e n  
s h o u l d  h e  p a y  m o r e  a t t e n t i o n  t o  t h e s e  d e s i r e s ?  D o  d i f f e r e n t  k i n d s  o f  
s i t u a t i o n s  r e q u i r e  d i f f e r e n t  b e h a v i o r  f r o m  t h e  l e a d e r ?

A d a p t e d  f r o m  H e n r y  R. K n u d s o n ,  R o b e r t  T. W o o d w o r t h ,  a n d  C e c i l  H. B e l l .  
M a n a g e m e n t : A n  E x p e r i e n t i a l  A p p r o a c h  ( N e w  Y o r k :  M c G r a w w H i l l
b o o k  C o m p a n y ,  1 9 7 3 )  p p .  3 2 9 - 3 3 8 .
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a i i  o f  t h e  r e s e a r c h  i n  t h e  a r e a  o f  l e a d e r s h i p  n o t  w i t h s t a n d i n g ,  t h e s e  
a r e  s t i l l  t h e  k i n d s  o f  q u e s t i o n s  t h a t  a r e  t r o u b l e s o m e  t o  t h e  m a n a g e r  
h e l d  r e s p o n s i b l e  f o r  a c c o m p l i s h i n g  s p e c i f i c  o b j e c t i v e s .

T h i s  e x e r c i s e  w i l l  e m p h a s i z e  h o w  v a r i o u s  s t y l e s  o f  l e a d e r s h i p  a f f e c t  
g r o u p  p e r f o r m a n c e ,  a n d  p r o v i d e  y o u  w i t h  t h e  o p p o r t u n i t y  t o  c o n s i d e r  f o r  
y o u r s e l f  s o m e  o f  t h e  a b o v e  k i n d s  o f  q u e s t i o n s  i n  a  d y n a m i c  s i t u a t i o n .

P R O C E D U R E
S e l e c t  a  c o o r d i n a t o r  f o r  t h e  e x e r c i s e .

F o r m  i n t o  f o u r  g r o u p s  o f  r o u g h l y  e q u a l  s i z e .
E a c h  g r o u p  s h o u l d  q u i c k l y  s e l e c t  a  l e a d e r .
T h e  l e a d e r  o f  e a c h  g r o u p  s h o u l d  m e e t  w i t h  t h e  c o o r d i n a t o r  i m m e d i a t e l y  

a f t e r  h e  h a s  b e e n  s e l e c t e d .  S p e c i a l  i n s t r u c t i o n s  f o r  t h e  l e a d e r s  a n d  
t h e  c o o r d i n a t o r  w i l l  b e  g i v e n  l a t e r .

W h i l e  t h e  l e a d e r s  a r e  m e e t i n g  w i t h  t h e  c o o r d i n a t o r ,  g r o u p  m e m b e r s  
s h o u l d  b e  p l a n n i n g  h o w  t h e y  w i l l  a c c o m p l i s h  t h e  f o l l o w i n g  t a s k :

T A S K  A S S I G N M E N T

A. E a c h  g r o u p  i s  t o  b u i l d  a s  m a n y  a c c e p t a b l e  p a p e r  a i r p l a n e s  a s  
p o s s i b l e  i n  a  t w e n t y - m i n u t e  p e r i o d .  T h e  a i r p l a n e s  c o n s t r u c t e d  b y  
e a c h  g r o u p  m u s t  m e e t  t h e  f o l l o w i n g  s p e c i f i c a t i o n s :

1. B e  o f  t h r e e  d i s t i n c t i v e  d e s i g n s ,  i . e . ,  t h r e e  t y p e s  o f  a i r p l a n e s  
e a c h  o b v i o u s l y  d i f f e r e n t  i n  a p p e a r a n c e  t h a n  t h e  o t h e r s  m u s t  b e  c o n ­
s t r u c t e d .

2. E a c h  t y p e  m u s t  b e  o f  a n  o b v i o u s l y  d i f f e r e n t  s i z e  t h a n  t h e  o t h e r  t y p e s .
3. E a c h  m e m b e r  o f  t h e  g r o u p  m u s t  b e  a b l e  t o  c o n s t r u c t  a i r p l a n e s  o f  

e a c h  d e s i g n .
*+. A n  e q u a l  n u m b e r  o f  e a c h  d e s i g n  m u s t  b e  p r o d u c e d .
5. A n y  p a r t i c u l a r  a i r p l a n e  m u s t  b e  a b l e  t o  p a s s  a i r  c e r t i f i c a t i o n  

t a s k s  a s  d e t e r m i n e d  b y  t h e  c o o r d i n a t o r .  I n c l u d e d  i n  t h e s e  t e s t s  is 
t h e  r e q u i r e m e n t  t h a t  a n y  a i r p l a n e  m u s t  b e  a b l e  t o  f l y  a  m i n i m u m  o f  f i f ­
t e e n  f e e t .

Y o u  h a v e  t w e n t y  m i n u t e s  i n  w h i c h  t o  c o m p l e t e  y o u r  p l a n n i n g  f o r  t h i s  
a s s i g n m e n t .  Y o u r  l e a d e r  m a y  h a v e  s p e c i a l  i n s t r u c t i o n s  o r  i n f o r m a t i o n  
f o r  y o u  w h e n  h e  r e t u r n s  f r o m  m e e t i n g  w i t h  t h e  e x e r c i s e  c o o r d i n a t o r .

D o  n o t  s t a r t  t o  c o n s t r u c t  a n y  a i r p l a n e s  ( e x c e p t  o n  a n  e x p e r i m e n t a l  
b a s i s )  u n t i l  t h e  c o o r d i n a t o r  t e l l s  y o u  t o  g o  a h e a d .  A i r p l a n e s  c o n ­
s t r u c t e d  d u r i n g  t h e  p l a n n i n g  p e r i o d  c a n n o t  b e  i n c l u d e d  i n  t h e  f i n a l  
c o n s t r u c t i o n  c o u n t .
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B. Each member is to obssrrc ths Wmvior of ths loader. Cite instanoea
of the leader's fulfilling task funotions and socio-emotional (process) 
functions.
TASK FUNCTIONS} initiating, elaborating, clarifying, 

coordinating, s u m  arizing, recording.

SOCIO-EMOTIONAL FUNCTIONS* encouraging, supporting, 
(PROCESS JUNCTIONS) harmonizing, reducing

tension, gatekeeping, 
prooess observing, 
following.

INSTRUCTIONS FOR THE COORDINATOR 
Tour responsibilities are to:
1. Signal the loginning and the ending of the planning phase of 

the exercise.
2. Conduct the seating of the selected leaders of the four groups. 

At this meeting you should assign one of the four leadership styles 
to each of the leaders. He is to follow this style as closely as 
possible during the entire time he is with his group. Inpress upon 
the leaders the inportanee of doing this.
3. As soon as you have assigned leadership styles, instruct the 

leaders to return to their groups and participate in the planning 
phase.
4. After the groups have had 20 minutes in which to plan and ex­

periment, signal the beginning of the construction period.
3. After 20 minutes have elapsed, signal the end of the con­

struction period.
6. As soon as the construction period is over, inspect the output 

of eaoh group in turn and indicate its acceptability or unaooepta- 
bility according to the criteria outlined and an? other you choose 
to use. Do not spend more than 3 minutes inspecting any single grant?.

The coordinator will assign yon one of the four 
following leadership roles. Match your behavior 
as closely as you can to this role the entire time 
you are working with four group. As soon as you 
have received your role, return to your group and 
assume your responsibilities as leader.
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GHODP LEADER NO. 1

YOU ARE NOT TO REVEAL THESE GUIDELINES 
TO YOUR GROUP UNTIL THE TOTAL EXERCISE 

IS COMPLETED
You are to manage your group at the extreme of DEMOCRATIC procedure. 
That ie( all Important decisions such as approval of designs, etc., 
are to be made by total group vote, no matter hov much time this 
takes.
Take a sort of paternal orientation, one which appears to show that 

you want everyone to have a voice in everything. Your conoem is 
more with the total involvement of everyone than it is in getting the 
task done. So, push and insist on majority or even total agreement 
on all deoisiona and actions.
Keep everyone involved in everything.
Hold as many meetings of the entire group as possible.
Include everyone in on all plans and actions.

GROUP LEADER NO. 2
YOU ARE NOT TO REVEAL THESE GUIDELINES 
TO YOUR GROUP UNTIL THE TOTAL EXERCISE 

IS COMPLETED
You are to manage your group in a highly 
AUTOCRATIC style.
You are to be dominant and aggresive. 
No one is to do anything without your 
explicit instruction.No one but you is to make a decision 
You are to give orders and make others 

obey.
BE HARSH 
KEEP ORDER
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g r o u p  L E A D E R  NO. 3
Y O U  A R E  N O T  T O  R E V E A L  T H E S E  G U I D E L I N E S  
T O  Y O U R  G R O U P  U N T I L  T H E  T O T A L  E X E R C I S E  

I S  C O M P L E T E D
Y o u  a r e  t o  m a n a g e  y o u r  g r o u p  i n  a  S O C I A L  s t y l e .  T h a t  is, k e e p  
e v e r y b o d y  h a p p y .

M a k e  a  j o k e  o u t  o f  e v e r y t h i n g  y o u  c a n .
B e  a  g o o d  n a t u r e d  p e r s o n ,  l e t  t h e m  k n o w  t h a t  y o u  l i k e  t h e m .
D o  n o t  b e  c o n c e r n e d  a b o u t  t h e  t a s k  y o u r s e l f .
W h e n  t h e y  s h o w  c o n c e r n  a b o u t  t h e  t a s k ,  s a y  t h i n g s  l i k e :

" O h ,  l e t ' s  d o n ' t  l e t  it u p s e t  u s . "
" L o o k ,  i t ' s  r e a l l y  n o t  t h a t  i m p o r t a n t . "
" L e t ' s  j u s t  e n j o y  t h i s . "

B E  J O L L Y

G R O U P  L E A D E R  NO.
Y O U  A R E  N O T  T O  R E V E A L  T H E S E  G U I D E L I N E S  
T O  Y O U R  G R O U P  U N T I L  T H E  T O T A L  E X E R C I S E  

IS C O M P L E T E D
Y o u  a r e  t o  m a n a g e  y o u r  g r o u p  a s  a n  A B D I C A T O R .  T h i s  m e a n s ,  in 
e f f e c t ,  t h a t  y o u  d o  n o t  m a n a g e  a t  a l l .

C o n t i n u o u s l y ,  t h r o w  q u e s t i o n s  b a c k  t o  o t h e r s :
"I d o n ' t  k n o w ,  w h a t  d o  y o u  t h i n k ? "

W h a t e v e r  o t h e r s  w a n t  t o  d o  i s  O K  b y  y o u  e x c e p t  y o u  a r e  n o t  t o  
t a k e  a n y  a c t i o n  y o u r s e l f  e v e n  i f  t h e y  w a n t  y o u  to.

T a k e  t h e  p o s i t i o n  t h a t  i n s i d e  y o u r s e l f  y o u  a r e  s c a r e d  o f  t h i s  
w h o l e  t h i n g  a n d  w a n t  t o  t u r n  i t  o v e r  t o  t h e  o t h e r s .

D O  N O T  B E C O M E  I N V O L V E D
" W h a t e v e r  y o u  t h i n k  b e s t  is O K  w i t h  m e . "
" W h y  d o n ' t  y o u  g u y s  d e c i d e  a b o u t  t h a t . "
"I r e a l l y  d o n ' t  k n o w  w h a t  w e  s h o u l d  d o . "
" G o  a h e a d  a n d  s e t t l e  t h i s  t h i n g  a n y w a y  y o u  w a n t . "

B e i n g  a s  s i l e n t  a s  p o s s i b l e  i s  a  g o o d  t a c t i c  f o r  y o u .



-167-

i n s p e c t i o n  P H A S E

A f t e r  t h e  c o n s t r u c t i o n  p h a s e  o f  t h e  e x e r c i s e  h a s  b e e n  c o m p l e t e d  a n d  t h e  
i n s p e c t i o n  c o n d u c t e d ,  r e c o r d  t h e  r e s u l t s  o n  t h e  f o l l o w i n g  f o r m :

C O N S T R U C T I O N  R E S U L T S

A c c e p t a b i l i t y  
( d e t e r m i n e d  b y

_ _ _ _ _ _  T y p e  1_ _ _ _ T y p e  2_ _ _ _ T y p e  3_ _ _ _ c o o r d i n a t o r )  C o m m e n t s
G r o u p  
No. 1

G r o u p  
No. 2

G r o u p  
No. 3

G r o u p  
No. H
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A f t e r  t h e  c o o r d i n a t o r  h a s  i n s p e c t e d  t h e  r e s u l t s  o f  e a c h  t e a m ' s  e f f o r t s  
a n d  t h a t  i n f o r m a t i o n  h a s  b e e n  r e c o r d e d ,  t h e  t o t a l  g r o u p  s h o u l d  m e e t  f o r  
d i s c u s s i o n .

D I S C U S S I O N  ( S u g g e s t e d  t i m e  4 0  m i n u t e s )
T W  d i s c u s s i o n  s h o u l d  s t a r t  w i t h  e a c h  l e a d e r  i n  t u r n  r e a d i n g  h i s  i n s t r u c ­
t i o n s  a n d  d e s c r i b i n g  t h e  l e a d e r s h i p  r o l e  t h a t  h e  h a s  b e e n  u s i n g  d u r i n g  
t h e  e x e r c i s e .
F o l l o w i n g  t h i s ,  m e m b e r s  o f  t h e  t e a m s  s h o u l d  r e s p o n d  t o  t h e  g e n e r a l  
q u e s t i o n :

W h a t  i m p a c t  d i d  t h e  l e a d e r s h i p  s t y l e  u s e d  b y  y o u r  l e a d e r  h a v e  o n  
t h e  e f f e c t i v e n e s s  o f  y o u r  t e a m ?

S p e c i f i c  q u e s t i o n s  t h a t  m i g h t  b e  h e l p f u l  i n c l u d e :
1. W h a t  a r e  t h e  p r i m a r y  c h a r a c t e r i s t i c s  o f  e a c h  o f  t h e  f o u r  s t y l e s  o f  l e a d e r s h i p  u s e d  i n  t h i s  e x e r c i s e ?

A u t o c r a t i c  s t y l e —

D e m o c r a t i c  s t y l e —

S o c i a l  s t y l e —

L a i s s e z - f a i r e  ( a b d i c a t i o n )  s t y l e —

2. W h i c h  t a s k  a n d  s o c i o - e m o t i o n a l  ( p r o c e s s )  f u n c t i o n s  w e r e  c a r r i e d  o u t  b y  e a c h  l e a d e r ?

3. D o e s  t h e r e  s e e m  t o  b e  a n y  r e l a t i o n s h i p  b e t w e e n  f u n c t i o n  a n d  s t y l e ?



W h i c h  o f  t h e  s t y l e s  i s  b e s t  i n  t e r m s  o f  t h e  n u m b e r  o f  a c c e p t a b l e  
a i r p l a n e s  c o m p l e t e d ?

W h i c h  o f  t h e  s t y l e s  i s  b e s t  i n  t e r m s  o f  s a t i s f a c t i o n  o f  t e a m  
m e m b e r s ?

W h i c h  o f  t h e  s t y l e s  i s  b e s t  i n  t e r m s  o f  d e c i s i o n - m a k i n g  e f f e c t i v e ­
n e s s ?

U n d e r  w h a t  k i n d  o f  c o n d i t i o n s  w o u l d  e a c h  o f  t h e  f o u r  s t y l e s  o f  
l e a d e r s h i p  b e  m o s t  e f f e c t i v e ?
A u t o c r a t i c  s t y l e —

D e m o c r a t i c  s t y l e —

S o c i a l  s t y l e —

L a i s s e z - f a i r e  ( a b d i c a t i o n )  s t y l e —

D i d  a n y  o f  t h e  s t y l e s  s e e m  t o  p r o v i d e  o p p o r t u n i t i e s  p e c u l i a r  o n l y  
t o  t h a t  s t y l e ?  I f  s o ,  w h a t  w e r e  t h e s e  o p p o r t u n i t i e s ?

C a n  b o t h  t a s k  a n d  s o c i o - e m o t i o n a l  f u n c t i o n s  b e  c a r r i e d  o u t  b y  
l e a d e r s  r e p r e s e n t i n g  e a c h  l e a d e r s h i p  s t y l e ?
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u n i t  5. SUPERVISION.

A. Student Behavioral Objectives. Given an organizational list of super­
visory tasks, or a problem in program implementation or a task of 
delegation or appraisal:
1. Identifies priorities in supervision.
2. Responds purposefully to problems of program implementation.
3. Delegates responsibility with clear, understandable directives.
4. Demonstrates mutual problem-solving with subordinates, not telling 

and selling.
5. Provides appraisal feedback that is descriptive, "owned" by sender, 

specific, relevant, desired, timely, usable, and verified for 
reception.

B. Content.
1. Supervisory goals: organization enhancement and staff development.
2. Supervisory role expectations: planning, delegating, directing, 

overseeing, and providing feedback.
3. Planning or designing the tasks— considerations of outcomes and 

processes, target persons, resources and constraints.
4. Delegating or communicating clear, understandable directions.
5. Directing and overseeing the delegated work and the delegee.

a. Facilitating effective and efficient task completion.
b. Tuning-in to supervisees' perceptions and feelings about an

assignment before, during and after its completion.
c. Handling problems in implementation (e.g., communication, 

relationship, skill).
6. Giving feedback.

a. Descriptive, not evaluative.
b. "Owned" by the sender.
c. Specific, not general.
d. Relevant to the self-perceived needs of the receiver.
e. Desired by the receiver, not imposed.
f. Timely and in context.
g. Usable, concerned with behavior over which the receiver has 

some control.
h. Confirmed by receiver for clear reception.

7. Supervision based upon mutual problem solving, not telling and 
selling.

C. Exercises. "Supervisory Task Analysis," "Developing Effective Managers: 
Performance Appraisal."

NOTE: For the exercise, "Supervisory Task Analysis," objectives one, two,
and three are relevant, as are content areas one, two, three, and four.
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SUPERVISION AND SUPERVISORY TASK ANALYSIS

Minutesi Activities»
10 Introduction
10 Individual task ranking
10 Class comparisons (NO DISCUSSION)
60 In-basket experience
10 Small group debriefing
20 Class discussion

120
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T H E  C O M M U N I T Y  M E N T A L  H E A L T H  C E N T E R

S u p e r v i s o r y  T a s k  A n a l y s i s

P a r t i c i p a n t s  w i l l  i n d i v i d u a l l y  c o m p l e t e  a  p r o c e s s  o f  p r i o r i t i z i n g  s e l e c t e d  
s u p e r v i s o r y  t a s k s  w h i c h  m a k e  u p  p a r t  o f  t h e  j o b  o f  a  d i r e c t o r  o f  a  coranunity 
h e a l t h  c e n t e r .  T h r o u g h  g r o u p  d i s c u s s i o n ,  t h e s e  t a s k s  w i l l  b e  r e a s s e s s e d  
b a s e d  u p o n  a l t e r n a t i v e  r a n k i n g s  b y  o t h e r .  T h i s  p r o c e s s  p r o v i d e s  t h e  
p a r t i c i p a n t  w i t h  t h e  o p p o r t u n i t y  t o  s e e k ,  a c c e p t  a n d  r e j e c t  t h e  v i e w s  o f  
o t h e r s  w h i c h  r e f l e c t s  a  s i m u l a t e d  c o n s u l t a t i o n  p r o c e s s  w h e r e b y  e f f e c t i v e  
s u p e r v i s o r y  p e r f o r m a n c e  r e s t s ,  i n  p a r t ,  o n  t h e  a b i l i t y  t o  s o l i c i t  t h e  
v i e w s  o f  o t h e r s ,  e s p e c i a l l y  s t a f f  m e m b e r s .

S t e p  1 -  I n d i v i d u a l  T a s k  R a n k i n g  ( 1 0 m i n u t e s )

T h e  f o l l o w i n g  l i s t  o f  t a s k s  w e r e  s e l e c t e d  f r o m  a  v a r i e t y  o f  t a s k s  p e r f o r m e d  
b y  a  c e n t e r  d i r e c t o r .  W o r k i n g  i n d i v i d u a l l y ,  r a n k  t h e  t a s k s  f r o m  t h e  m o s t  
i m p o r t a n t  (l) t o  t h e  l e a s t  i m p o r t a n t  (10).

A d a p t e d  f r o m  M i c h a e l  J. A u s t i n .  M A N C O M :  M A N A G I N G  A  C O M P R E H E N S I V E
C O M M U N I T Y  M E N T A L  H E A L T H  C E N T E R  ( T a l l a h a s s e e ,  F l o r i d a :  F l o r i d a  
S t a t e  U n i v e r s i t y  S c h o o l  o f  S o c i a l  W o r k )  p p .  2 4 - 3 3



-174-

A .  _ _ _ _ _ _ _ _ _ P l a n s  d e t a i l s  o f  n e w  s e r v i c e  p r o g r a m  ( o c c a s i o n a l l y  w i t h
o t h e r s )  i n  o r d e r  t o  d e v e l o p  p r o g r a m  p r o p o s a l  ( o r  e x p a n s i o n ) .

B. _ _ _ _ _ _ _ _ _ D r a f t s  p o l i c y ,  o b j e c t i v e ,  o r  p r o c e d u r a l  s t a t e m e n t s
( o c c a i s l o n a l l y  w i t h  o t h e r s )  i n  o r d e r  t o  p r o v i d e / d e v e l o p  
S O P . *

C .  E x a m i n e s  i n c o m i n g  p a p e r w o r k  ( m a i l ,  a s s i g n m e n t s ,  l e t t e r s ,  
o p e r a t i o n s  l e t t e r s ,  m e m o s ,  e t c . )  s e t t i n g  p r i o r i t i e s ,  a c t i n g  
a s  n e c e s s a r y  i n  o r d e r  t o  r e s p o n d  a p p r o p r i a t e l y .

D .  _ _ _ _ _ _ _ _ _  R e v i e w s  g r a n t  p r o p o s a l s ,  r e :  l e g a l i t y ,  i m p a c t ,  i m p l i c a t i o n s ,
i n  o r d e r  t o  f o r w a r d  t o  f u n d i n g  s o u r c e .

E * I n t e r v i e w s  j o b  a p p l i c a n t  ( o r  c o m m i t t e e  a p p l i c a n t ) ,  u s i n g
k n o w l e d g e  o f  p o s i t i o n  r e q u i r e m e n t s ,  i n  o r d e r  t o  s e l e c t  
a p p r o p r i a t e  i n d i v i d u a l .

P. _ _ _ _ _ _ _ _  E v a l u a t e s  p e r f o r m a n c e  o f  e m p l o y e e s .
G. _ _ _ _ _ _ _  D i s c u s s e s  g r i e v a n c e  ( o r  p e r s o n n e l  p r o b l e m )  w i t h  e m p l o y e e  (s)

d e t e r m i n i n g  s o l u t i o n s  t o  s a i d  p r o b l e m s  i n  o r d e r  t o  r e s o l v e  
i s s u e .

H .  _ _ _ _ _ _ _ _ _  D i s c u s s e s  d i s c o r d a n t  s t a f f  r e l a t i o n s h i p s  w i t h  e m p l o y e e  (s)
i n  o r d e r  t o  r e s o l v e  i n t e r n a l  p r o b l e m s .

I. _ _ _ _ _ _ _ _ _ D e l e g a t e s  a s s i g n m e n t s  t o  s u b o r d i n a t e s  a p p r o p r i a t e l y
( i n d i c a t i n g  p r i o r i t y  w o r k )  i n  o r d e r  t o  d i s t r i b u t e  w o r k .

«J. _ _ _ _ _ _ _  D i s c u s s e s  j o b  e x p e c t a t i o n s  w i t h  n e w  e m p l o y e e ,  e v a l u a t i n g
e x p e r i e n c e  a n d  t r a i n i n g ,  i n  o r d e r  t o  p l a n  f o r  a p p r o p r i a t e  
a s s i g n m e n t  o f  n e w  e m p l o y e e .

* S O P  i s  s t a n d a r d  o p e r a t i n g  p r o c e d u r e s .
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S t e p  2  -  G r o u p  T a s k  C o m p a r i s o n s  ( l O m i n u t e s )
A s  a  t o t a l  g r o u p  s h a r e  w i t h  e a c h  o t h e r  y o u r  r a n k i n g s .  T h i s  s h a r i n g  

p r o v i d e s  f o r  d i f f e r e n t  p e r s p e c t i v e s  o n  a s s e s s i n g  e x e c u t i v e  f u n c t i o n i n g .  
S i m p l y  s h a r e  y o u r  w o r k  b u t  d o  n o t  d i s c u s s .

S t e p  3  -  T a s k  R e a l i g n m e n t  ( 6 0  m i n u t e s )
T h e  t o t a l  g r o u p  w i l l  n o w  e n g a g e  i n  a n  i n - b a s k e t  e x p e r i e n c e  i n  w h i c h  

t h e  g r o u p  m e m b e r s  s h o u l d  a s s i g n  t h e m s e l v e s  a  n u m b e r  f r o m  o n e  (l) t o  s i x  
(6). T h e n  t u r n  t o  t h e  l n - b a s k e t  i t e m s  o n  t h e  n e x t  f e w  p a g e s  a c c o r d i n g  t o  
y o u r  n u m b e r  ( s t a r t i n g  w i t h  t h e  p e r s o n  w h o  s e l e c t e d  t h e  n u m b e r  "1 ") *

E a c h  g r o u p  p a r t i c i p a n t  s h o u l d  t a k e  5  m i n u t e s  t o :
1. R e a d  t h e  l n - b a s k e t  i t e m
2. I n d i c a t e  h o w  h e / s h e  w o u l d  h a n d l e  t h e  s i t u a t i o n
3. S t a t e  t h e  3  t a s k s  t o  w h i c h  y o u  g a v e  t o p  p r i o r i t y  i n  t h e  

l a s t  f r a m e
4. F i e l d  c o m m e n t s  f r o m  g r o u p  m e m b e r s  a b o u t  t h e  f i t  o r  l a o k  o f  

f i t  b e t w e e n  y o u r  i n - b a s k e t  r e s p o n s e  a n d  y o u r  t o p  p r i o r i t y  
t a s k s

O t h e r  g r o u p  p a r t i c i p a n t s  s h o u l d  w r i t e  w h a t  i s  b e i n g  s a i d  a b o u t  t h e  
p a r t i c u l a r  i n - b a s k e t  w h i c h  i s  b e i n g  d i s c u s s e d .

M o v e  a r o u n d  t h e  g r o u p  u n t i l  e a c h  p a r t i c i p a n t  h a s  h a d  a n  o p p o r t u n i t y  
t o  r e s p o n d  t o  o n e  l n - b a s k e t  i t e m .
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IN-BA.SKET #1

O u t p a t i e n t  t e a m  m e m b e r s  a r e  c o m p l a i n i n g  t h a t  t h e y  n e v e r  r e c e i v e  t h e  
p a t i e n t  r e c o r d s  o n  p a t i e n t s  t r a n s f e r r e d  f r o m  t h e  i n p a t i e n t  t o  o u t p a t i e n t  
s e r v i c e  i n  s u f f i c i e n t  t i m e  t o  d o  e f f e c t i v e  c a s e  p l a n n i n g .  W h a t  s a y  y o u ?

W h a t  a d d i t i o n a l  i n f o r m a t i o n  i s  n e e d e d ?  ( E v e r y o n e ,  e x c e p t  t h e  p e r s o n  
s p e a k i n g ,  s h o u l d  f i l l  i n  t h e  b l a n k s  i n  w r i t i n g . )

W h a t  o p t i o n s  d o  y o u  h a v e ?

W h a t  i s  t h e  c o s t - b e n e f i t  o f  t h e s e  o p t i o n s ?

What is your recommendation?
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IN-BASKET #2

I n  a  m e e t i n g  o f  o u t p a t i e n t  t e a m  l e a d e r s  y o u  l e a r n  t h a t  t h e r e  i s  m u c h  
a n x i e t y  a m o n g  t h e  t e a m s  a b o u t  t h e  n o  w a i t i n g  l i s t  p o l i c y  a n d  t h e  p r o c e d u r e  
o f  s e e i n g  a l l  p e r s o n s  w h o  c a l l  f o r  h e l p  w i t h i n  t w o  d a y s .  W h a t  y o u  s a y ?

W h a t  a d d i t i o n a l  I n f o r m a t i o n  I s  n e e d e d ?  ( E v e r y o n e  e x c e p t  t h e  p e r s o n  
. s p e a k i n g ,  s h o u l d  f i l l  i n  t h e  b l a n k s  I n  w r i t i n g . )

W h a t  o p t i o n s  d o  y o u  h a v e ?

W h a t  I s  t h e  o o s i > b e n e f l t  o f  t h e s e  o p t i o n s ?

What is your recommendation?
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IN-BASKET #3

R e p r e s e n t a t i v e s  o f  t h e  n u r s e s  a n d  s o e i a l  w o r k e r s  h a v e  c o m e  t o  s e e  
y o u  a b o u t  t h e  h e a v y - h a n d e d  a n d  p a r t - t i m e  i n v o l v e m e n t  o f  p s y c h i a t r i s t s  
o n  t h e  o u t p a t i e n t  t e a m s .  W h a t  s a y  y o u ?

W h a t  a d d i t i o n a l  i n f o r m a t i o n  i s  n e e d e d ?  ( E v e r y o n e ,  e x c e p t  t h e  p e r s o n  
s p e a k i n g ,  s h o u l d  f i l l  i n  t h e  b l a n k s  i n  w r i t i n g . )

W h a t  o p t i o n s  d o  y o u  h a v e ?

W h a t  i s  t h e  c o s t - b e n e f i t  o f  t h e s e  o p t i o n s ?

What is your recomnendation?
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IN-BASKET #4
T h e  p s y c h i a t r i s t s  o n  t h e  o u t p a t i e n t  t e a m s  h a v e  s e n t  y o u  a  m e m o  I n  

w h i c h  t h e y  c l a i m  t h a t  c o n s u l t a t i o n  w i t h  o t h e r  a g e n c i e s  a n d  p u b l i c  e d u c a t i o n  
s p e e c h e s  a r e  a  w a s t e  o f  t h e i r  v a l u a b l e  t i m e .  W h a t  s a y  y o u ?

W h a t  a d d i t i o n a l  i n f o r m a t i o n  I s  n e e d e d ?  ( E v e r y o n e ,  e x c e p t  t h e  p e r s o n  
s p e a k i n g ,  s h o u l d  f i l l  I n  t h e  b l a n k s  I n  w r i t i n g . )

What options do you have?

What is the cost-benefit of these options?

What Is your reconmendation?
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I N - B A 3 K E T  # 5
I n  a  s t a f f  m e e t i n g  w i t h  t h e  s t a f f  o f  t h e  i n p a t i e n t  t e a m  y o u  l e a r n  t h a t  

m u c h  c o n f u s i o n  e x i s t s  r e g a r d i n g  t h e  n e e d  f o r  s o m e o n e  t o  t a k e  r e s p o n s i b i l i t y  
f o r  t r e a t m e n t  p l a n s  f o r  e a o h  p a t i e n t  o n  t h e  w a r d  a n d  f o r  t h o s e  i n  t h e  d a y  
p r o g r a m .  W h a t  s a y  y o u ?

W h a t  a d d i t i o n a l  i n f o r m a t i o n  i s  n e e d e d ?  ( E v e r y o n e ,  e x c e p t  t h e  p e r s o n  
s p e a k i n g ,  s h o u l d  f i l l  i n  t h e  b l a n k s  i n  w r i t i n g . )

W h a t  o p t i o n s  d o  y o u  h a v e ?

W h a t  i s  t h e  o o s t - b e n e f i t  o f  t h e s e  o p t i o n s ?

W h a t  i s  y o u r  r e c o m m e n d a t i o n ?
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IN-BASKET #6

T h e  s u p e r i n t e n d e n t  o f  t h e  n e a r b y  s t a t e  h o s p i t a l  i s  o n  t h e  p h o n e  
c o m p l a i n i n g  a b o u t  t h e  o u t p a t i e n t  t e a m  s o c i a l  w o r k e r s  w h o  h a v e  l i a i s o n  
r e s p o n s i b i l i t i e s  w i t h  t h e  s t a t e  h o s p i t a l  c l a i m i n g  t h a t  t h e y  a r e  f a i l i n g  
t o  f o l l o w - u p  o n  r e l e a s e d  s t a t e  h o s p i t a l  p a t i e n t s  w i t h i n  t h e  1 0  d a y s  
s p e c i f i e d  i n  t h e  o r i g i n a l  p r o c e d u r e  a g r e e d  u p o n  l a s t  y e a r .  W h a t  s a y  y o u ?

W h a t  a d d i t i o n a l  i n f o r m a t i o n  is n e e d e d ?  ( E v e r y o n e ,  e x c e p t  t h e  p e r s o n  
s p e a k i n g ,  s h o u l d  f i l l  i n  t h e  b l a n k s  i n  w r i t i n g . )

W h a t  o p t i o n s  d o  y o u  h a v e ?

W h a t  i s  t h e  c o s t - b e n e f i t  o f  t h e s e  o p t i o n s ?

What is your recommendation?
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S t e p  4  -  D e b r i e f i n g  ( 1 0  m i n u t e s )
E a c h  p a r t i c i p a n t  s h o u l d  h a v e  e x p e r i e n c e d  a  l a c k  o f  f i t  b e t w e e n  t h e i r  

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

1. D o  y o u  t h i n k  t h a t  t h e  s u p e r v i s o r y  t a s k s  w e r e  r e a l i s t i c  o r  u n r e a l ­
i s t i c ?  E x p l a i n .

2. D o  y o u  t h i n k  t h a t  t h e  i n - b a s k e t  i t e m s  w e r e  r e a l i s t i c  o r  u n r e a l ­
i s t i c ?  E x p l a i n .

3. H o w  m u c h  c o n t r o l  s h o u l d  m e n t a l  h e a l t h  c e n t e r  m a n a g e r s  e x e r c i s e  o v e r  
d a i l y  a d m i n i s t r a t i v e  d e m a n d s ?  E x p l a i n .

4. H o w  s h o u l d  t h e  s u p e r v i s o r y  f u n c t i o n s  o f  p l a n n i n g ,  d e l e g a t i o n ,  d i r e c ­
t i o n ,  o v e r s i g h t ,  a n d  f e e d b a c k  g e n e r a l l y  b e  s t r u c t u r e d  i n  a  m e n t a l  
h e a l t h  c e n t e r ?
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SUPERVISORY TASK ANALYSIS! DISCUSSION QUESTIONS

1. Are the supervisory tasks for which you set priorities 
typical of supervisory tasks in your own agency? How 
are they alike? How are they different?

2. How did you handle each in-basket item?

3. Were your priorities generally congruent with the 
actions you took on your in-basket items? Why?

What other factors, besides priorities, influenced 
your actions on each in-basket item?

5. Which of these following dilemmas did you face? When?
a. Planning versus implementation?

b. Development versus control?

c. Organization (productivity, tasks) versus staff 
(morale, maintenance)?



APPENDIX H
SUPERVISION AND DEVELOPING EFFECTIVE MANAGERS! 

PERFORMANCE APPRAISAL
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un i t 5. SUPERVISION.

A. Student Behavioral Objectives. Given an organizational list of super­
visory tasks, or a problem in program implementation or a task of 
delegation or appraisal:
1. Identifies priorities in supervision.
2. Responds purposefully to problems of program implementation.
3. Delegates responsibility with clear, understandable directives.
4. Demonstrates mutual problem-solving with subordinates, not telling 

and selling.
5. Provides appraisal feedback that is descriptive, "owned" by sender, 

specific, relevant, desired, timely, usable, and verified for 
reception.

B. Content.
1. Supervisory goals: organization enhancement and staff development.
2. Supervisory role expectations: planning, delegating, directing, 

overseeing, and providing feedback.
3. Planning or designing the tasks— considerations of outcomes and 

processes, target persons, resources and constraints.
4. Delegating or communicating clear, understandable directions.
5. Directing and overssing the delegated work and the delegee.

a. Facilitating effective and efficient task completion.
b. Tuning-in to supervisees' perceptions and feelings about an

assignment before, during and after its completion.
c. Handling problems in implementation (e.g., communication, 

relationship, skill).
6. Giving feedback.

a. Descriptive, not evaluative.
b. "Owned" by the sender.
c. Specific, not general.
d. Relevant to the self-perceived needs of the receiver.
e. Desired by the receiver, not imposed.
f. Timely and in context.
g. Usable, concerned with behavior over which the receiver has 

some control.
h. Confirmed by receiver for clear reception.

7. Supervision based upon mutual problem solving, not telling and 
selling.

C. Exercises. "Supervisory Task Analysis," "Developing Effective Managers: 
Performance Appraisal."

NOTE: For the exercise, "Developing Effective Managers: Performance Appraisal,"
objectives four and five are relevant, as are content areas five, six, 
and seven.



-186-

SUPERVISION AND DEVELOPING EFFECTIVE MANAGERS*
PERFORMANCE APPRAISAL

Minutes * Activities *
5 Introduction and assignments
5 Role play #1

10 Small group discussion of role play #1
5 Role play #2

10 Small group discussion of role play #2
5 Role play #3

10 Small group discussion of role play #3
40-60 Class discussion

90-110
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D E V E L O P I N G  E F F E C T I V E  M A N A G E R S :  P E R F O R M A N C E
A P P R A I S A L S

P U R P O S E :  (1) T o  p r a c t i c e  s k i l l s  in p e r f o r m a n c e  a p p r a i s a l  a n d  s u p e r ­
v i s i o n  o f  s u b o r d i n a t e s .  (2) T o  d e v e l o p  s k i l l s  i n  c o m m u n i c a t i o n  
a n d  p r o b l e m  s o l v i n g .

A D V A N C E  P R E P A R A T I O N :  R e a d  t h e  " I n t r o d u c t i o n "  b e l o w .
G R O U P  S I Z E :  A n y  s i z e
T I M E  R E Q U I R E D :  9 0 - 1 1 0  m i n u t e s
S P E C I A L  M A T E R I A L S : N o n e
S P E C I A L  P H Y S I C A L  R E Q U I R E M E N T S :  G r o u p s  o f  t h r e e  p e r s o n s .
R E L A T E D  T O P I C S :  L e a d e r s h i p ,  G r o u p  d e c i s i o n  m a k i n g  a n d  p r o b l e m  s o l v i n g ,

P o w e r ,  I n t e r p e r s o n a l  c o m m u n i c a t i o n ,  O r g a n i z a t i o n a l  c o m m u n i c a t i o n ,  
L i f e ,  w o r k ,  a n d  c a r e e r  r o l e s .

I N T R O D U C T I O N
A n y  k i n d  o f  s y s t e m ,  w h e t h e r  i t  b e  a  p e r s o n ,  o r g a n i z a t i o n ,  o r  a  

s p a c e c r a f t ,  n e e d s  f e e d b a c k  f r o m  i t s  e n v i r o n m e n t  t o  t e l l  h o w  c l o s e  it i s  
t o  b e i n g  " o n  t a r g e t "  i n  a c h i e v i n g  i t s  o b j e c t i v e s .  O n e  o f  t h e  m o s t  i m ­
p o r t a n t  a n d  u s e f u l  s o u r c e s  o f  f e e d b a c k  t o  a n  e m p l o y e e  i s  h i s  s u p e r ­
v i s o r .  H o w e v e r ,  i n  t h e  d a y - t o - d a y  c o u r s e  o f  o u r  w o r k  e x p e r i e n c e s ,  w e  
u s u a l l y  o b t a i n  l i t t l e  d i r e c t  f e e d b a c k  o n  o u r  p e r f o r m a n c e  f r o m  o u r  s u p e r ­
v i s o r s — a n d  w e  g i v e  a n  e q u a l  a m o u n t  t o  o u r  o w n  s u b o r d i n a t e s .

O n e  o f  t h e  m o s t  c o m m o n  m e c h a n i s m s  f o r  f e e d b a c k  b e t w e e n  s u p e r v i s o r s  
a n d  s u b o r d i n a t e s  i s  t h e  p e r f o r m a n c e  a p p r a i s a l  d i s c u s s i o n .  I n  m a n y  o r g a n i ­
z a t i o n s  t h i s  i s  a  f o r m a l  p r o c e s s  i n  w h i c h  t h e  s u p e r v i s o r  f i l l s  o u t  a  
s t a n d a r d  f o r m  d e s c r i b i n g  t h e  e m p l o y e e ' s  w o r k ,  t h e y  d i s c u s s  i t, a n d  t h e  
e m p l o y e e  s i g n s  it. T h e n  i t  i s  s e n t  o t  h i g h e r - l e v e l  m a n a g e r s ,  a n d  is 
f i n a l l y  p l a c e d  i n  t h e  e m p l o y e e ' s  p e r s o n n e l  f i le .

S e n i o r  m a n a g e r s  i n  m o s t  o r g n n i z a t i o n s  w i l l  d e s c r i b e  t h e i r  p e r f o r m a n c e  
a p p r a i s a l  s y s t e m  i n  d e t a i l ,  s t r e s s i n g  t h e  r e q u i r e m e n t s ,  s u c h  a s  t h e  
e m p l o y e e ' s  s i g n a t u r e ,  w h i c h  i n s u r e s  t h a t  t h e  a p p r a i s a l  w i l l ,  i n  f a c t ,  
b e  c o n d u c t e d .  H o w e v e r ,  w h e n  e m p l o y e e s  a r e  a s k e d  a b o u t  t h e i r  p e r f o r m a n c e  
a p p r a i s a l s ,  t h e  r e s p o n s e  i s  o f t e n  a  b l a n k  s t a r e .  M a n y  e m p l o y e s s  d o  n o t

D e v e l o p e d  b y  D o n a l d  D. B o w e n ,  i n s p i r e d  b y  a  c l a s s  d e m o n s t r a t i o n  u s e d  
b y  C h r i s  A r g y r i s  ( w h o  d e n i e s  a n y  m e m o r y  o f  t h e  e x e r c i s e  w h a t s o e v e r ) .
T h i s  e x e r c i s e  i s, t h e r e f o r e ,  d e d i c a t e d  t o  C h r i s  A r g y r i s  w h o  h a s  i n s p i r e d  
a l l  o f  u s  m o r e  t h a n  h e  k n o w s  ( o r  a t  l e a s t  m o r e  t h a n  h e  w i l l  a d m i t ) .  
A d a p t e d  b y  D o u g l a s  T. H a ll .
A d a p t e d  f r o m  D o u g l a s  T. H a l l ,  e t  a l .  E x p e r i e n c e s  i n  M a n a g e m e n t  a n d  

O r g a n i z a t i o n a l  B e h a v i o r  ( C h i c a g o :  St. C l a i r  P r e s s ,  1 9 7 5 )
p p T  H 8 - 5 0  6 2 3 1 - 2 3 2 .
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e v e n  k n o w  w h a t  a  p e r f o r m a n c e  a p p r a i s a l  i s .  O t h e r s  r e p o r t  t h a t  i t  i s  c o n ­
d u c t e d  i n  a  c u r s o r y  m a n n e r ;  m a n y  s e e m  t o  b e  " c o n d u c t e d "  i n  b r i e f  e n o o u n t e r s  
i n  t h e  h a l l w a y  o r  b y  t h e  c o f f e e  p o t .  T h u s ,  t h e r e  i s  a  m y s t e r i o u s  p r o c e s s  
w h e r e b y  t h e  p e r f o r m a n c e  a p p r a i s a l  i s  t h e r e  w h e n  w e  t a l k  t o  s e n i o r  m a n a g e r s , 
b u t  i t s  g o n e  w h e n  w e  t a l k  t o  e m p l o y e e s .  F o r  t h i s  r e a s o n ,  t h e  p r o c e s s  h a s  
b e e n  d u b b e d  t h e  " v a n i s h i n g  p e r f o r m a n c e  a p p r a i s a l "  ( H a l l  a n d  L a w l e r ,  1969)*

O n e  o f  t h e  r e a s o n s  t h a t  p e r f o r m a n c e  a p p r a i s a l s  d i s a p p e a r  i s  t h a t  
s u p e r v i s o r s  f e e l  u n c o m f o r t a b l e  g i v i n g  f e e d b a c k  i n  a  o n e - t o - o n e  e n c o u n t e r .  
O n e  r e a s o n  t h e y  f e e l  u n c o m f o r t a b l e  a b o u t  i t  i s  t h a t  t h e y  h a v e  n e v e r  d e v e l ­
o p e d  t h e  n e c e s s a r y  s k i l l s .  T h e  p u r p o s e  o f  t h i s  e x e r c i s e  i s  f o r  y o u  t o  
b e g i n  t o  d e v e l o p  p e r f o r m a n c e  a p p r a i s a l  s k i l l s .

F i r s t ,  l e t  u s  c o n s i d e r  t w o  d i f f e r e n t  a p p r o a c h e s  t o  p e r f o r m a n c e  
a p p r a i s a l .  L e t  u s  s a y  y o u  a g r e e  w i t h  D o u g l a s  M c G r e g o r  (1967) o n  t h e  
f o l l o w i n g  s e v e n  p r o p o s i t i o n s :

H u m a n  g r o w t h  p o t e n t i a l

1. P e o p l e  a r e  c a p a b l e  o f  g r o w i n g  i n  a  s o c i a l  c l i m a t e  w h i c h  p e r m i t s  
a n d  e n c o u r a g e s  g r o w t h .

2. P e o p l e  t e n d  t o  g r o w  w h e n  t h e y  c a n  a c h i e v e  t h e i r  o w n  g o a l s  b y  
a c h i e v i n g  t h o s e  o f  t h e  o r g a n i z a t i o n .

T h e  r o l e  o f  c o m m u n i c a t i o n  a n d  f e e d b a c k

3. F e e d b a c k  i s  n e c e s s a r y  f o r  t h e  s u r v i v a l  a n d  g r o w t h  o f  a n y  s y s t e m .
4. E f f e c t i v e  p r o b l e m - s o l v i n g  r e q u i r e s  o p e n  e x c h a n g e  o f  i n f o r m a t i o n .
5. T r a n s a c t i o n a l  m a n a g e m e n t  ( w h e r e  p o w e r  i s  s h a r e d )  f a c i l i t a t e s  

c o m m u n i c a t i o n .

E f f e c t i v e  v e r s u s  i n e f f e c t i v e  c o m m u n i c a t i o n

6. P e o p l e  t e n d  t o  b e c o m e  d e f e n s i v e  w h e n  t h r e a t e n e d :  t h a t  i s, h o s ­
t i l e ,  p r o t e c t i v e  b e h a v i o r ,  o v e r t  c o m p l i a n c e ,  a n d  s e l e c t i v e  o r  d i s t o r t e d  p e r c e p t i o n  r e  stilt.

7. P e o p l e  w i l l  u s e  i n f o r m a t i o n  i f  t h e y  f i n d  i t  h e l p f u l  i n  a c h i e v i n g  
t h e i r  g o a l s .

W h a t  t h e n ,  a r e  t h e  i m p l i c a t i o n s  o f  t h e s e  p r o p o s i t i o n s  f o r  p e r f o r m a n c e  
a p p r a i s a l  a n d  t h e  s u p e r v i s i o n  o f  s u b o r d i n a t e s ?
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One Important implication is that a problem-solving approach to per­
formance appraisal is probably going to get more results than the tell- 
and-sell method. These two approaches are identified by Maier (1938)* 
who describes the objectives, assumptions, employee reactions, and super­
visor skills associated with each method.

T h e  t e l l - a n d - s e l l  m e t h o d ,  w h i c h  i s  t h e  m o r e  c o m m o n l y  a p p l i e d  o f  t h e  
t w o ,  h a s  t w o  o b j e c t i v e s :  (l) t o  c o m m u n i c a t e  e v a l u a t i o n ,  a n d  (2) t o  p e r ­
s u a d e  t h e  e m p l o y e e  t o  i m p r o v e .  I t  i s  b a s e d  u p o n  f o u r  a s s u m p t i o n s :  (l)
t h e  e m p l o y e e  d e s i r e s  t o  c o r r e c t  w e a k n e s s e s  i f  h e  o r  s h e  k n o w s  t h e m ,  (2) 
a n y  p e r s o n  c a n  i m p r o v e  i f  s h e  o r  h e  s o  c h o o s e s ,  (3) a  s u p e r i o r  i s  q u a l i ­
f i e d  t o  e v a l u a t e  a  s u b o r d i n a t e ,  a n d  (4) p e o p l e  p r o f i t  f r o m  c r i t i c i s m  a n d  
a p p r e c i a t e  h e l p .

The skills required on the part of the supervisor are salesmanship 
and patience. The employee usually reacts in three ways: (l) suppressed 
defensive behavior, (2) attempts to cover hostility, and (3) discussion 
develops new ideas and mutual interests.

T h e  s k i l l s  r e q u i r e d  o f  t h e  s u p e r v i s o r  a r e :  (l) l i s t e n i n g  a n d  r e f l e c t i n g  
f e e l i n g s ,  (2) r e f l e c t i n g  i d e a s ,  (3) u s i n g  e x p l o r a t o r y  q u e s t i o n s ,  a n d  (4) 
s u m m a r i z i n g .  T h e  r e a c t i o n  i s  o f t e n  p r o b l e m - s o l v i n g  b e h a v i o r  a n d  e m p l o y e e  
c o m m i t m e n t  t o  t h e  c h a n g e s  o r  o b j e c t i v e s  d i s c u s s e d  ( b e c a u s e  t h e y  a r e  h i s  o r  h e r  i d e a s ) .
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PERFORMANCE APPRAISAL* PROCEDURES 
Step 1 . (5 minutes)
The instructor divides the class into groups of three.
If one or two students remain* each is asked to be an 
observer/consultant of the total exercise and of specific 
triads viewed on rotation. These outside observer/ 
consultants should have copies of all the roles.
In the triads GROUP MEMBER #1 plays the role of C. 
Marshall in Round One, L. Kregar in Round Two, and the 
consultant in Round Three. GROUP MEMBER #2 plays D.
Jones in Round One, is the consultant in Round Two, and 
plays C.W. in Round Three. GROUP MEMBER #3 is the 
consultant in Round One, plays J. Corwin in Round Two, 
and plays the field representative in Round Three.
The instructor passes out the appropriate roles to each 
group member. An observation form is also distributed 
to participants for their use in the consultant role.
Step 2. Round One. (15 minutes)
The role playing of C. Marshall (GROUP MEMBER #1) and 
D. Jones (GROUP MEMBER #2) takes place for about five 
minutes. The CONSULTANT (GROUP MEMBER #3) then reviews 
the report prepared during the role play and involves 
the two actors in a discussion about how the supervisor 
might improve his/her appraisal interviews.
Step 3. Round Two. (15 minutes)
GROUP MEMBER #1 plays L. Kregar and GROUP MEMBER #3 plays 
J. Corwin for about five minutes. Then GROUP MEMBER #2
involves the actors in a discussion of observations made
during the role play, giving consultation to L. Kregar.
Step 4. Round Three. (15 minutes)
C.W. (GROUP MEMBER #2) and the field representative 
(GROUP MEMBER #3) act out their roles for about five 
minutes. Then GROUP MEMBER #1 offers consultation for 
about ten minutes.
Step 5. Discussion. (*1-0-60 minutes)
Answer the questions provided to you. Your answers will 
facilitate and focus class discussion.
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THE ROLE OF THE CONSULTANT! exemplify each item below.
OBSERVATION GUIDELINES

1. Is the supervisor's feedback DESCRIPTIVE or JUDGE­
MENTAL?

2. Is the supervisor's feedback SPECIFIC or GENERAL?

3. Does the supervisor "OWN" the feedback or "PLAGE" 
it on others?

4. Is the feedback RELEVANT to the needs of the receiver?

5. Is the feedback APPROPRIATE for the receiver's 
capacity to do something with it?

6, Did the sender check to see if the receiver WANTED 
feedback?

7. Was the TIMING of the feedback appropriate, that isv 
in the context of the discussion?

8. Did the supervisor check with the supervisee to 
make sure that the supervisee heard and UNDERSTOOD 
what the supervisor was saying?

9. How could the supervisor's verbal and non-verbal 
COMMUNICATIONS be improved?

10. How could the MUTUAL PROBLEM SOLVING be improved
(e.g., concrete suggestions, specific alternatives, 
helpful attitude, etc,)?
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ROLE PLAY #1. D. JONES AND C. MARSHALL.

NOT TO BE CONSULTED 
UNTIL INSTRUCTED TO DO SO

Role of *'C. M a r s h a l l S u p e r v i s o r  of Volunteer and Paraprofessional Program

You have just been notified that your boss, D. Jones, the director of 
the agency, wants to see you in his office. As you walk to his office, 
you wonder what D. wants to see you about. It might be one of two things.

Maybe D. is going to promote you to chief supervisor. Several times in 
the past year he has indicated he was thinking along these lines. As D. put 
it, if you could prove yourself as supervisor, the job would be yours. Well, 
your record certainly indicates you deserve the promotion! Productivity has 
never been higher and you have guided the agency to an effective solution of 
every problem which has come up. You are damn proud of your many accomplish­
ments .

Or D. might want to respond to your memorandum of last week on recruit­
ment of volunteers and paraprofessional trainees. You have reconmended:

1. offering substantially higher salaries and expense reimbursements 
in hopes of attracting better quality personnel;

2. instituting a personnel testing program to weed out incompetent 
and irresponsible applicants.

Although you are very proud of your accomplishments, the one problem 
that bothers you is the quality of volunteers and paraprofessionals in your 
department. You have lost several of these people lately, but you were 
glad to see most of them go. Most of them were sullen, irresponsible, and 
not‘very bright. Most were already in jobs over their heads, and none 
had potential for promotion.

It has been a constant drain on your energies trying to improve the 
performance of these subordinates. No matter how much coaching,ppleading, 
encouraging, and threatening you do, it seems as if you have to double-check 
all of their work to be sure it is done correctly. Through your watchfulness 
you have corrected mistakes that would have cost the agency many dollars 
and much embarrassment.

D. Jones is an old personal friend, and you have enjoyed working for
him.

At this point you enter D.?s office.
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r o l e  PLAY #1. D. JONES AND C. MARSHALL
NOT TO BE CONSULTED 
UNTIL INSTRUCTED TO DO SO

Role of "D. Jones," Director

You have just asked C. Marshall to come to your office for a conference. 
Marshall is the supervisor of the volunteer and paraprofessional program.
In most respects, you regard Marshall as an ideal supervisor. C. is cost- 
conscious and efficient, intelligent and displays great initiative and 
unquestionable integrity. Under Marshall's guidance, output has increased 
steadily. Moreover, C . is a personal friend.

You have called C. to your office to discuss a problem which has been 
bothering you for the last year and a half. Despite C.'s many virtues, there 
is one major problem. Younger personnel in the program refuse to work for 
Marshall. No volunteer or paraprofessional will stay with the agency more 
than six months. They complain that C. is authoritarian and never allows 
them to handle any problem on their own. Marshall is constantly looking 
over their shoulder and tells them exactly how to conduct even the most 
trivial aspects of their job.

You would like to appoint Marshall to the vacant position of chief 
supervisor of the agency. At the same time, you are afraid that you may 
have to terminate Marshall for the good of the agency. You have spoken to
C. several times in the past about this problem, and you feel that you have 
made it clear that the promotion depends upon C.'s having trained a successor—  
someone to take over the volunteer and paraprofessional program when C. 
is promoted.

Recently, so many bright young people have left the agency, you are 
determined that C. must either reverse this trend or leave the agency 
himself.

(You are a little behind in your paperwork and you are not aware of 
any memoranda C. may have sent you lately. If C. mentions a memo, say 
that you have not had a chance to read it yet.)

At this point, C. enters your office in answer to your call.
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ROLE PLAY #2. J. CORWIN AND L. KREGAR.
Not to be consulted until 
instructed to do so

The Role of J. Corwin. Director
BACKGROUND* J. Corwin is director of a small family services 
agency that was organized about two years agau Three others 
work with Corwin in providing family counseling services to 
residents of a moderate-sized, middle-class community. Due 
to certain organizational problems that Corwin perceived, 
Corwin asked for help from L. Kregar, a board member.
Kregar is an experienced consultant with am MSW in adminis­
tration from Hunter College. Kregar has been talking to 
the staff and observing some meetings over the past month.
A staff meeting,with Kregar attending, has just ended and 
Kregar and Corwin are walking out of the room.
ROLE* You are director of a small private agency that offers 
family counseling services to the residents of your community. 
You have an MSW in social treatment from Western Michigan 
University. You have attended several institutes on admin­
istration and management.
Your staff consists of three salaried counselors, all with 
master degrees in social work, and a small office staff (one 
secretary, one clerical worker). You have been director now 
for almost two years and have been doing quite well. Your 
biggest problem, lately, seems to be the inability of the 
other three staff members to carry out team decisions. The 
staff does not follow through on your agreements and this, 
of course, makes you angrier and angrier. You, therefore, 
asked a board member, L, Kregar, to help work with your group 
on this issue.
The board member has interviewed all of the agency personnel 
and has attended three staff meetings, including one you 
just adjourned. You're feeling pretty good about this meet­
ing? a lot got accomplished. It is puzzling, though? in only 
an hour you had the week's case assignments clear. Your 
meetings with the staff seem to go more smoothly over time, 
yet this coordination problem keeps getting worse. You 
feel it's about time that the board member and you reviewed 
the organization's problems. Also, you want to discuss the 
possibility of firing one of the social workers with Kregar. 
Kregar should have had enough time, by now, to get a good 
fix on the situation and make some recommendations.
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ROLE PLAY #2. J. CORWIN AND L. KREGAR.
Not to be consulted until
instructed to do so

The Role of L. Kregar. Board Member
BACKGROUND! J. Corwin is director of a small family services 
agency that was organized about toko years ago. Three others 
work with Corwin in providing family counseling services to 
residents of a moderate-sized, middle-class community. Due 
to certain organizational problems that Corwin perceived, 
Corwin asked for help from L. Kregar, a board member.
Kregar is an experienced consultant with an MSW in adminis­
tration from Hunter College. Kregar has been talking to the 
staff and observing some meetings over the past month. A 
staff meeting, with Kregar attending, has just ended and 
Kregar and Corwin are walking out of the room.
ROLEi You were asked for help by J. Corwin, director of a 
family services agency of which you are a board member.
There are three staff social workers in addition to the 
director, a secretary, and one clerical worker. Corwin 
felt that there were problems with their coordination and 
decision making and asked if you would help. You've inter­
viewed all personnel and attended three staff meetings, 
including the one that has just ended. The basic problem 
seems to be centered around Corwin's rather authoritarian 
leadership style. While the director's leadership does 
have the effect of producing logically sound decisions with 
a minimum of meeting time, resentment seems to have built 
up among the other three counselors, who are less and less 
committed to Corwin's decisions.
The meeting you just observed was typical* in less than 
an hour Corwin reviewed client cases for the upcoming month 
and assigned specific cases to> the individuals and, in some 
cases, teams. The decisions seemed good, but it was clear 
that the others resented the way Corwin went about it.
You doubt that the teams Corwin appointed will coordinate 
their efforts effectively. You are now faced with the task 
of providing the director with some feedback on the nature 
of the problems you have uncovered
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ROLE PLAY #3. C.W. AND THE FIELD REPRESENTATIVE.
Not to be consulted until 
instructed to do so

The Role of C.W.
You are C.W. You are a graduate social worker with educa­
tional concentration in casework. You were considered by 
school faculty to have "promise". You demonstrated skill 
and competence in your first casework job at a large family 
service agency in an industrial urban center.
You were b o m  and raised in a very small rural community. 
Within your family and in your close circle of friends, 
formal education beyond high school is unusual. You were 
the only person in your family to attend college. During 
your brief vacation at home after graduation from graduate 
school, your status as a "professional" person was viewed 
with awe by your former associates.
You could not comfortably accept a "professional" position. 
The reputation you had acquired as an outstanding young 
adult made you uneasy and created anxiety. Your self-image 
is that of a "farmer" in competition for survival with a 
lot of professional associates whom you believe are superior 
in knowledge* skill* and competence.
Out of school a little over three years now, you were 
appointed a month ago to the position of director of an 
urban public welfare agency. Winning the position of 
director was quite an achievement, since you were chosen 
over several applicants who were your seniors in years and 
whose experiences were considerably broader than yours.
While annoyed at the magnitude of your new responsibilities, 
you are energetic and determined to meet all the expecta­
tions with excellence no matter how difficult or arduous 
the task might be.
Since beginning your new job, you have organized a reporting 
routine by which you are currently informed on program 
details. You receive worker reports, statistical day sheets, 
and supervisor's summaries. You review and sign all out­
going mail. You receive information about case assignments 
and Intake activities from a senior supervisor. You try to 
keep on top of all agency work.
You are meeting with your supervisor, the Field Representa­
tive, for your periodic meeting. You are proud of your 
accomplishments and intend to tell your supervisor about 
them. You are finally beginning to feel good about the job.
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ROLE PLAY #3. C.W. AND THE FIELD REPRESENTATIVE.
Not to be consulted until 
instructed to do so

The Role of the Field Representative
You are meeting with your new supervisee, C.W., who directs 
the CITY PUBLIC WELFARE AGENCY.
You are pleased with your choice of C.W. as director, C.W. 
is sensitive, honest, energetic, highly motivated, and very 
conscientious. You also like C.W.'s mid-Westem outlook.
You are, however, concerned with the amount of paperwork 
which terminates at C.W.'s desk. You think the director is 
assuming too much responsibility and not delegating enough 
responsibility. You suspect that the staff may begin to 
resent the control being exercised by C.W.
You were told, for example, that C.W. is becoming a "lone" 
operations director who keeps a personal check on practical­
ly every phase of the agency's program. C.W. told the senior 
supervisor, so that supervisor says, "How can I be responsi­
ble for the agency programs unless I know everything that 
is happening!" Another staff member said over coffee that 
the effectiveness of C.W."s staff is decreasing because of 
delays encountered waiting for C.W. to reach decisions on 
practically all matters.
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DISCUSSION QUESTIONS FOR PERFORMANCE APPRAISAL EXERCISE

1. What is your reaction to the roles you played? Was 
each role easy or difficult for you? Why?

2. Which role play situation was the most interesting? 
The least interesting? Why?

3. What, if anything, did you learn about yourself?

What did your group members do in the role plays to 
facilitate the discussion? To hinder the discussion?

5. What could the consultant have done to help you more 
in your role as supervisor?

6. What evidence did you see of the "tell-and-sell" 
supervisory method? Of the problem solving method?

7. How did the supervisee react to the appraisal tech­
niques of his/her superior?

8. What could each actor in each role play have done 
differently to help the interview? To help the 
consultation?

9. What method of performance appraisal is most likely 
to occur in the real world? Why? What method is 
mostly used in your agency?

10. What steps can the supervisor take to encourage a
problem solving discussion? What steps can an agency 
take to do the same?

11, What principles of performance appraisal, if any, 
might be drawn from this exercise?

12 What else did you learn from this exercise?
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UNIT 7. STUDYING THE FORMAL ORGANIZATION.

A. Student Behavioral Objectives. Given information about a social service
organization:
1. Describes the organization in terms of the attributes and processes 

of its subsystems and environment.
2. Analyzes the interrelationships among the organization's subsystems.
3. Evaluates the effects of organizational-environmental interactions.

B. Content.
1. Definition: the planned entity or social unit "deliberately con­

structed to seek specific goals" (Parsons); an organization 
represents a deliberate attempt to establish patterned relationships 
among human beings in order to achieve externally defined toals.

2. Environmental suprasystem: general nature, key elements, predictability, 
boundary relationships.

3. Normative subsystem: organizational goals and goal sets, policies, 
procedural guides, rules, pervasive values, involvement in goal- 
setting.

4. Technical subsystem: general nature of tasks, nature of inputs, 
nature of outputs, methods.

5. Structural subsystem: formalization of relationships and procedures 
for integrative purposes, authority concentration.

6. Psychosocial subsystem: individual and group behavior, status struc­
ture, role definitions, motivational factors, leadership style, 
power system.

7. Managerial subsystem: general nature, decision-making techniques, 
planning process, control structure, means of conflict resolution.

C. Exercise. "Comparative Organizational Analysis: Hard Rock Prison and
Sweet Joint Correctional Center."
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COMPARATIVE ORGANIZATIONAL ANALYSISi HARD ROCK PRISON 
AND SWEET JOINT CORRECTIONAL CENTER

Minutesi Activities!
30 Read and individually complete preliminary

forms
30 Small groups complete final form
30 Group reports and class discussion

90
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S O U R C E :  F r e m o n t  E. K a s t  a n d  J a m e s  E. R o s e n z w e i g .  E x p e r i e n t i a l
E x e r c i s e s  a n d  C a s e s  i n  M a n a g e m e n t  ( N e w  Y o r k :  M c G r a w - H i l l
B o o k  C o m p a n y ,  1 9 7 6 )  p p T  2 9 1 - 3 0 8 .

C o m p a r a t i v e  O r g a n i z a t i o n a l  
A n a l y s i s :  H a r d  R o c k  P r i s o n  a n d
S w e e t  J o i n t  C o r r e c t i o n a l  C e n t e r

L E A R N I N G  O B J E C T I V E S
1. T o  i m p r o v e  o u r  a b i l i t y  t o  u s e  a  s y s t e m s  a p p r o a c h  i n  t h e  c o m p a r a t i v e  

a n a l y s i s  o f  o r g a n i z a t i o n s .
2. T o  i n c r e a s e  o u r  u n d e r s t a n d i n g  o f  o r g a n i z a t i o n s  i n  t h e  c o r r e c t i o n a l  

f i e l d ,  i n c l u d i n g  t h e  m a j o r  p r o b l e m s  t h e y  f a c e .
3. T o  d e v e l o p  a n d  r e f i n e  y o u r  o w n  c o n c e p t u a l  m o d e l  f o r  s t u d y i n g  

d i f f e r e n t  t y p e s  o f  o r g a n i z a t i o n s  i n  o u r  s o c i e t y .

A D V A N C E  P R E P A R A T I O N
R e a d  t h e  O v e r v i e w  a n d  t h e  P r o c e d u r e .  T h e n  c o m p l e t e  t h e  f o r m s  e n t i t l e d :
M y  A n a l y s i s  o f  H a r d  R o c k  P r i s o n  ( p a g e  ) a n d  M y  A n a l y s i s  o f  S w e e t  J o i n t  
C o r r e c t i o n a l  C e n t e r  ( p a g e  ). Y o u  m a y  a l s o  w a n t  t o  d o  s o m e  o u t s i d e  
r e a d i n g  t o  h e l p  y o u  i n  y o u r  a n a l y s i s .  I f  s o ,  y o u  w i l l  f i n d  a  g r e a t  d e a l  
o f  d i s c u s s i o n  o f  c o r r e c t i o n a l  i n s t i t u t i o n s  i n  c u r r e n t  n e w s p a p e r s ,  p o p u l a r  
p e r i o d i c a l s ,  a n d  p a p e r b a c k s .

O V E R V I E W
T o  t h e  o u t s i d e r ,  a l l  j a i l s ,  p r i s o n s ,  a n d  c o r r e c t i o n a l  i n s t i t u t i o n s  m i g h t  
b e  a s s u m e d  t o  b e  t h e  s a m e .  T o  t h e  i n s i d e r  a n d  t o  p r o f e s s i o n a l s  i n  t h e  
f i e l d ,  t h e r e  a r e  s i g n i f i c a n t  d i f f e r e n c e s .  A  v a s t  a r r a y  o f  c o r r e c t i o n a l  
o r g a n i z a t i o n s  c o m e s  u n d e r  t h e  d i r e c t i o n  o f  f e d e r a l ,  s t a t e ,  a n d  l o c a l  
a u t h o r i t i e s .  T h e y  m a y  b e  d i f f e r e n t i a t e d  i n  t e r m s  o f  t y p e s  o f  i n m a t e s  
a n d  s e r i o u s n e s s  o f  c r i m e s  c o m m i t t e d  a n d  v a r y  a c c o r d i n g  t o  m a x i m u m ,  
m e d i u m ,  a n d  m i n i m u m  s e c u r i t y .  T h e y  r a n g e  i n  s i z e  f r o m  t h e  m a s s i v e  p r i s o n  
c o n f i n i n g  t h o u s a n d s  o f  i n m a t e s  t o  t h e  s m a l l  h a l f - w a y  h o u s e s  w i t h  o n l y
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3 0  o r  >*0 m e m b e r s .
I n  t h i s  e x e r c i s e  w e  w i l l  l o o k  a t  t w o  r e p r e s e n t a t i v e  t y p e s  - H a r d  R o c k  

P r i s o n  a n d  S w e e t  J o i n t  C o r r e c t i o n a l  C e n t e r  - b u t  w e  s h o u l d  r e c o g n i z e  t h a t  
t h e y  r e p r e s e n t  o n l y  t w o  t y p e s  a m o n g  m a n y .  B u t  b e f o r e  w e  m a k e  t h i s  c o m ­
p a r i s o n ,  it w i l l  b e  h e l p f u l  t o  r e v i e w  t h e  h i s t o r i c a l  d e v e l o p m e n t  o f  
c o r r e c t i o n a l  i n s t i t u t i o n s ,  t o  l o o k  a t  s o m e  c u r r e n t  d a t a  o n  t h e  c o s t  o f  
m a i n t a i n i n g  t h e  s y s t e m ,  a n d  t o  c o n s i d e r  t h e  r o l e  o f  p r i s o n s  i n  s o c i e t y .

H i s t o r i c a l  d e v e l o p m e n t  o f  c o r r e c t i o n a l  i n s t i t u t i o n s .  I n  e a r l i e r  t i m e s ,  
p r i s o n s  w e r e  u s e d  t o  c o n f i n e  t h e  a c c u s e d .  I f  f o u n d  g u i l t y ,  t h e y  w e r e  
p u n i s h e d  i m m e d i a t e l y  - b e h e a d e d  o r  h a n g e d .  F o r  l e s s e r  c r i m e s ,  t h e y  
m i g h t  b e  f l o g g e d ,  w h i p p e d ,  m a i m e d ,  s u b j e c t e d  t o  t h e  s t o c k  a n d  p u b l i c  
r i d i c u l e ,  o r  b a n i s h e d .  P u n i s h m e n t  w a s  d i r e c t  a n d  i m m e d i a t e  i n d i e  f o r m  
o f  d e a t h  o r  p a i n ,  a n d  t h o s e  w h o  s u r v i v e d  w e r e  s e t  f r e e .

I n  t h e  l a t t e r  part" o f  t h e  e i g h t e e n t h  c e n t u r y  t h e r e  w e r e  r e f o r m  m o v e ­
m e n t s ,  p a r t i c u l a r l y  a m o n g  t h e  Q u a k e r s  i n  P e n n s y l v a n i a ,  t h a t  s u b s t i t u t e d  
i m p r i s o n m e n t  f o r  c a p i t a l  a n d  p h y s i c a l  p u n i s h m e n t .  T h i s  i d e a  w a s  t h e  
f o u n d a t i o n  f o r  t h e  d e v e l o p m e n t  o f  t h e  c o n c e p t  o f  i m p r i s o n m e n t  a s  p u n i s h ­
m e n t  a n d  l e d  t o  t h e  c r e a t i o n  o f  t h e  m a s s i v e  p r i s o n s  i n  t h e  U n i t e d  S t a t e s  
a n d  m a n y  o t h e r  c o u n t r i e s .  T h e  Q u a k e r  r e f o r m e r s  m e t  i n  t h e  h o m e  o f  
B e n j a m i n  F r a n k l i n  t o  l i s t e n  t o  a  p a p e r ,  p r e s e n t e d  b y  B e n j a m i n  R u s h ,  w h i c h  
o u t l i n e d  t h e  n e w  p r o g r a m  f o r  t h e  t r e a t m e n t  o f  p r i s o n e r s .  A l t h o u g h  
h u m a n i t a r i a n  i n  i t s  p r o p o s a l s ,  i t  d i d  l e a d  t o  r a t h e r  h a r s h  t r e a t m e n t  o f  p r i s o n e r s .

I t  w a s  Q u a k e r  b e l i e f  t h a t  a  m a n  w h o  h a d  d o n e  w r o n g ,  a n d  h a d  
b e e n  c o n v i c t e d  o f  i t ,  m u s t  b e  b r o u g h t  t o  r e a l i z e  t h a t  h e  h a d  
d o n e  w r o n g ,  a n d  d e s i r e  t o  d o  b e t t e r ;  h e  m u s t  b e c o m e  p e n i t e n t  
b e f o r e  h e  c o u l d  b e  h e l p e d .  T o  a c c o m p l i s h  t h i s  t h e  Q u a k e r s  
e s t a b l i s h e d  s o l i t a r y  c e l l s  i n  t h e  W a l n u t  S t r e e t  J a i l  o f  
P h i l a d e l p h i a  ( 1 7 9 0 )  w h e r e  t h e  e v i l d o e r s  w e r e  c o n f i n e d  a l o n e  t o  
m e d i t a t e  o v e r  t h e i r  s i n s  a n d  w r o n g d o i n g s .  T h i s  j a i l  h a s  b e e n  
c a l l e d  t h e  " b i r t h p l a c e "  o f  t h e  p r i s o n  s y s t e m ,  i n  i t s  p r e s e n t  
m e a n i n g ,  n o t  o n l y  i n  t h e  U n i t e d  S t a t e s  b u t  t h r o u g h o u t  t h e  w o r l d .

T h e  v e r y  w o r d  " p e n i t e n t i a r y "  r e f l e c t s  t h i s  v i e w  o f  d o i n g  p e n a n c e  f o r  t h e  
c r i m e  c o m m i t t e d .  R e h a b i l i t a t i o n  c a m e  t h r o u g h  s o l i t a r y  m e d i a t i o n  a n d  
s e e k i n g  f o r g i v e n e s s  a n d  s a l v a t i o n  f r o m  G o d .

I n  t h e  e a r l y  p a r t  o f  t h e  n i n e t e e n t h  c e n t u r y ,this c o n c e p t  o f  s o l i t a r y  
c o n f i n e m e n t  g r a d u a l l y  g a v e  w a y  t o  t h e  c o n g r e g a t e  s y s t e m ,  f i r s t  a d o p t e d  a t  
A u b u r n  S t a t e  P r i s o n  a n d  S i n g  S i n g  i n  N e w  Y o r k ,  w h e r e  p r i s o n e r s  w e r e  
a l l o w e d  t o  w o r k  a n d  e a t  t o g e t h e r  d u r i n g  t h e  d a y  b u t  w e r e  c o n f i n e d  t o  
s o l i t a r y  c e l l s  a t  n i g h t .  T h e y  w e r e  g e n e r a l l y  f o r b i d d e n  t o  c o n v e r s e  w i t h  
f e l l o w  i n m a t e s  w h i l e  w o r k i n g  a n d  e a t i n g .  T h i s  s y s t e m  b e c a m e  t h e  s t a n d a r d  
a p p r o a c h  f o r  m o s t  p r i s o n s  a n d  e x i s t e d  w i t h o u t  s u b s t a n t i a l  m o d i f i c a t i o n  f o r  
t h e  n e x t  1 5 0  y e a r s .  T h e  h i g h  w a l l s ,  r o w s  o f  c e l l  b l o c k s ,  w o r k  a r e a s ,  a n d  
o t h e r  p h y s i c a l  m a n i f e s t a t i o n s  o f  t h i s  s y s t e m  r e m a i n  i n  m a n y  p r i s o n s  t o d a y .

* K a r l  M e n n i n g e r ,  T h e  C r i m e  o f  P u n i s h m e n t ,  V i k i n g ,  N e w  Y o r k ,  1 9 6 8 ,  p. 222.
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D u r i n g  t h e  n i n e t e e n t h  a n d  t w e n t i e t h  c e n t u r i e s  t h e r e  h a v e  b e e n  t r e n d s  
t o w a r d  m o r e  h u m a n e  t r e a t m e n t  o f  p r i s o n e r s .  I n  t h e  e a r l i e r  p e r i o d ,  
p h y s i c a l  p u n i s h m e n t  w a s  b y  n o  m e a n s  l a c k i n g .  W a l k i n g  t h e  t r e a d m i l l ,  
b e i n g  f l o g g e d ,  c a r r y i n g  c h a i n s  a n d  c a n n o n b a l l s ,  a n d  o t h e r  i n d u c e m e n t s  o f  
p h y s i c a l  p a i n  w e r e  u s e d .  G r a d u a l l y ,  p u n i s h m e n t s  w i t h i n  t h e  p r i s o n  b e c a m e  
l e s s  p h y s i c a l  a n d  m o r e  p s y c h o l o g i c a l .  T h e  t h r e a t  o f  s o l i t a r y  c o n f i n e m e n t  
i n  a  b l a c k  h o l e  w i t h  o n l y  b r e a d  a n d  w a t e r  w a s  e v e r  p r e s e n t  f o r  d e v i a n t s .  
E v e n  t h o u g h  t h e r e  w e r e  r e f o r m  m o v e m e n t s  f o r  m o r e  h u m a n e  t r e a t m e n t ,  t h e  
s y s t e m  r e m a i n e d  b a s i c a l l y  t h e  s a m e  w i t h  t h e  e m p h a s i s  o n  c o n f i n e m e n t  a n d  
p u n i s h m e n t .

T h e r e  h a s  b e e n  a  g r a d u a l  t r e n d  t o w a r d  t h e  e s t a b l i s h m e n t  o f  d i f f e r e n t i a t e d  
i n s t i t u t i o n s ;  m a x i m u m  s e c u r i t y  p r i s o n s  f o r  h a r d e n e d  c r i m i n a l s  w h o  c o m m i t  
m a j o r  c r i m e s ,  m i n i m u m  s e c u r i t y  p r i s o n s  a n d  w o r k  f a r m s  f o r  l e s s e r  c r i m ­
i n a l s ,  a n d  j u v e n i l e  c o r r e c t i o n a l  c e n t e r s .  C o r r e c t i o n a l  s y s t e m s  h a v e  b e ­
c o m e  m u c h  m o r e  c o m p l e x ,  w i t h  a  w i d e  d i v e r s i t y  o f  t y p e s .  S l o w l y ,  e m p h a s i s  
h a s  s h i f t e d  f r o m  p u r e  c o n f i n e m e n t  a n d  p u n i s h m e n t  t o w a r d  t r e a t m e n t  a n d  
r e h a b i l i t a t i o n  o f  i n m a t e s .

C u r r e n t  d a t a  o n  c o r r e c t i o n s .  C o r r e c t i o n a l  i n s t i t u t i o n s  ( r a n g i n g  f r o m  
p r i s o n s  t h r o u g h  h a l f - w a y  h o u s e s  t o  p r o b a t i o n  a n d  p a r o l e  a c t i v i t i e s )  a r e  a  
p a r t  o f  t h e  c r i m i n a l  j u s t i c e  s y s t e m  t h a t  i s  s u b s t a n t i a l l y  h i d d e n  f r o m  
p u b l i c  v i e w .  I t  r a r e l y  g e t s  m u c h  p u b l i c i t y  u n l e s s  w e  h a v e  a n  A t t i c a  t y p e  
o f  r i o t .  M a n y  o f  t h e  m a j o r  p r i s o n s  a r e  l o c a t e d  i n  r e m o t e  r u r a l  a r e a s  o u t  
o f  s i g h t .  " I t s  i n v i s i b i l i t y  b e l i e s  t h e  s y s t e m ' s  s i z e ,  c o m p l e x i t y ,  a n d  
c r u c i a l  i m p o r t a n c e  t o  t h e  c o n t r o l  o f  c r i m e .  C o r r e c t i o n s  c o n s i s t s  o f  
s c o r e s  o f  d i f f e r e n t  k i n d s  o f  i n s t i t u t i o n s  a n d  p r o g r a m s  o f  u t m o s t  d i v e r ­
s i t y  i n  a p p r o a c h ,  f a c i l i t i e s ,  a n d  q u a l i t y."2

A p p r o x i m a t e l y  1 . 5  m i l l i o n  p e r s o n s  a r e  u n d e r  c o r r e c t i o n a l  a u t h o r i t y  i n 
t h e  U n i t e d  S t a t e s .  O f  t h i s  o n e - t h i r d  o r  5 0 0 , 0 0 0 ,  a r e  i n  i n s t i t u t i o n s -  
f e d e r a l  a n d  s t a t e  p r i s o n s ,  j a i l s ,  j u v e n i l e  t r a i n i n g  c e n t e r s ,  e t c . ,  a n d  
t h e  o t h e r  m i l l i o n  a r e  s u p e r v i s e d  i n  t h e  c o m m u n i t y  o n  p r o b a t i o n  o r  p a r o l e .  
A p p r o x i m a t e l y  2 p e r c e n t  o f  o u r  m a l e  p o p u l a t i o n  i s  u n d e r  s o m e  f o r m  o f  
c o r r e c t i o n a l  a u t h o r i t y .  I n  t h e  c o u r s e  o f  a  y e a r ,  o u r  c o r r e c t i o n a l  s y s t e m  
h a n d l e s  2 . 5  m i l l i o n  a d m i s s i o n s  a n d  i n v o l v e s  e x p e n d i t u r e s  o f  $31 b i l l i o n .  
B u t  t h e s e  e x p e n d i t u r e s  a r e  n o t  e v e n l y  d i s t r i b u t e d  b e t w e e n  t h o s e  i n  i n ­
s t i t u t i o n s  a n d  t h o s e  i n  t h e  c o m m u n i t y .  S o m e  8 0  p e r c e n t  o f  t h e  t o t a l  
e x p e n d i t u r e  i s  r e l a t e d  t o  t h e  o n e - t h i r d  o f  t h e  o f f e n d e r s  w h o  a r e  i n c a r ­
c e r a t e d  i n  i n s t i t u t i o n s ,  w h i l e  o n l y  20 p e r c e n t  i s  e x p e n d e d  i n  d e a l i n g  
w i t h  t h o s e  w h o  a r e  o n  p r o b a t i o n  o r  p a r o l e .  S o c i e t y ' s  c o s t s  o f  w a r e ­
h o u s i n g  p r i s o n e r s  i n  i n s t i t u t i o n s  i s  v e r y  h i g h  i n d e e d !  It c o s t s  a b o u t  
o n e - t e n t h  a s  m u c h  t o  s u p e r v i s e  a  p e r s o n  u n d e r  p r o b a t i o n  o r  p a r o l e  a s  it 
d o e s  t o  c o n f i n e  t h a t  p e r s o n  t o  a n  i n s t i t u t i o n .  O f  t h e  m o r e  t h a n  1 2 0 , 0 0 0  
p e o p l e  e m p l o y e d  i n  c o r r e c t i o n s ,  o n l y  2 4 , 0 0 0  h a v e  a n y  c o n n e c t i o n  w i t h  
r e h a b i l i t a t i o n .  T h e  o t h e r  8 0  p e r c e n t  a r e  i n v o l v e d  w i t h  g u a r d  d u t y  a n d  
c u s t o d i a l  c a r e  o f  t h e  5 0 0 , 0 0 0  p r i s o n e r s .

2 T h e  C h a l l e n g e  o f  C r i m e  i n  a  F r e e  S o c i e t y ,  A  R e p o r t  b y  t h e  P r e s i d e n t ' s  
C o m m i s s i o n  o n  L a w  E n f o r c e m e n t  a n d  A d m i n i s t r a t i o n  o f  J u s t i c e ,  W a s h i n g t o n ,
D . C . ,  G o v e r n m e n t  P r i n t i n g  O f f i c e ,  1 9 6 7 ,  p. 1 5 9 .
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R e s p o n s i b i l i t y  f o r  t h e  a d m i n i s t r a t i o n  o f  c o r r e c t i o n  i s  v e r y  d i f f u s e d  i n  
t h e  U n i t e d  S t a t e s .  T h e  f e d e r a l  g o v e r n m e n t ,  a l l  5 0  s t a t e s ,  t h e  D i s t r i c t  
o f  C o l u m b i a ,  a n d  a l m o s t  a l l  c i t i e s  e n g a g e  i n  c o r r e c t i o n a l  a c t i v i t i e s .  
T y p i c a l l y ,  e a c h  l e v e l  o f  g o v e r n m e n t  a c t s  i n d e p e n d e n t l y  o f  t h e  o t h e r s .  T h e  
f e d e r a l  g o v e r n m e n t  h a s  n o  o v e r a l l  c o n t r o l  o v e r  s t a t e  c o r r e c t i o n s  a g e n c i e s .  
A l t h o u g h  t h e  s t a t e s  g e n e r a l l y  h a v e  r e s p o n s i b i l i t y  f o r  p r i s o n s  a n d  p a r o l e  
p r o g r a m s ,  p r o b a t i o n  i s  m o s t  f r e q u e n t l y  t i e d  t o  c o u r t  a d m i n i s t r a t i o n  a s  a  
c o u n t y  o r  c i t y  o p e r a t i o n .  C o u n t i e s  g e n e r a l l y  d o  n o t  h a v e  j u r i s d i c t i o n  
o v e r  t h e  j a i l s  o p e r a t e d  b y  c i t i e s  a n d  t o w n s .  T h u s ,  t h e  w h o l e  s y s t e m  o f  
c o r r e c t i o n s  i s  m a d e  u p  o f  r e l a t i v e l y  a u t o n o m o u s  u n i t s  t h a t  a r e  n o t  v e r y  
w e l l  i n t e g r a t e d .  T h i s  l a c k  o f  i n t e g r a t i o n  c r e a t e s  m a j o r  p r o b l e m s  o f  
o r g a n i z a t i o n  a n d  a d m i n i s t r a t i o n .

T h e  p r i s o n  a n d  s o c i e t y .  D o n a l d  R. C r e s s e y  s u g g e s t s  t h a t  " t h e  v a r i e t y  
o f  o r g a n i z a t i o n a l  p a t t e r n s  c h a r a c t e r i z i n g  m o d e r n  p r i s o n s  h a s  g r o w n  o u t  o f  
c h a n g i n g . c o n c e p t i o n s , i n  t h e  s o c i e t y  a s  a  w h o l e , o f  w h a t  o u g h t  t o  b e  d o n e  
t o ,  w i t h ,  a n d  f o r  c r i m i n a l s .  . . . In c o n t e m p o r a r y  A m e r i c a n  s o c i e t y ,  t h e r e  
a r e  a t  l e a s t  f o u r  d i s t i n g u i s h a b l e  a t t i t u d e s  t o w a r d  t h e  c o n t r o l  o f  c r i m e ,  
a n d  e a c h  o f  t h e m  i n c o r p o r a t e s  a  p r o g r a m  o f  a c t i o n  f o r  c o r r e c t i o n a l  
a g e n c i e s  a n d  i n s t i t u t i o n s."3

F i r s t  t h e r e  i s  t h e  d e s i r e  f o r  r e t r i b u t i o n .  T a k i n g  i n d i v i d u a l  r e v e n g e  
i s  u s u a l l y  i l l e g a l ,  b u t  w e  c a n  a c t  c o l l e c t i v e l y  t o  m a k e  t h e  c r i m i n a l  
s u f f e r .  I t  is h o p e d  t h a t  s u c h  t r e a t m e n t  w i l l  r e i n f o r c e  a n t i c r i m i n a l  
v a l u e s .

S e c o n d ,  s o c i e t y  d e s i r e s  t h a t  t h e  s u f f e r i n g  i m p o s e d  o n  c r i m i n a l s  a c t  a s  
a  d e t e r r e n t  t o  p o t e n t i a l  c r i m i n a l s .  S w i f t  a n d  s u r e  p u n i s h m e n t  w i l l  
a r o u s e  i n  n o n c r i m i n a l s  a  f e a r  o f  t r a n s g r e s s i o n .

T h i r d ,  t h e r e  i s  t h e  o b v i o u s  d e s i r e  f o r  p r o t e c t i o n  a g a i n s t  t h e  l a w b r e a k e r .  
T h e  c r i m i n a l  m u s t  b e  p h y s i c a l l y  i s o l a t e d  f r o m  t h e  r e s t  o f  t h e  c o m m u n i t y  f o r  i t s  o w n  s a f e t y .

F i n a l l y ,  t h e r e  is t h e  s o c i a l  d e s i r e  t o  r e d u c e  c r i m e  r a t e s  t h r o u g h  
r e h a b i l i t a t i o n  o r  c h a n g i n g  t h e  a n t i s o c i a l  b e h a v i o r  o f  c r i m i n a l s .

H e  c a n  s e e  t h e s e  b r o a d  s o c i a l  v a l u e s  r e p r e s e n t e d  i n  o u r  c o n t e m p o r a r y  
s o c i e t y ,  a n d  t h e y  s e r v e  a s  p r i m a r y  d e t e r m i n a n t s  o f  t h e  a c t u a l  d e s i g n  a n d  
a d m i n i s t r a t i o n  o f  o u r  c o r r e c t i o n a l . i n s t i t u t i o n s .

T w o  t y p e s  o f  p r i s o n  s y s t e m s .  N o w  t h a t  y o u  h a v e  s o m e  h i s t o r i c a l  b a c k ­
g r o u n d  o n  t h e  d e v e l o p m e n t  o f  c o r r e c t i o n a l  i n s t i t u t i o n s  a n d  a  b r o a d e r  
t h e o r e t i c a l  f r a m e w o r k  f o r  l o o k i n g  a t  p r i s o n  s y s t e m s ,  w e  c a n  t u r n  t o  
a  m o r e  s p e c i f i c  c o n s i d e r a t i o n  o f  t w o  a l t e r n a t i v e  t y p e s  f o r  c o m p a r a t i v e  
p u r p o s e s :

^ D o n a l d  R. C r e s s e y ,  " P r i s o n  O r g a n i z a t i o n s :  i n  J a m e s  6. M a r c h  ( e d . ), 
H a n d b o o k  o f  O r g a n i z a t i o n s ,  C h i c a g o ,  R a n d  M c N a l l y ,  1 9 6 5 ,  p. 1 0 2 5 .
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T h e  p u n i t i v e - c u s t o d i a l  t y p e  c h a r a c t e r i z e d  b y  t h e  m a x i m u m  s e c u r i t y  
p r i s o n  t h a t  e m p h a s i z e s  t h e  g o a l s  o f  p u n i s h m e n t  a n d  c o n f i n e m e n t .  W e  
w i l l  i d e n t i f y  t h i s  t y p e  a s  H a r d  R o c k  P r i s o n .

T h e  r e h a b i l i t a t i v e - t r e a t m e n t  t y p e  c h a r a c t e r i z e d  b y  t h e  c o m m u n i t y  
c o r r e c t i o n a l  c e n t e r  w h i c h  p l a c e s  m i n i m a l  e m p h a s i s  u p o n  s e c u r i t y  a n d  
p u n i s h m e n t  a n d  m o r e  e m p h a s i s  o n  r e h a b i l i t a t i o n .  W e  w i l l  i d e n t i f y  
t h i s  t y p e  a s  S w e e t  J o i n t  C o r r e c t i o n a l  C e n t e r .

I n  o r d e r  t o  p r o v i d e  y o u  w i t h  a  g e n e r a l  v i e w  o f  t h e  n a t u r e  o f  t h e  
o r g a n i z a t i o n a l  c l i m a t e  o f  t h e s e  t w o  types, w e  h a v e  p r o v i d e d  s o m e  
e x c e r p t s  f r o m  c u r r e n t  l i t e r a t u r e  w h i c h  d e s c r i b e  t h e i r  s p e c i f i c  
c h a r a c t e r i s t i c s .

H A R D  R O C K  P R I S O N
T h i s  i s  t h e  t r a d i t i o n a l  c o r r e c t i o n a l  i n s t i t u t i o n  c h a r a c t e r i z e d  
b y  t h i c k  w a l l s ,  l o c k e d  d o o r s ,  a n d  g u a r d s  w i t h  m a c h i n e  g u n s  in 
t h e  t o w e r s .  S u c h  i n s t i t u t i o n s ,  t y p i c a l l y  l o c a t e d  i n  r e m o t e  r u r a l  
a r e a s ,  e m p h a s i z e  c o n f i n e m e n t ,  c u s t o d i a l  c a r e ,  a n d  s e c u r i t y  
a g a i n s t  e s c a p e .  Y o u  h a v e  p r o b a b l y  s e e n  m o v i e s  t h a t  d e p i c t  t h i s  
t y p e  o f  i n s t i t u t i o n .

T h e  f o l l o w i n g  t w o  e x c e r p t s  p r o v i d e  s o m e  i n s i g h t s  a b o u t  t h e s e  
i n s t i t u t i o n s .

L I F E  I N  T H E  J O I N T  IS T H E  L A S T  S T O P *

" Y O U  T U R N  Y O U R  B R A I N  O F F  I N  H E R E "
W a l l a  W a l l a — J a c k  S m i t h  w a s  2 2  w h e n  h e  p u l l e d  h i s  f i r s t  
b u r g l a r y ,  g o t  c a u g h t  a n d  w a s  " b u s t e d "  t o  t h e  S t a t e  R e f o r m a t o r y  
a t  M o n r o e .  N o w  h e ' s  3 5  a n d  o n e  o f  t h e  l o n g  t i m e  c l i e n t s  o f  t h e  
W a s h i n g t o n  S t a t e  P e n i t e n t i a r y  a t  W a l l a  W a l l a ,  a n  a r m e d  r o b b e r ,  
e s c a p e e  a n d  s t i c k - u p  a r t i s t .

H e ' s  b e e n  i n s i d e  t h e  " j o i n t "  s o  l o n g  t h a t  h e  r e f e r s  t o  h i s  
b r i e f  r e l e a s e s  i n  t h e  f r e e  w o r l d  a s  e x p e r i e n c e s  w h i c h  p u t  h i m  
" o u t s i d e  m y  c o m f o r t  z o n e . "

S m i t h  s a t  i n  t h e  d e s e r t e d  o f f i c e  o f  a  p e n i t e n t i a r y  g u a r d  j u s t  
b e f o r e  l o c k u p  o n e  n i g h t  r e c e n t l y  a n d  t r i e d  t o  t e l l  a  r e p o r t e r  
w h a t  i t s  l i k e  i n s i d e  t h e  s t a t e ' s  l a s t - s t o p  p r i s o n .

H e  l o o k e d  b a c k  o v e r  h i s  1 3  y e a r s  o f  i n c a r c e r a t i o n  a n d  c o n ­
c l u d e d ,  " T r u s t  a n d  l o v e  i s  l o s t  i n  h e r e .  L i v i n g  i n  t h i s  k i n d  
o f  e n v i r o n m e n t  m a k e s  a  c o l d - b l o o d e d  p e r s o n  o u t  o f  y o u .

" I f  t h e y ' d  h a v e  s p r u n g  m e  s i x  w e e k s  a f t e r  t h e y  p u t  m e  i n  
h e r e  t h e  f i r s t  t i m e ,  I ' d  h a v e  g o n e  o u t  a n d  n e v e r  s t o l e n  a n o t h e r  
d i m e — t h a t ' s  h o w  m u c h  t h e  p l a c e  s c a r e d  me.

* H i l d a  B r y a n t ,  S e a t t l e  P o s t - I n t e l l i g e n c e r ,  M a y  4 ,  19 75 .
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" F r o m  '62 u n t i l  n o w  I ' v e  b e e n  i n  t h e  s y s t e m  a n d  t h i s  s y s t e m  
j u s t  d e s t r o y s  p e o p l e .  Y o u  g e t  h u r t  o v e r  a n d  o v e r  a n d  y o u  b u i l d  
a  w a l l  b e t w e e n  y o u  a n d  f e e l i n g .

" M y  m o t h e r  c o m m i t t e d  s u i c i d e  w h i l e  I w a s  i n  h e r e .  A f t e r  I 
g o t  o v e r  t h e  s h o c k  a n d  l o s s ,  I w o u l d n ' t  l e t  m y s e l f  c a r e  a b o u t  
it. I k n e w  w h e r e  s h e  h a d  b e en .  I h a d  b e e n  t h e r e  m y s e l f  a b o u t  
t w o  y e a r s  a g o .  I c u t  b o t h  w r i s t s  a n d  m y  t h r o a t .  I t r i e d  i t  
t h r e e  t i m e s  i n  a  c o u p l e  o f  d a y s .  Y o u  g e t  t o  w h e r e  n o t h i n g  c a n  
h u r t  y o u  a n y m o r e .

" Y o u  t u r n  y o u r  b r a i n  o f f  w h e n  y o u  c o m e  i n  h e r e  a n d  y o u  d o n ' t  
t u r n  it o n  a g a i n  u n t i l  y o u  l e a v e .  Y o u r  n o r m a l  r e a c t i o n s  a r e  
s u p p r e s s e d .  Y o u  s e e  a  g u y  h a n g  h i m s e l f  o r  g e t  c u t  u p  a n d  y o u  
s u p p r e s s  y o u r  f e e l i n g s .

" Y o u ' r e  l i v i n g  i n  a  t o t a l l y  n e g a t i v e  e n v i r o n m e n t  a l l  t h e  
t i m e .  A n  u n h a p p y  o n e .  Y o u ' r e  l i v i n g  a r o u n d  v i o l e n c e .

" I ' v e  p a c k e d  a  k n i f e  a  l o t  o f  t i m e s  b u t  I n e v e r  h a d  t o  u s e  
it. B u t  I ' v e  u s e d  m y  f i s t s  a  l o t .  I w a s  d u m b  a n d  o r n e r y .  B u t  
n o w  t h e r e ' s  a  l o t  o f  c u t t i n g  a n d  l e s s  u s i n g  f i s t s .

" I t ' s  a  d r u g  p r o b l e m  i n  h e r e  n o w  m o r e  t h a n  c r i m e .  It u s e d  t o  
b e  a  s m a l l  b o o z e  p r o b l e m  t h a t  l e d  t o  f i s t  f i g h t s  b u t  n o w  i t s  a 
l o t  m o r e  s e r i o u s — d r u g s  l e a d  t o  k n i f e  f i g h t s . "

F e a r  w a l k s  w i t h  y o u  d a i l y  i n  t h e  p e n i t e n t i a r y , h e  s a i d .  F e a r  
o f  w h a t  t h e  s t a t e  w i l l  d o  w i t h  y o u  a n d  f e a r  t h a t  y o u  w i l l  b e  
k i l l e d  i n  a  k n i f e  f i g h t — m a y b e  o v e r  a  p a c k  o f  s m o k e s  o r  a  
p i t t a n c e  o f  m o n e y  y o u  b o r r o w e d  a n d  y o u  c a n ' t  p a y  b a c k .  A n d  f e a r  
t h a t  m a y b e  y o u  w i l l  h a v e  t o  k i l l  s o m e b o d y .

H e  t a l k e d  o f  h i s  w i f e  f r o m  w h o m  h e  i s  d i v o r c e d .  " I f  y o u ' r e  
m a r r i e d  a n d  y o u  a r e  s e n t  u p  y o u  q u i t  g r o w i n g  t o g e t h e r .  W h e n  
y o u ' r e  i n  h e r e  a n d  y o u r  w i f e ' s  o u t  o n  t h e  s t r e e t  y o u  s t a r t  l i v i n g  
d i f f e r e n t l y .  Y o u  b e c o m e  l i k e  y o u r  e n v i r o n m e n t .  Y o u  p i c k  u p  
t r a i t s  a n d  c h a r a c t e r i s t i c s  p r e t t y  q u i c k .

" T h e r e ' s  n o  s o l i t u d e  i n  h e r e ,  n o  p r i v a c y .  N o  w a y  t o  g e t  a w a y  
f r o m  e y e s  b u t  t o  f a n t a s i z e .  T h e r e  is n o i s e  a l l  t h e  t i m e .  D o o r s  
a r e  b a n g i n g ,  g u y s  a r e  h o l l e r i n g  o r  a c t i n g  o u t  o r  p l a y i n g  r a d i o s .

" Y o u  g o  a  w h o l e  y e a r  w i t h o u t  g e t t i n g  t a g g e d  a n d  y o u  g o  u p  b e ­
f o r e  t h e  p a r o l e  b o a r d  a n d  t h e y  s a y  y o u ' r e  c o n w i s e ,  y o u  j u s t  g o t  
s l i c k .

" Y o u  h a t e  a n d  b e c o m e  h o s t i l e .  Y o u  h a t e  t h e m  a n d  p l a n  l i t t l e  
w a y s  t o  k i l l  t h e m  i n  y o u r  f a n t a s i e s  a n d  a l l  t h e  t i m e  i t  is y o u ,  
b u t  y o u  s t i l l  h a t e  t h e  ' b u l l s '  a n d  t h e  a d m i n i s t r a t i o n .  B u t  it 
i s  r e a l l y  t h a t  y o u  h a t e  t h e  s y s t e m . "

"I t h i n k  y o u  l o s e  y o u r  n o r m a l  d r i v e s  i n  h e r e  t o  a c h i e v e .  F i v e  
y e a r s  i n  a n d  y o u ' r e  a  l o n g  w a y  d o w n  h i l l .  T h i s  i s  a  s c h o o l  o f  
c r i m e ,

" Y o u  l o s e  a l l  y o u r  w o r k  h a b i t s .  Y o u  b e c o m e  t h e  b e s t  p r o ­
c r a s t i n a t o r s  i n  t h e  w o r l d .  Y o u  b e c o m e  a  c o l d - b l o o d e d  l i a r .

" Y o u  l e a r n  t o  l i v e  i n  t h i s  p l a c e  b y  i t s  v a l u e s  a n d  n o r m s  a n d  
a n d  t h e n  y o u  h a v e  t o  u n l e a r n  i t  a l l  t o  m a k e  i t  b a c k  o u t s i d e .

" T h e r e  h a v e  b e e n  a  f e w  p r o g r a m s  t h a t  g o t  m e  t o  t h i n k i n g  a b o u t  
h o w  p r o g r a m m e d  I am. I d i d n ' t  k n o w  i t  h a d  h a p p e n e d .u n t i l  i t  
w a s  t o o  l a t e .  I t s  p r o b a b l y  t h e  l a s t  t h i n g  i n  t h e  w o r l d  a  p e r s o n
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w a n t s  t o  a d m i t  t o  t h e m s e l v e s — t h a t  t h e y ' r e  i n s t i t u t i o n a l i z e d .
H e  h a d  b e e n  d i s i l l u s i o n e d  b y  s o - c a l l e d  r e h a b i l i t a t i o n  p r o ­

g r a m s  i n  p r i s o n .  H e  t r i e d  o c c u p a t i o n a l  t r a i n i n g  a  d e c a d e  a g o  
w h e n  h e  w a s  a  f i r s t  o f f e n d e r  b a c k  i n  M o n r o e  R e f o r m a t o r y .
" I  .vent t o  a n  1 8 - m o n t h  c o u r s e  i n  a u t o  m e c h a n i c s  b u t  w h e n  I 

g o t  o u t  1 f o u n d  o u t  i t  w a s  o b s o l e t e .  I t h o u g h t  I h a d  l e a r n e d  
s o m e t h i n g .  G o d ,  I w a s  s t u p i d ! "

W h e n  h e  w a s  i n  S h e l t o n  D i a g n o s t i c  C e n t e r  h e  s a i d  h e  c a l l e d  
f o r t h  h i s  b e s t  p o w e r s  o f  a p p e a l  t o  " m a k e  t h e m  s e n d  m e  t o  M o n r o e  
i n s t e a d  o f  W a l l a  W a l l a  b e c a u s e  M o n r o e  i s  c l o s e r  t o  c i v i l i z a t i o n . "

B u t  h e  w a s  s e n t  t o  t h e  s t a t e  p e n i t e n t i a r y  i n  1 9 6 7 .  A t  f i r s t  
h e  c o u l d  r e m e m b e r  w h a t  i t  w a s  l i k e  o u t s i d e .  " Y o u  r e m e m b e r  s o m e  
o f  t h e  o l d  p l a c e s ,  t h e  w a y  y o u  u s e d  t o  l i v e .  Y o u  d r e a m  a b o u t  
it. I t s  t h e  o n l y  t h i n g  t h a t  k e e p s  y o u  g o i n g  f o r  a  w h i l e .

" B u t  i n  t i m e  i t  f a d e s  a n d  y o u  b u i l d  f a n t a s i e s  t o  l i v e  o n . "
A n d  f i n a l l y ,  i n e v i t a b l y ,  y o u  b e c o m e  i n s t i t u t i o n a l i z e d .
H e  s a i d  t h o u g h t f u l l y ,  " Y o u  s e n t e n c e d  m e  t o  t h e  w r o n g  p l a c e .

I k n o w  h o w  t o  l i v e  i n  a n  i n s t i t u t i o n .  It i s  o u t  t h e r e  t h a t  I 
c a n ' t  m a k e  i t . "

R E P O R T  O N  A T T I C A *
F o r t y - t h r e e  c i t i z e n s  o f  N e w  Y o r k  S t a t e  d i e d  a t  A t t i c a  C o r r e c t i o n a l  
F a c i l i t y  b e t w e e n  S e p t e m b e r  9 a n d  1 3 ,  1 9 7 1 .  T h i r t y - n i n e  o f  t h a t  
n u m b e r  w e r e  k i l l e d  a n d  m o r e  t h e m  8 0  o t h e r s  w e r e  w o u n d e d  b y  g u n ­
f i r e  d u r i n g  t h e  1 5  m i n u t e s  i t  t o o k  t h e  S t a t e  P o l i c e  t o  r e t a k e  
t h e  p r i s o n  o n  S e p t e m b e r  13. W i t h  t h e  e x c e p t i o n  o f  I n d i a n  m a s s ­
a c r e s  i n  t h e  l a t e  1 9 t h  c e n t u r y , t h e  S t a t e  P o l i c e  a s s a u l t  w h i c h  
e n d e d  t h e  f o u r  d a y  p r i s o n  u p r i s i n g  w a s  t h e  b l o o d i e s t  o n e - d a y  
e n c o u n t e r  b e t w e e n  A m e r i c a n s  s i n c e  t h e  C i v i l  W a r.

T h e  N e w  Y o r k  S t a t e  S p e c i a l  C o m m i s s i o n  o n  A t t i c a  w a s  a s k e d  t o  
r e c o n s t r u c t  t h o s e  S e p t e m b e r  d a y s  a n d  t o  d e t e r m i n e  w h y  t h e y  
h a p p e n e d .  . . .

O n  t h e  d a y  t h e  A t t i c a  u p r i s i n g  b e g a n ,  w i t h  s m o k e  s t i l l  p o u r i n g  
f r o m  p a r t s  o f  t h e  p r i s o n  d e s t r o y e d  b y  i n m a t e s ,  V i n c e n t  M a n c u s i ,  
t h e n  t h e  s u p e r i n t e n d e n t  o f  t h e  c o r r e c t i o n a l  f a c i l i t y  i n  w e s t e r n  
N e w  Y o r k  S t a t e ,  s h o o k  h i s  h e a d  i n  d i s b e l i e f  a n d  a s k e d :  " W h y  a r e
t h e y  d e s t r o y i n g  t h e i r  h o m e ?

T h e i r  h o m e  w a s  a  c o m p l e x  o f  b a r r e d  c e l l s  6 f e e t  w i d e ,  9 f e e t  
l o n g ,  a n d  7  f e e t  h i g h ,  i n  b u i l d i n g s  h i d d e n  f r o m  p u b l i c  v i e w  b y  
a  s o l i d  g r a y  s t o n e  w a l l  3 0  f e e t  h i g h  a n d  2 f e e t  t h i c k ,  n o t  v e r y  
d i f f e r e n t  f r o m ,  a n d  c e r t a i n l y  n o  w o r s e  t h a n ,  N e w  Y o r k  S t a t e ' s  
f i v e  o t h e r  m a x i m u m  s e c u r i t y  p r i s o n s .  B u t  i t  d i d  n o t  h a v e  t o  b e  
b e t t e r  o r  w o r s e  t h a n  t h e  o t h e r s  f o r  it t o  e x p l o d e ,  a s  i t  d i d ,  
i n  S e p t e m b e r  1 9 7 1 .  F o r  t h e  A t t i c a s  o f  t h i s  c o u n t r y  h a v e  b e c o m e  
l e t h a l  c r u c i b l e s  i n  w h i c h  t h e  m o s t  e x p l o s i v e  s o c i a l  f o r c e s  o f  
o u r  s o c i e t y  a r e  m i x e d  w i t h  t h e  p e t t i n e s s  a n d  d e g r a d a t i o n  o f  
p r i s o n  l i f e ,  u n d e r  i n t e n s e  p r e s s u r e  o f  m a i n t a i n i n g  " s e c u r i t y . "

* A t t i c a ,  T h e  O f f i c i a l  R e p o r t  o f  t h e  N e w  Y o r k  S t a t e  S p e c i a l  C o m m i s s i o n  
o n  A t t i c a ,  N e w  Y o r k ,  B a n t a m  B o o k s ,  I n c . ,  1 9 7 2 ,  pp. x i ,  2-5.
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T h e  t i t l e s  " c o r r e c t i o n a l  f a c i l i t y , "  " s u p e r i n t e n d e n t , "  " c o r r e c t i o n  
o f f i c e r , "  a n d  " i n m a t e , "  w h i c h  t h e  L e g i s l a t u r e  b e s t o w e d  o n  t h e  p r i ­
s o n s ,  w a r d e n s ,  g u a r d s ,  a n d  p r i s o n e r s  i n  1 9 7 0  w e r e  n e w .  B u t  t h e s e  
e u p h e m i s m s  e x p r e s s e d  g o a l s  t h a t  d a t e d  b a c k  t o  t h e  f o u n d i n g  o f  t h e  
m o d e r n  p r i s o n  s y s t e m  i n  t h e  e a r l y  1 9 t h  c e n t u r y  b y  m e n  w h o  b e l i e v e d  
t h a t  p r i s o n s  s h o u l d  s e r v e  t h e  p u r p o s e  o f  t u r n i n g  p r i s o n e r s  i n t o  
i n d u s t r i o u s  a n d  w e l l - b e h a v e d  m e m b e r s  o f  s o c i e t y .  P r i s o n  a d m i n i ­
s t r a t o r s  t h r o u g h o u t  t h e  c o u n t r y  h a v e  c o n t i n u e d  p l e d g i n g  t h e i r  
d e d i c a t i o n  t o  t h e  c o n c e p t  o f  r e h a b i l i t a t i o n  w h i l e  c o n t i n u i n g  t o  
r u n  p r i s o n s  c o n s t r u c t e d  i n  t h e  s t y l e  a n d  o p e r a t e d  i n  t h e  m a n n e r  o f  
t h e  1 9 t h - c e n t u r y  w a l l e d  f o r t r e s s e s .  " S e c u r i t y "  h a s  c o n t i n u e d  t o  
b e  t h e  d o m i n a n t  t h e m e :  t h e  f a n t a s y  o f  r e f o r m  l e g i t i m i t i z e d  p r i ­
s o n s  b u t  t h e  f u n c t i o n a l i s m  o f  c u s t o d y  h a s  p e r p e t u a t e d  t h e m .

T h e  r h e t o r i c  a b o u t  r e h a b i l i t a t i o n  c o u l d  n o t ,  h o w e v e r ,  d e c e i v e  
t h e  m e n  b r o u g h t  t o g e t h e r  i n s i d e  t h e  w a l l s ;  t h e  i n m a t e s ,  5 4  p e r c e n t  
b l a c k ,  3 7  p e r c e n t  w h i t e  a n d  8 , 7  p e r c e n t  S p a n i s h - s p e a k i n g ,  a l m o s t  
8 0  p e r c e n t  f r o m  t h e  c i t i e s '  g h e t t o s ,  a n d  t h e  c o r r e c t i o n  o f f i c e r s ,  
a l l  w h i t e  a n d  d r a w n  f r o m  t h e  r u r a l  a r e a s  i n  w h i c h  w e  b u i l d  o u r  
p r i s o n s .

F o r  i n m a t e s ,  " c o r r e c t i o n "  m e a n t  d a i l y  d e g r a d a t i o n  a n d  h u m i l i a ­
t i o n :  b e i n g  l o c k e d  i n  a  c e l l  f o r  1 4  t o  1 6  h o u r s  a  d a y ;  w o r k i n g
f o r  w a g e s  t h a t  a v e r a g e d  3 0  c e n t s  a  d a y  i n  j o b s  w i t h  l i t t l e  o r  n o  
v o c a t i o n a l  v a l u e ;  h a v i n g  t o  a b i d e  b y  h u n d r e d s  o f  p e t t y  r u l e s  f o r  
w h i c h  t h e y  c o u l d  s e e  n o  j u s t i f i c a t i o n .  I t  m e a n t  t h a t  a l l  t h e i r  
a c t i v i t i e s  w e r e  r e g u l a t e d ,  s t a n d a r d i z e d ,  a n d  m o n i t o r e d  f o r  t h e m  
b y  p r i s o n  a u t h o r i t i e s  a n d  t h a t  t h e i r  o p p o r t u n i t y  t o  e x e r c i s e  f r e e  
c h o i c e  w a s  p r a c t i c a l l y  n o n e x i s t e n t :  t h e i r  i n c o m i n g  a n d  o u t g o i n g
m a i l  w a s  r e a d ,  t h e i r  r a d i o  p r o g r a m s  w e r e  s c r e e n e d  i n  a d v a n c e d ,  
t h e i r  r e a d i n g  m a t e r i a l  w a s  r e s t r i c t e d ,  t h e i r  m o v e m e n t s  o u t s i d e  
t h e i r  c e l l s  w e r e  r e g u l a t e d ,  t h e y  w e r e  t o l d  w h e n  t o  t u r n  l i g h t s  o u t  
a n d  w h e n  t o  w a k e  u p ,  a n d  e v e n  e s s e n t i a l  t o i l e t  n e e d s  h a d  t o  b e  
t a k e n  c a r e  o f  i n  v i e w  o f  p a t r o l l i n g  o f f i c e r s .  V i s i t s  f r o m  f a m i l y  
a n d  f r i e n d s  t o o k  p l a c e  t h r o u g h  a  m e s h  s c r e e n  a n d  w e r e  p r e c e d e d  
a n d  f o l l o w e d  b y  s t r i p  s e a r c h e s  p r o b i n g  e v e r y  o r i f i c e  o f  t h e  
i n m a t e 1s b o d y .

I n  p r i s o n ,  i n m a t e s  f o u n d  t h e  s a m e  d e p r i v a t i o n  t h a t  t h e y  h a d  
e n c o u n t e r e d  o n  t h e  s t r e e t :  m e a l s  w e r e  u n a p p e t i z i n g  a n d  n o t  u p
t o  n u t r i t i o n a l  s t a n d a r d s .  C l o t h i n g  w a s  o l d ,  i l l - f i t t i n g ,  a n d  
i n a d e q u a t e .  H o s t  i n m a t e s  c o u l d  t a k e  s h o w e r s  o n l y  o n c e  a  w e e k .  
S t a t e - i s s u e d  c l o t h i n g ,  t o i l e t  a r t i c l e s , a n d  o t h e r  p e r s o n a l  i t e m s  
h a d  t o  b e  s u p p l e m e n t e d  b y  p u r c h a s e s  a t  a  c o m m i s s a r y  w h e r e  p r i c e s  
d i d  n o t  r e f l e c t  t h e  m e a g e r  w a g e s  i n m a t e s  w e r e  g i v e n  t o  s p e n d .  T o  
g e t  a l o n g  i n  t h e  p r i s o n ' s  e c o n o m y ,  i n m a t e s  r e s o r t e d  t o  " h u s t l i n g , "  
j u s t  a s  t h e y  h a d  i n  t r y i n g  t o  c o p e  w i t h  t h e  e c o n o m i c  s y s t e m  
o u t s i d e  t h e  w a l l s .

T h e  s o u r c e s  o f  i n m a t e  f r u s t r a t i o n  a n d  d i s c o n t e n t  d i d  n o t  e n d  
t h e r e :  m e d i c a l  c a r e ,  w h i l e  a d e q u a t e  t o  m e e t  a c u t e  h e a l t h  n e e d s ,
w a s  d i s p e n s e d  i n  a  c a l l o u s ,  i n d i f f e r e n t  m a n n e r  b y  d o c t o r s  w h o  
f e a r e d  a n d  d e s p i s e d  m o s t  o f  t h e  i n m a t e s  t h e y  t r e a t e d ;  i n m a t e s  
w e r e  n o t  p r o t e c t e d  f r o m  u n w e l c o m e  h o m o s e x u a l  a d v a n c e s ;  e v e n  t h e  
t i c k e t  t o  f r e e d o m  f o r  m o s t  i n m a t e s — p a r o l e — w a s  b u r d e n e d  w i t h
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i n e q u i t i e s  o r  a t  l e a s t  t h e  a p p e a r a n c e  o f  i n e q u i t y .
F o r  o f f i c e r s ,  " c o r r e c t i o n "  m e a n t  a  s t e a d y  b u t  m o n o t o n o u s  4 0 - h o u r -  

a - w e e k  J o b,  w i t h  a  p e n s i o n  a f t e r  2 5  y e a r s ' s  s e r v i c e .  I t  m e a n t  
m a i n t a i n i n g  c u s t o d y  a n d  c o n t r o l  o v e r  a n  i n m a t e  p o p u l a t i o n  w h i c h  
h a d  i n c r e a s i n g  n u m b e r s  o f  y o u n g  m e n ,  b l a c k s ,  a n d  P u e r t o  R i c a n s  
f r o m  t h e  u r b a n  g h e t t o s ,  u n w i l l i n g  t o  c o n f o r m  t o  t h e  r e s t r i c t i o n s  
o f  p r i s o n  l i f e  a n d  r e a d y  t o  p r o v o k e  c o n f r o n t a t i o n ,  m e n  w h o m  t h e  
o f f i c e r s  c o u l d  n o t  u n d e r s t a n d  a n d  w e r e  n o t  t r a i n e d  t o  d e a l  w i t h .
I t  m e a n t  k e e p i n g  t h e  i n m a t e s  i n  l i n e ,  s e e i n g  t h a t  e v e r y t h i n g  r a n  
s m o o t h l y ,  e n f o r c i n g  t h e  r u l e s .  I t  d i d  n o t  m e a n ,  f o r  m o s t  o f f i c e r s ,  
h e l p i n g  i n m a t e8 t o  s o l v e  t h e i r  p r o b l e m s  o r  t o  b e c o m e  c i t i z e n s  
c a p a b l e  o f  r e t u r n i n g  t o  s o c i e t y .  F o r  t h e  c o r r e c t i o n  o f f i c e r s ,  
w h o  w e r e  a l w a y s  o u t n u m b e r e d  b y  i n m a t e s ,  t h e r e  w a s  a  l e g i t i m a t e  
c o n c e r n  a b o u t  s e c u r i t y ;  b u t  t h a t  c o n c e r n  w a s  n o t  s e r v e d  b y  
p o l i c i e s  w h i c h  c r e a t e d  f r u s t r a t i o n  a n d  t e n s i o n  f a r  m o r e  d a n ­
g e r o u s  t h a n  t h e  s e c u r i t y  r i s k s  t h e y  w e r e  i n t e n d e d  t o  a v e r t .

A b o v e  a l l ,  f o r  b o t h  i n m a t e s  a n d  o f f i c e r s ,  " c o r r e c t i o n "  m e a n t  a n  
a t m o s p h e r e  c h a r g e d  w i t h  r a c i s m .  R a c i s m  w a s  m a n i f e s t e d  i n  J o b  
a s s i g n m e n t s ,  d i s c i p l i n e ,  s e l f - s e g r e g a t i o n  i n  t h e  i n m a t e  m e s s  
h a l l s ,  a n d  i n  t h e  d a i l y  i n t e r a c t i o n  o f  i n m a t e  a n d  o f f i c e r  a n d  
a m o n g  t h e  i n m a t e s  t h e m s e l v e s .  T h e r e  w a s  n o  e s c a p e  w i t h i n  t h e  
w a l l  8 f r o m  t h e  g r o w i n g  m i s t r u s t  b e t w e e n  w h i t e  m i d d l e  A m e r i c a  a n d  
t h e  r e s i d e n t s  o f  u r b a n  g h e t t o s .  I n d e e d ,  a t  A t t i c a ,  r a c i a l  p o l a r ­
i t y  a n d  m i s t r u s t  w e r e  m a g n i f i e d  b y  t h e  c o n s t a n t  r e m i n d e r  t h a t  t h e  
k e e p e r s  w e r e  w h i t e  a n d  t h e  k e p t  w e r e  l a r g e l y  b l a c k  a n d  S p a n i s h -  
s p e a k i n g .  T h e  y o u n g  b l a c k  i n m a t e  t e n d e d  t o  s e e  t h e  w h i t e  o f f i c e r  
a s  t h e  s y m b o l  o f  a  r a c i s t ,  o p p r e s s i v e  s y s t e m  w h i c h  p u t  h i m  b e h i n d  
b a r s .  T h e  o f f i c e r ,  h i s  p e r s p e c t i v e  s h a p e d  b y  h i s  e x p e r i e n c e  o n  
t h e  J o b,  k n e w  b l a c k s  o n l y  a B  b e l l i g e r e n t  u n r e p e n t a n t  c r i m i n a l s .
T h e  r e s u l t  w a s  a  m u t u a l  l a c k  o f  r e s p e c t  w h i c h  m a d e  c o n m u n i c a t i o n  
a l l  b u t  i m p o s s i b l e .

I n  t h e  e n d ,  t h e  p r o m i s e  o f  r e h a b i l i t a t i o n  h a d  b e c o m e  a  c r u e l  
J o k e .  I f  a n y o n e  w a s  r e h a b i l i t a t e d ,  i t  w a s  i n  s p i t e  o f  A t t i c a ,  
n o t  b e c a u s e  o f  i t. S t a t i s t i c s  s h o w  t h a t  t h r e e - q u a r t e r s  o f  t h e  
m e n  w h o  e n t e r e d  p r i s o n  i n  N e w  Y o r k  S t a t e  i n  t h e  s i x t i e s  h a d  b e e n  
e x p o s e d  t o  t h e  " r e h a b i l i t a t i v e "  e x p e r i e n c e  i n  p r i s o n  b e f o r e .  I f  
A t t i c a  w a s  a  t r u e  m o d e l ,  t h e n  p r i s o n s  s e r v e d  n o  o n e .  N o t  t h e  
i n m a t e s ,  w h o  l e f t  t h e m  m o r e  e m b i t t e r e d  t h a n  b e f o r e .  N o t  t h e  
c o r r e c t i o n  o f f i c e r s ,  w h o  w e r e  l o c k e d  i n t o  t h e  s a m e  c o n f i n e m e n t  
a n d  a s k e d  t o  p e r f o r m  a n  u n d e f i n e d  J o b  m a d e  i m p o s s i b l e  b y  t h e  e n ­
v i r o n m e n t .  N o t  t h e  p r i s o n  o f f i c i a l s ,  w h o  b e c a m e  a c c o m p l i c e s  i n  
m a i n t a i n i n g  t h e  f i c t i o n  t h a t  n w r i i m m  s e c u r i t y  p r i s o n s  s e r v e  a  
u s e f u l  p u r p o s e .  A n d  n o t  t h e  p u b l i c ,  w h i c h  r e q u i r e s  p e n a l  i n ­
s t i t u t i o n s  t h a t  s e r v e  a  u s e f u l  r o l e  i n  t h e  r e d u c t i o n  o f  c r i m e .  • • .
The only bright spots at Attica were two experimental programs 

available to less than 4 percent of the inmates: the Division of 
Vocational Rehabilitation (DVR) and work release. These programs 
showed that when inmates were given responsibility and the oppor­
tunity to engage in meaningful activity, rehabilitation was 
possible. . . .

M o s t  o f  t h e  i n m a t e s  n o w  a t  A t t i c a  w i l l  b e  r e t u r n e d  t o  t h e  s t r e e t s ,  
a n d  e v e r y  r i s k  t h a t  t h e  p r i s o n s  h a v e  d e c l i n e d  t o  t a k e  i n  a f f o r d i n g
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theae men the fraado* and opportunity to daralop a sanse of self- 
control will ba passed to the public. There Is no rebuttal to the 
testimony of one Innate shortly after his release froai Attloai

The taxpayers paid thousands of dollars per year to keep ne 
incarcerated. They didn't get anything for their naney. It 
was a waste.

StfEET JOIHT CORRECTIONAL CHITER
There is increasing sentinent for nowing away froa large prisons 
looated in rsnote rural areas toward nuoh analler oornmunlty-based 
correctional oenters. The following excerpts suggest this trend. 
The first is the susnary recossiendations of the President's 
Coauissiou on Law Bfcforc ament and Administratlon of Justice. It 
is followed by several other exoerpts describing the organisational 
climate in suoh institutions.

A MODEL POE INSTITUTIONS
The Cosnission's national survey Of corrections and other studies 
showed it how far aany jurisdictions still were fron optimal uses 
of institutions. It was disturbed to find that nuoh planning for 
institutional construction, and the attitudes of nany officials 
concerned, indioated that these conditions were not likely to be 
radically changed in the future.
The Connission believes that there is, therefore, value in 

setting forth, in the fom of a "model," the changes that it sees 
as necessary for most correctional institutlone. There will, of 
course, oantinue to be speolal offender problens that nust be 
dealt with in other kinds of institutions. But in general new 
institutions should be of the sort represented by the model, and 
old institutions should as far as possible be modified to incor­
porate its concepts.
The model institution would be relatively amall, and looated as 

close as possible to the areas from whioh it draws its inmates, 
probably in or near a city rather than in a remote location.
While it might have a few high-seourity units for short-term de­
tention under unusual oiroumstanoea, difficult and dangerous in­
mates would be sent to other institutions for longer confinement.
Architecturally, the model institution would resemble as nuoh as 

possible a normal residential setting. Booms, for example, would 
have doors rather than bars. Inmates would eat at small tables 
in an informal atmosphere. There would be olassrooma, reoreation 
facilities, dayrooas, and perhaps a shop and library.

♦The Challenge of Crime in a free Society, A Report by the President's 
Commission on Law fiiforoament and Administration of Justice, Washington, 
B.C., Government Printing Offlee, 1967, pp. 172-174* 297*
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In the main, however, education, vocational training, and other 
auoh activitiis would be carried on in the community, or would 
draw Into the Institution community-baaed reaouroea. In this 
sense the nodel would operate auoh like auoh programs as the Higb- 
fielda and Essexfielda projects. Ita staff, like probation and 
parole officers, would be active in arranging for participation 
by offenders in oonaunlty aotivitiea and in guiding and counseling 
then*
Scne offenders night be released after an initial period of de­

tention for diagnosis and intensive treatment. the nodel institu­
tion would pemlt correctional officials to invoke short-tens 
detention— overnight or fer a few days— as a sanction or disci­
pline, or to head off an offender fron prospective trouble* Even 
if initial screening and classification indicated that long-tern 
incarceration was called for, and an offender was, therefore, 
confined in another facility, the oommunlty-baaed institution 
could serve as a half-way house or prerelease center to ease his 
transition to community life. It could indeed serve as the base 
for a network of separate group hones and residential owaters to 
be used for sane offenders as a final step before oonplete release*
The prototype proposed here, if followed widely, would help shift 

the focus of oorreetional efforts fron temporary banishnent of 
offenders to a carefully devised oowbination of control and treats 
■ant. If supported by sufficiently flexible laws and polioies, 
it would penalt institutional restraint to be used only for as 
long as neoessary, and in carefully graduated degree rather than 
as a relatively blind and Inflexible prooess*
A final advantage of the oonoept suggested here is that institu­

tions that are snail, close to Metropolitan areas, and highly 
diversified in their prograas provide excellent settings for re­
search and experimentation and oan serve as proving grounds for 
needed innovations* Not only are they accessible to university 
and other research centers, but their sise and freedon fron re­
strictions foster a climate friendly to inquiry and to the Implemen­
tation of changes suggested by it*
Federal and state governments should finance establishment of 

model, small unit correctional institutions for flexible, oc— unlty- 
orlented treatment*
Even in institutions oommitted to longer term custody, many 

steps oan be taken of this model to improve capacity to oontribute 
to the reintegration of offenders. The most fundamental of these 
changes may be sunmed up as the establishment of a collaborative 
regime in which staff and inmates work together toward rehabili­
tation goals, aSd. unnecessary conflict between the two groups is 
avoided*
Institutional communities in which persons are kept against their 

will tend to generate tension and conflict between the inmates 
and the staff. The task of preparing the inmate for reintegration 
into the community becomes lost in elaborate forms of competition, 
in oovert and oorrupting reciprocities between guards and inmate 
leaders, and in forced maintenance of passivity on the part of 
inmates. This encourages anger toward— and yet complete de­
pendence on— institutional authority*



-213-

The collaborative approach seeks to reverse this too common pattern.
The custodial staff, for example, is reco^pised as haring groat poten­
tial for counseling functions, both infernally with individual inuates 
and in organised group discussions. Adainistratora and business staff 
likewise hare been brought into the role of counselors and assigned re­
habilitative functions in soae prograaa. This collaborative style of 
nanagenent is more readily achieved if the institution staff is augmented 
by persons fron the free conaunity with whan inmates can identify.
This involves recruiting outsiders who can help the innate to develop 
motivation for needed vocational, avooational, and other self-improve­
ment goals. Volunteers and subprofessional aides can be as useful in 
institutions as in community-based corrections.
Another important dimension of the oollaboratlve eonoept is the in­

volvement of offenders themselves in treatment functions. Group coun­
seling sessions, for example, provide opportunities for inmates to help 
each other, through hard and Insistent demands for honesty in self- 
examination, dmands that cannot be made with equal force and insight 
by staff, whose members have not had personal experience In the world of 
criminal activity. The loosening of inmate-to-staff and of inmate-to- 
inmate communication tends to reduoe the innate politician's power. 
Moreover, the "rat" complex, whieh brings great social stigma and physical 
danger to an inmate who cooperates with staff in traditional institutions, 
is greatly diminished.
A delioate balance is involved between giving inmates a meaningful 

role to play in the life of the institution, and allowing them to usurp 
authority that should only be carried by staff. The line is still being 
fashioned in most institutions today, and more experience will be re­
quired to decide where it lies in specific areas such as assignment of 
inmates to job, work, and living units and decisions involving discipline 
and security.
All institutions should be run to the greatest possible extant with re­

habilitation a joint responsibility of staff and inmates. Training of 
correctional managers and staff should reflect this mode of operation.
The wholesale strengthening of community treatment of offenders and much 
rehabilitation are the main lines where action is needed to make cor­
rectional treatment more effective in reducing recidivism. Correctional 
programs of the future should be built around amall oenters, looated in 
the communities they serve. These would be better suited than present 
facilities for flexible treatment, combining the short-term corned.tment 
sufficient for most offenders with a variety of partial release or 
community corrections programs in which job training, educational, and 
counseling services would be provided or coordinated by the center's 
staff. Careful aoreening and classification of offenders is essential 
so that handling oan be individualised to mult the needs in each case.
So, too, is greater emphasis on evaluation of the effect of programs on 
different offenders.
Much can be done to advance corrections toward such goals with exist­

ing facilities, but large increases in skilled diagnostic, rehabilitation, 
and research personnel are needed immediately. A new regime should be 
inaugurated in institutions to involve all staff, and encourage inmates 
to collaborate as much as possible, in rehabilitation. Prison, industries 
must give more meaningful work experience. Counseling, education, and 
vocational training programs for inmates must be strengthened. Greater
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u s e  s h o u l d  b e  m a d e  o f  r e l e a s e  f o r  w o r k  a n d  e d u c a t i o n ,  o f  h a l f w a y  
h o u s e s ,  a n d  o f  s i m i l a r  p r o g r a m s  t o  e a s e  t h e  o f f e n d e r ' s  r e i n t e g r a t i o n  
in s o c i e t y .

H A L F W A Y  H O U S E S  G I V E  C O N V I C T S  A  C H A N C E  T O  W O R K  I T  O U T *
T h e  b i g ,  o l d  h o u s e  is a i r y  r a t h e r  t h a n  s p a c i o u s ,  i n f o r m a l  r a t h e r  t h a n  
c o z y ,  c o m f o r t a b l e  i n  a n  a u s t e r e  w a y .

I t ' s  l e s s  s c a b b y  t h a n  t h e  t w o  t h a t  f l a n k  i t  o n  t h e  c o r n e r  o f  1 1 t h  
A v e n u e  a n d  S p r u c e  S t r e e t .  T o g e t h e r ,  t h e  t h r e e  a r e  k n o w n  a s  P i o n e e r  
F e l l o w s h i p  H o u s e .

T h i r t y - t h r e e  c o n v i c t s  l i v e  t h e r e .  T h e y  a l l  h a v e  j o b s  a n d  p a y  t h e i r  
o w n  w a y  a l t h o u g h  t h e y  a r e  s t i l l  d o i n g  t i m e .  I t ' s  c a l l e d  w o r k - r e l e a s e . 
I t ' s  c o m m u n i t y - b a s e d  c o r r e c t i o n s .

T o m m y  C u r t i s ,  3 H , h a s  l i v e d  t h e r e  s i n c e  J a n u a r y ,  197**. B e f o r e  t h a t ,  
h e  l i v e d  i n  t h e  W a s h i n g t o n  S t a t e  P e n i t e n t i a r y  a n d  t h e  M o n r o e  R e f o r m ­a t o r y  f o r  a  t o t a l  o f  1 5  y e a r s .

A n  a r m e d  r o b b e r  a n d  c o n s u m m a t e  c o n m a n ,  n o  o n e  g a v e  h i m  m o r e  t h a n  t w o  
w e e k s  " o u t s i d e . "F i f t e e n  m o n t h s  l a t e r  C u r t i s  is m a r r i e d ,  b u y i n g  a  h o m e ,  h a s  a n  e i g h t -  
y e a r - o l d  d a u g h t e r  a n d  is h e a d  c h e f  i n  o n e  o f  S e a t t l e ' s  g o o d  r e s t a u r a n t s .

C u r t i s  t i l t e d  b a c k  i n  h i s  c h a i r  a t  P i o n e e r  H o u s e ,  a  p r i v a t e  i n s t i t u ­
t i o n ,  a n d  " f l a s h e d  b a c k "  t o  t h a t  d a y  h e  e n t e r e d  t h e  h a l f w a y  h o u s e ,  
n e r v o u s  a n d  a c u t e l y  a w a r e  t h a t  h e  w a s  v i e w e d  b y  t h e  s t a f f  a n d  o t h e r  
r e s i d e n t s  a s  a  p o o r  r i s k .

" W h e n  I f i r s t  c a m e  o u t  I w a s  l i k e  a  k i d.  A l l  I ' d  e v e r  d o n e  w a s  c a p e r ­
ing. It k i n d  o f  f r e a k s  y o u  o u t  t o  c o m e  t o  a  p l a c e  w h e r e  t h e y  w a n t  y o u  
t o  t h i n k  f o r  y o u r s e l f  i n s t e a d  o f  t h e m  d o i n g  t h e  t h i n k i n g  f o r  y o u .

" S o  t h e y  d o n ' t  l e t  y o u  g o  o u t  f o r  t h e  f i r s t  w e e k .  T h e y  t r y  t o  g e t  
y o u  t o  r e l a x  i n s t e a d  o f  t h r o w i n g  y o u  r i g h t  o u t s i d e  a n d  t e l l i n g  y o u  t o  
'go g e t  i t . '

" T h i s  is a  g o o d  p r o g r a m .  T h e y  p u t  m e  b a c k  w h e r e  I s h o u l d  h a v e  b e e n .
" I f  t h e y  h a d  p u t  m e  b a c k  o u t  o n  t h e  s t r e e t s  f r o m  t h e  p e n  I s e r i o u s l y  

t h i n k  I ' d  b e  p a c k i n '  a  g u n  a g a i n .
" I t  h e l p e d  m e  g e t  b a c k  i n t o  t h e  c o m m u n i t y  w i t h o u t  m y  b e i n g  p a r a n o i d  

l i k e  I a l w a y s  w a s  b e f o r e . "
C u r t i s  h a s  b e e n  p a r o l e d  t w i c e  d i r e c t l y  t o  t h e  s t r e e t s .  T h e  f i r s t  t i m e  

h e  w a s  " b u s t e d "  a f t e r  f i v e  m o n t h s ,  t h e  s e c o n d  t i m e ,  i n s i d e  o f  a  y e a r .
O f  t h o s e  t i m e s ,  h e  s a i d ,  " I t  t o o k  m e  f o u r  m o n t h s  j u s t  t o  g e t  o v e r  t h a t  
w e i r d  f e e l i n g  t h a t  e v e r y b o d y  w a s  l o o k i n g  a t  m e  a n d  a s  s o o n  a s  I g o t  o v e r  t h a t  I w a s  c a p e r i n g  a g a i n . "

H i s  e y e s  r a n g e d  a r o u n d  t h e  b r i g h t ,  c l e a n  o f f i c e  o f  P i o n e e r  H o u s e  
s u p e r v i s o r  H a r r y  B a u e r m e i s t e r .  " T h i s  p l a c e  i s  l i k e  a  r e f u g e  i f  y o u  
n e e d  i t  t o  be. I t  h e l p e d  m e  b r e a k  b a c k  i n t o  s o c i e t y  a n d  t h a t ' s  h a r d .  
P r o b a b l y  o n e  g u y  i n  f o u r  d o e s n ' t  m a k e  i t  b e c a u s e  o f  t h e  i n i t i a l  s h o c k .

"I a l m o s t  r a n  o n c e .  T h a t  w a s  m y  n o r m a l  p a t t e r n .  I r e a l l y  d o n ' t  k n o w  
w h y  I d i d n ' t  - u n l e s s  i t  w a s  b e c a u s e  I h a d  a  f r i e n d  I ' d  b e e n  a b l e  t o  
r a p  w i t h .  A n d  I w a s  j u s t  t i r e d  o f  d o i n g  t i m e .  A n d  t h e r e  w e r e  f r i e n d s  
a t  w o r k  w h o  e a r e d  t h a t  I s t a y  s t r a i g h t .

" I t ' s  l i k e  n i g h t  a n d  d a y  - b e i n g  h e r e  a n d  b e i n g  i n s i d e .  B u t  I ' v e  
s t o p p e d  r e l a t i n g  t o  t h e  p e n i t e n t i a r y  n o w .  T h a t ' s  s o m e t h i n g  t h o u s a n d s

* H i l d a  B r y a n t ,  S e a t t l e  P o s t - I n t e l l i g e n c e r ,  M a y  4 ,  1 9 7 5
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a r e  n e v e r  a b l e  t o  a c c o m p l i s h ." M a y b e  t h a t ' s  w h y  I ' m  s t i l l  o u t  h e r e . "
C u r t i s  s a i d  h e  h a d  n e v e r  w o r k e d  m o r e  t h a n  f o u r  m o n t h s  a t  a  s t r e t c h

i n  h i s  e n t i r e  l i f e  b e f o r e ' h e  c a m e  t o  t h e  h a l f w a y  h o u s e .  B u t  y o u  c a n ' t
s t a y  i n  t h e  h a l f w a y  h o u s e  w i t h o u t  a  j o b .  E a c h  r e s i d e n t  p a y s  $ 5 . 5 0  a
d a y  f o r  b o a r d  a n d  r o o m .

W h e n  C u r t i s  w a s  i n  t h e  S t a t e  R e f o r m a t o r y  h e  c o s t  t h e  t a x p a y e r s  $ 6 , 2 0 0  
a  y e a r .  W h e n  h e  w a s  i n  t h e  p e n i t e n t i a r y  i t  c o s t  t a x p a y e r s  $ 7 , 0 0 0  a  y e a r  
t o  s u p p o r t  h i m .  W o r k  r e l e a s e ,  s t a t e  p r i s o n  o f f i c i a l s  s a y ,  c o s t s  t h e  
t a x p a y e r s  a b o u t  h a l f  t h e  c o s t  o f  w a r e h o u s i n g  a d u l t  o f f e n d e r s .

C u r t i s  s a i d ,  " W e  a l l  p a y  $ 1 6 5  a  m o n t h  t o  s t a y  h e r e  b u t  i n  c o m p a r i s o n
t o  i n s i d e  t h e  j o i n t  m o s t  d u d e s  w o u l d  p a y  $ 3 0 0  a  m o n t h  t o  s t a y  h e r e .

" I f  a  g u y  c a n  m a k e  i t  o u t h e r e  f o r  f i v e  w e e k s  h e ' s  f r e e .  B e c a u s e  
t h a t ' s  w h e n  y o u  m o v e  u p  i n t o  p h a s e  f i v e  a n d  y o u  h a v e  m o r e  s o c i a l  o u t i n g  t i m e .

" W h e n  y o u ' v e  b e e n  h e r e  t h r e e  m o n t h s  y o u  m o v e  u p  i n t o  u n l i m i t e d  s o c i a l  
o u t i n g  h o u r s  - t h a t ' s  p h a s e  s e v e n .  I n  p h a s e  s e v e n  y o u  c a n  a p p l y  f o r  
e a r l y  p a r o l e  h e a r i n g .

" I t ' s  l i k e  g r a d u a t i n g .  N o w  I ' m  a s  f a r  a s  I c a n  g o. I w e n t  f r o m  a  
d i s h w a s h e r  t o  h e a d  c h e f  a t  a  n i c e  r e s t a u r a n t .  I w a s  k i n d  o f  l i k e  a  
1 7 - y e a r - o l d  b e c a u s e  I ' d  n e v e r  g o n e  s t r a i g h t  a n d  I h a d  t o  l e a r n  t h e  
s y s t e m .  A  l o t  o f  o r d i n a r y  t h i n g s  w e r e  s o r t  o f  p e r p l e x i n g .

" I n  a  w a y  t h i s  i s  a  b u m m e r  b e c a u s e  w e ' r e  s u p p o s e d  t o  b e  p e r f e c t  a n d  
n o t  m a k e  m i s t a k e s .  B u t  w e  h a v e  t h e  s a m e  p r o b l e m s  e v e r y b o d y  e l s e  o u t  
h e r e  d o e s .  F o r  e x a m p l e  a  s p e e d i n g  t i c k e t  c a n  p u t  u s  b a c k  i n  j a i l .  F o r  
t h e  n o r m a l  m a n  o n  t h e  s t r e e t  i t  w o u l d  j u s t  b e  a  t i c k e t .

" W e ' r e  s u p p o s e d  t o  b e  s u p e r .  I t  o n l y  t a k e s  o n e  p e r s o n  t o  b r e a k  t h e
p r o g r a m . "

B u t  t h e  p r e s s u r e  f o r  t h e  o f f e n d e r  t o  l i v e  s t r a i g h t e r  w h e n  h e  is o n  
t h e  " o u t s i d e "  t h a n  a  f r e e  p e r s o n  is r e q u i r e d  t o  is c l e a r l y  w o r t h  i t  t o
C u r t i s .  H e  s a i d ,  " A l l  p r i s o n  is is a  w a r e h o u s e ,  a  j u n g l e .  I t ' s  a  s a d
w a y  f o r  a  h u m a n  t o  h a v e  t o  l i v e .  In a  p e n i t e n t i a r y  y o u  a r e  p a r t  o f  a
m a s s .  O u t  h e r e  y o u  b e c o m e  a n  i n d i v i d u a l  a g a i n . "

M O D E R N  P R I S O N  I S  A  B E T T E R  P L A C E  T O  L I V E *
A r l i n g t o n ,  S n o h o m i s h  C o u n t y  - T h r e e  m e n  w o r k  i n  a  l u s h ,  o r g a n i c  g a r d e n  
w h e r e  p e a  v i n e s  a r e  4  f e e t  h i g h .

A n o t h e r  t h r e e s o m e  t o s s e s  a  f o o t b a l l  o n  t h e  s p a c i o u s  g r e e n  l a w n  c i r c l e d  
b y  t a l l ,  c o o l  e v e r g r e e n s .

O n e  m a n  v a c u u m s  a  c a r  i n  t h e  w a r m  s u n s h i n e .
A  c o u p l e  m o r e  s h o o t  p o o l  i n  a  w e l l - e q u i p p e d  g y m n a s i u m .
A n o t h e r  r e a d s  i n  t h e  l o u n g e  w i t h  i t s  h a n d s o m e  b e a m e d  c e i l i n g .
S o m e  d o  k i t c h e n  w o r k  a n d  g r o u n d s  m a i n t e n a n c e .
T h e s e  a r e  s o m e  o f  t h e  6 0  c o n v i c t e d  f e l o n s  s e r v i n g  " t i m e "  a t  t h e  I n d i a n  

R i d g e  T r e a t m e n t  C e n t e r  n e a r  h e r e .
T h e r e  a r e  n o  f e n c e s ,  w a l l s  o r  g u a r d  t o w e r s .
" W e  d o n ' t  a l w a y s  l o c k  t h e  d o o r s , "  s a i d  D o n a l d  L o o k ,  t h e  s u p e r i n t e n d e n t .  
A  f e w  m i l e s  a w a y  i n  t h e  w o o d s ,  a  c r e w  w o r k s  f o r  t h e  S t a t e  D e p a r t m e n t  

o f  N a t u r a l  R e s o u r c e s .  S p r i n k l e d  t h r o u g h o u t  t h e  n e a r b y  c o m m u n i t i e s  o f  
E v e r e t t ,  M a r y s v i l l e ,  L a k e  S t e v e n s  a n d  t h i s  t o w n  a r e  1 0  men o n  f u l l t i m e

* M a r j o r i e  J o n e s ,  T h e  S e a t t l e  T i m e s ,  J u l y  1, 1 9 7 4
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w o r k - r e l e a s e  j o b s .  T h e y  a l l  h a v e  w e e k e n d s  o f f.
O n e  n a n  w o r k i n g  s w i n g  s h i f t  d r i v e s  h i s  o w n  c a r  t o  h i s  j o b .  H e  m a k e s  

$ 4 . 4 0  a n  h o u r .  H o s t  o f  i t  w i l l  g o  t o  p a y  h i s  f a m i l y  b a c k  f o r  l a w y e r  
f e e s .

E i g h t  a r e  a t t e n d i n g  c l a s s e s  a t  E v e r e t t  C o m m u n i t y  C o l l e g e .
S o m e  a r e  i n  t h e  s m a l l  c l a s s r o o m  i n  t h e  c o m p l e x  o f  b u i l d i n g s  t h a t  m a k e  

u p  t h i s  i n s t i t u t i o n ,  t h e  m o s t  m o d e r n  p r i s o n  in t h e  s t a t e  - p e r h a p s  in 
t h e  c o u n t r y .

T h e  I n d i a n  R i d g e  p r o g r a m  o p e r a t e s  o n  a  c o n c e p t  o f  incarceration a n d  
t r e a t m e n t  s i m i l a r  t o  t h a t  o f  t h e  j u v e n i l e  y o u t h  c a m p ,  w h i c h  i t  w a s  p r i o r  
t o  i t s  t r a n s i t i o n  t o  a n  a d u l t  f a c i l i t y .

L o o k  s a i d  t h e  I n d i a n  R i d g e  p r o g r a m  m a y  b e c o m e  a  m o d e l  f o r  c o m m u n i t y -  
b a s e d  c o r r e c t i o n s  o f  t h e  f u t u r e .

" W e ' v e  m a d e  a  g o o d  s t a r t , "  h e  s a i d .
L o o k ,  l a r g e l y  r e s p o n s i b l e  f o r  t h e  s w i t c h  t o  a n  a d u l t  c o r r e c t i o n s  

f a c i l i t y  w i t h  f u l l  b a c k i n g  f r o m  O l y m p i a ,  s a i d  t h e  c e n t e r  w i l l  h a v e  b e e n  
i n  o p e r a t i o n  a  y e a r  o n  J u l y  9.

T h e r e  h a s  n o t  b e e n  a n  e s c a p e .
" W e ' r e  w a y  o v e r d u e , "  s a i d  t h e  r e a l i s t i c  L o o k ,  a n  e x p e r i e n c e d  c o r r e c t i o n s  

p r o f e s s i o n a l .
W h y  t h e y  d o n ' t  r u n  m a y  b e  a t t r i b u t e d  t o  a  c o m b i n a t i o n  o f  f a c t o r s ,

L o o k  believes-.
S o m e  m e n  a r e  g e n u i n e l y  c o n c e r n e d  t h a t  t h e  p r o g r a m  c o n t i n u e  t o  b e  

a v a i l a b l e  t o  t h e m  a n d  o t h e r s .  E s c a p e s  m i g h t  r e d u c e  i t s  e f f e c t i v e n e s s .
T h e  o b v i o u s  r e a s o n  is t h a t  i f  t h e y  h a v e  t o  s p e n d  " t i m e "  t h e y ' d  m u c h  

r a t h e r  s p e n d  it h e r e  t h a n  a n y  o t h e r  i n s t i t u t i o n , "  a s  o n e  1 9 - y e a r - o l d  p r i s o n e r  s a i d .
" I ' d  s a y  a  p e r s o n  w o u l d  h a v e  t o  b e  a  f o o l  t o  r u n , "  s a i d  a  R e n t o n  m a n ,

2 0 ,  c o m m i t t e d  f o r  g r a n d  l a r c e n y .  " H e  c o u l d  e n d  u p  i n  W a l l a  W a l l a  
( t h e  p e n i t e n t i a r y ) . "

B u t  t h e  1 9 - y e a r - o l d  i s  n o t  h a p p y .  H e ' s  b e e n  h e r e  8̂5 m o n t h s  a n d  c a n ' t  
g e t  w o r k  o r  s c h o o l  r e l e a s e .  H e  h a d  a  d r i n k i n g  i n f r a c t i o n .

" Y o u  o n l y  g e t  t h a t  ( w o r k  r e l e a s e )  i f  y o u ' r e  p e r f e c t , "  h e  s a i d .
B u t  h e  f e e l s  t h e  p r o g r a m  h a s  d o n e  h i m  g o o d .  T h e  s t a f f  i s  " t i g h t "  

h o w e v e r ,  h e  s a i d .  T h e y  a r e  s u p p o s e d  t o  t a k e  a  h e a d  c h e c k  e v e r y  t w o  
h o u r s ,  b u t  t h e y  t a k e  o n e  e v e r y  h o u r ,  h e  s a i d .

A n o t h e r  c o m p l a i n e d  t h a t  t h e  s t a f f ,  u s e d  t o  c o u n s e l i n g  j u v e n i l e s  i n  
t h e  f o r m e r  p r o g r a m ,  d o e s n ' t  k n o w  h o w  t o  c o u n s e l  a d u l t s .  " T h e y  b a b y - s i t  u s , "  h e  s a i d .

T h e  s e c u r i t y  r o o m s ,  o f  w h i c h  t h e r e  a r e  s i x ,  h a v e  b e e n  u s e d  f e w e r  t h a n  
a  d o z e n  t i m e s  d u r i n g  t h e  y e a r .  O n l y  o n e  m a n  h a s  h a d  t o  b e  t r a n s f e r r e d  
t o  a  m a x i m u m - s e c u r i t y  p r i s o n .  T h a t  w a s  f o r  u s e  o f  m a r i j u a n a .

T h e  o p e r a t i o n  o f  I n d i a n  R i d g e  h a s  b e e n  g e a r e d  t o  s u c c e e d .  T h e  c l i e n t ­
e l e  h a s  b e e n  c a r e f u l l y  s e l e c t e d ,  r a n g i n g  i n  a g e  f r o m  1 8  t o  34. S c r e e n e d  
o u t  a r e  t h e  m e n  w h o  h a v e  c o m m i t t e d  c r i m e s  o f  v i o l e n c e ,  s u c h  a s  m u r d e r ,  
a s s a u l t  a n d  s e x  o f f e n s e s .  O n l y  t h o s e  o n  f i r s t  c o m m i t m e n t s  a r e  a c c e p t e d .

F o r t y - f i v e  p e r  c e n t  h a v e  d r u g  c o m m i t m e n t s .  O t h e r s  a r e  f o r  b u r g l a r y ,  
a u t o  t h e f t ,  r o b b e r y ,  g r a n d  l a r c e n y ,  f o r g e r y  a n d  s e c o n d  d e g r e e  a s s a u l t .
S i x  f e d e r a l  p r i s o n e r s  h a v e  b e e n  p l a c e d  h e r e * : f o u r  aon~.charges - r e l a t e d  t o  d r aft' e v a s i o n *
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A l l  t h e  m e n  a t  I n d i a n  R i d g e  h a v e  s p e n t  s o m e  t i m e  a t  t h e  S t a t e  
C o r r e c t i o n s  C e n t e r  a t  S h e l t o n .

B e f o r e  t h e y  a r e  a c c e p t e d  a t  I n d i a n  R i d g e  t h e  m e n  m u s t  h a v e  b e e n  r e ­
v i e w e d  b y  t h e  c l a s s i f i c a t i o n  s t a f f  a t  S h e l t o n  a n d  a p p r o v e d  f o r  t r a n s f e r  
b y  t h e  c o r r e c t i o n s  o f f i c e  i n  O l y m p i a  a n d  b y  L o ok .

O n e  2 5 - y e a r - o l d  w h o  w o r k e d  i n  t h e  o r g a n i c  g a r d e n  is a  b u s i n e s s - a d m i n -  
i s t r a t i o n  g r a d u a t e  w h o  h a d  h i s  o w n  b u s i n e s s  i n  C a l i f o r n i a .  H e  w a s  c o n ­
v i c t e d  o f  a  m a r i j u a n a  c h a r g e .

"I f e e l  t h i s  p r o g r a m  is a  s t e p  i n  t h e  r i g h t  d i r e c t i o n , "  h e  s a i d .  " It 
p u t s  s o m e  h u m a n i t y  i n t o  i m p r i s o n m e n t . "

H e  h a s  f r e e d o m  t o  w o r k  i n  t h e  g a r d e n  h e  l o v e s  a n d  i s  g e t t i n g  i n t o  
y o g a .

A n o t h e r  m a n  w h o  w o r k s  i n  t h e  g a r d e n  h a s  a  c o u p l e  o f  y e a r s  o f  c o l l e g e .
H e  a l s o  w a s  " b u s t e d "  f o r  s e l l i n g  m a r i j u a n a .

S o m e  m e n  r e s e n t  t h e  f a c t  t h e y  c a n ' t  g o  o u t  a t  n i g h t s  a n d  e v e n  L o o k  
b e l i e v e s  i t  w o u l d  b e  p o s s i b l e  w i t h  m a n y  o f  t h e  m e n  t o  g o  u n e s c o r t e d .
B u t  t h e  2 5 - y e a r - o l d  s a i d  h e  t h o u g h t  t h a t  w o u l d  " m a k e  i t  t o o  e a s y . "

T h e y  c a n ' t  u m p i r e  L i t t l e  L e a g u e  g a m e s  w i t h o u t  s t a f f  e s c o r t .
L o o k  s a i d  t h e r e  a r e  a  l a r g e  n u m b e r  o f  m e n  i n  s t a t e  p r i s o n s  w h o  d o  

n o t  n e e d  t h e  c o n f i n e m e n t  o f  a  m a x i m u m - s e c u r i t y  i n s t i t u t i o n .
" T h i s  m a y  b e  t h e  s o l u t i o n , "  h e  s a i d .
T h e  p r o g r a m  i s  n o t  t o o  d i f f e r e n t  f r o m  t h a t  o f  t h e  y o u t h  c a m p .  M o s t  

o f  t h e  m e n  a r e  o n l y  a  f e w  y e a r s  o l d e r ,  b u t  t h e y  a r e  e x p e c t e d  t o  b e h a v e  
a s  a d u l t s .  T h e r e  i s  a  c o u n s e l o r  f o r  e v e r y  f i v e  m e n  h e r e ,  a n d  a  p r o g r a m  
s e t  u p  f o r  e a c h  i n d i v i d u a l .

T h e  c o s t  o f  o p e r a t i o n  i s  $ 1 0 , 0 0 0  a  y e a r  p e r  r e s i d e n t .  A t  t h e  r e f o r m ­
a t o r y  t h e  c o s t  p e r  y e a r  is $ 7 , 7 8 5  p e r  y e a r ,  a n d  t h e r e  i s  o n l y  o n e  c o u n ­
s e l o r  f o r  e v e r y  7 0  r e s i d e n t s .

T h e  f r e e d o m  o f  I n d i a n  R i d g e  c o m p a r e d  t o  t h e  s e c u r i t y  o f  l o c k s ,  f e n c e s ,  
g u a r d  t o w e r s  a n d  u n i f o r m s  a t  a  m a x i m u m - s e c u r i t y  p r i s o n  i s  " q u i t e  a  
t r a n s i t i o n "  f o r  m o s t  o f  t h e  m e n .

B u t  t h e  2 1 - y e a r - o l d  c o m m i t t e d  f o r  m a r i j u a n a  s a l e  s a i d ,  " Y o u  c a n ' t  s e e  
t h e m ,  b u t  t h e  f e n c e s  a r e  s t i l l  t h e r e .  T h e y ' r e  i n v i s i b l e . "

I t '8 t o u g h e r  s t a y i n g  b e h i n d  t h e  i n v i s i b l e  w a l l s ,  a  2 2 - y e a r - o l d  c o m m i t t e d  
f o r  b u r g l a r y  s a i d .  I t  r e q u i r e s  m o r e  d i s c i p l i n e .

T h e  b i g g e s t  g r i p e  i s  " d o i n g  t i m e . "  A  l o t  o f  t h e  m e n  ( L o o k  i n c l u d e d )  
f e e l  t h a t  t h e r e  c o m e s  a  t i m e  i n  a  m a n ' s  i m p r i s o n m e n t  w h e n  h e  i s  "ready" 
t o  l e a v e .  F u r t h e r  i m p r i s o n m e n t  w i l l  o n l y  m a k e  a d j u s t m e n t  o n  t h e  o u t s i d e  
m o r e  d i f f i c u l t .

B u t  r e l e a s e  is s t i l l  d e p e n d e n t  u p o n  t h e  S t a t e  B o a r d  o f  P r i s o n  T e r m s  
a n d  P a r o l e ,  w h i c h  h a s  t h e  a u t h o r i t y  t o  o v e r r i d e  a n y  r e c o m m e n d a t i o n s  b y  
s t a f f .

A n o t h e r  g r i p e  i s  " c r e w , "  t h a t  i s  t h e  w o r k  c r e w  i n  t h e  w o o d s .  I n  c o l d ,  
w e t ,  w i n t e r  m o n t h s ,  t h e y  b e n d  o v e r  p l a n t i n g  t r e e s  a l l  d a y .  M a n y  o f  t h e  
m e n  h a t e  it:

T h e  m e n  g e t  $ 2 5  m o n t h l y  g r a t u i t y  w h e n  t h e y  w o r k  p l u s  $ 1  a  d a y  i n c e n ­
t i v e .  T h e y  t h i n k  t h e y  d e r s e r v e  m o r e .

T h e r e  a r e  t w o  d o r m i t o r i e s  w i t h  1 6  m e n  i n  e a c h .  A s  t h e  m e n  p r o g r e s s  
t h e y  a r e  m o v e d  t o  m o r e  p r i v i l i g e s  a n d  i n t o  s i n g l e  r o o m s .

W h e n  t h e  i n s t i t u t i o n  w a s  a  j u v e n i l e  f a c i l i t y  t h e r e  w e r e  a  c o u p l e  o f  
i n c i d e n t s  i n  t h e  c o m m u n i t y ,  L o o k  s a i d ,  b u t  t h e r e  h a v e  b e e n  n o  p r o b l e m s  
w i t h  t h e  a d u l t s .

H e  a t t r i b u t e s  t h i s  l a r g e l y  t o  t h e  s t a f f ' s  j o b  o f  p u b l i c  r e l a t i o n s .
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" T h e  c o m m u n i t y  w a s  f e a r f u l  a t  f i r s t  b u t  e v e r y t h i n g  h a s  w o r k e d  o u t  
w e l l , "  t h e  s u p e r i n t e n d e n t  s a id .

L y l e  P o o l m a n ,  v o c a t i o n a l - t r a i n i n g  c o o r d i n a t o r ,  s a i d  t h e  c o m m u n i t y  
h a s  c o o p e r a t e d  b e a u t i f u l l y  i n  p r o v i d i n g  j o b s  f o r  t h e  m e n .

" I n  t h e  p a s t  t w o  w e e k s  I ' v e  h a d  a  h a l f  a  d o z e n  e m p l o y e r s  c o n t a c t  m e  
f o r  m o r e  o f  t h e  f e l l o w s  ( p r i s o n e r s )  t o  w o r k  f o r  t h e m , "  P o o l m a n  s a i d .

P R O C E D U R E
I n  t h i s  e x e r c i s e  y o u  a r e  a s k e d  t o  u s e  a  s y s t e m s  a p p r o a c h  t o  c o m p a r e  
H a r d  R o c k  P r i s o n  a n d  S w e e t  J o i n t  C o r r e c t i o n a l  C e n t e r .  I n  o r d e r  t o  
f a c i l i t a t e  c o m p a r i s o n  a n d  d i s c u s s i o n ,  u s e  t h e  m o d e l  s e t  f o r t h  i n  t h i s  b o o k :

E n v i r o n m e n t a l  s y s t e m  
G o a l s  a n d  v a l u e s  s u b s y s t e m  
T e c h n i c a l  s u b s y s t e m  
S t r u c t u r a l  s u b s y s t e m  
P s y c h o s o c i a l  s u b s y s t e m  
M a n a g e r i a l  s u b s y s t e m

S T E P  1
R e a d  t h e  O v e r v i e w ,  i n c l u d i n g  t h e  e x c e r p t s .  B e f o r e  c l a s s ,  c o m p l e t e  t h e  
f o r m s ,  M y  A n a l y s i s  o f  H a r d  R o c k  P r i s o n  a n d  M y  A n a l y s i s  o f  S w e e t  J o i n t  
C o r r e c t i o n a l  C e n t e r  ( p a g e s  a n d  ). U s e  d e s c r i p t i v e  w o r d s  a n d  
p h r a s e s  t o  d e p i c t  t h e  k e y  c h a r a c t e r i s t i c s  o f  e a c h  o r g a n i z a t i o n .

S T E P  2
M e e t  i n  g r o u p s  o f  f i v e  o r  s i x  a n d  d e v e l o p  a  g r o u p  c o m p o s i t e  o f  y o u r  
c o m p a r a t i v e  a n a l y s i s .  R e f i n e  y o u r  d e s c r i p t i o n s  a n d  r e c o r d  t h e m  o n  t h e  
f o r m ,  C o m p a r a t i v e  A n a l y s i s  o f  H a r d  R o c k  P r i s o n  a n d  S w e e t  J o i n t  
C o r r e c t i o n a l  C e n t e r  ( p a g e  ).

S T E P  3
S e l e c t  o n e  g r o u p  t o  r e p o r t  o n  i t s  a n a l y s i s  o f  H a r d  R o c k  P r i s o n  a n d  
a n o t h e r  g r o u p  t o  r e p o r t  o n  i t s  a n a l y s i s  o f  S w e e t  J o i n t  C o r r e c t i o n a l  C e n ­t e r.

S T E P  H
T h e  e n t i r e  c l a s s  p a r t i c i p a t e s  in d i s c u s s i o n .
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M Y  A N A L Y S I S  O F  S W E E T  J O I N T  C O R R E C T I O N A L  C E N T E R  
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DISCUSSION. (Approximately 15-20 minutes.)

1. Do you think that it is possible to establish a
correctional institution that can effectively accomplish 
the diverse social goals of confinement and punishment 
as well as treatment and rehabilitation?

2. What conflicting societal demands do other social 
service organizations face?

How do these agencies respond in terms of their goals, 
structure, client processing, staffing, decision 
making?

3« Of what value is it to you as a social work administrator 
to view the organization as a system?

U. Briefly describe the formal components of your own 
agency.



APPENDIX J
QUESTIONNAIRE DATA FOR EXERCISEi

(ASSESSMENT OF LEARNINGi 06
MY ADMINISTRATIVE CAPACITIESi

INFLUENCE 43»
A1-A3)
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APPENDIX J

QUESTIONNAIRE DATA FOR EXERCISE: INFLUENCE 
(ASSESSMENT OF LEARNING: 06-43;

MY ADMINISTRATIVE CAPACITIES: A1 - A3)

Items N Total Mean S.D. Variance

Relevance:
06 18 91 5.05 0.80 0.64
07 18 93 5.17 0.71 0.50
08 16 62 3.86 1.31 1.72
09 15 63 4.20 1.01 1.03

Learning Means:
10 18 95 5.28 0.83 0.68
11 — - - — — —

12 18 89 4.94 0.94 0.88
13 18 89 4.94 1.00 1.00
14 16 79 4.94 1.06 1.13
15 18 92 5.11 0.83 0.69
16 18 92 5.11 0.90 0.81
17 18 89 4.94 0.87 0.76
18 18 97 5.39 0.85 0.72
19 — — — — —

20 18 81 4.50 0.92 0.85
21 17 74 4.35 1.17 1.37
22 18 96 5.33 0.84 0.71
23 17 83 4.88 0.93 0.86

Effectiveness:
36 16 78 4.88 0.96 0.92
37 16 79 4.94 0.77 0.60
38 16 82 5.13 0.62 0.38
41 15 63 4.20 1.01 1.03
42 15 74 4.93 0.96 0.92
43 15 64 4.27 0.88 0.78
A1 18 90 5.72 1.23 1.51
A2 18 88 5.67 1.14 1.29
A3 18 89 5.22 1.17 1.36



APPENDIX K
QUESTIONNAIRE DATA FOR EXERCISEi INFORMAL ORGANIZATION

(ASSESSMENT OF LEARNINGI 06-^3j
MY ADMINISTRATIVE CAPACITIESi B1-B3)
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a p p e n d i x  K

QUESTIONNAIRE DATA FOR EXERCISE: INFORMAL ORGANIZATION
(ASSESSMENT OF LEARNING: 06-43;

MY ADMINISTRATIVE CAPACITIES: B1-B3)

Items N Total Mean S.D. Variance

Relevance:
06 13 60 4.62 1.26 1.59
07 13 60 4.62 0.96 0.92
08 13 45 3.46 1.27 1.60
09 12 38 3.17 1.11 1.24

Learning Means:
10 13 48 3.69 1.55 2.40
11 13 47 3.62 1.71 2.92
12 13 54 4.15 1.46 2.14
13 13 49 3.77 1.24 1.53
14 13 42 3.23 1.53 2.36
15 13 49 3.77 1.30 1.69
16 13 60 4.62 1.12 1.26
17 12 47 3.92 1.31 1.72
18 13 56 4.31 1.11 1.23
19 13 49 3.78 1.30 1.69
20 13 50 3.85 1.21 1.47
21 11 33 3.00 1.10 1.20
22 13 56 4.31 1.11 1.23
23 13 52 4.00 1.41 2.00

Effectiveness:
36 11 33 3.00 1.61 2.60
37 11 41 3.73 1.42 2.02
38 11 39 3.54 1.69 2.87
41 12 51 4.25 0.97 0.93
42 12 49 4.08 1.08 1.17
43 12 46 3.83 1.34 1.79
B1 18 101 5.61 1.04 1.08
B2 18 103 5.72 1.07 1.15
B3 18 99 5.50 1.25 1.56



APPENDIX L
QUESTIONNAIRE DATA FOR EXERCISEi

(ASSESSMENT OF LEARNINGi 0
MY ADMINISTRATIVE CAPACITIES!

LEADERSHIP 
i6 -431 

C1-C3)
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appendix L

QUESTIONNAIRE DATA FOR EXERCISE: LEADERSHIP
(ASSESSMENT OF LEARNING: 06-43;

MY ADMINISTRATIVE CAPACITIES: C1-C3)

Items N Total Mean S.D. Variance

Relevance:
06 18 65 3.61 1.50 2.25
07 18 63 3.50 1.34 1.79
08 18 55 3.06 1.70 2.88
09 17 44 2.59 1.58 2.51

Learning Means:
10 18 61 3.39 1.42 2.02
11 17 67 3.94 1.39 1.93
12 18 92 5.11 0.83 0.69
13 17 57 3.35 1.54 2.37
14 18 54 3.00 1.19 1.41
15 18 58 3.22 1.56 2.30
16 16 73 4.56 1.09 1.20
17 15 49 3.27 1.49 2.21
18 17 81 4,76 1.20 1.44
19 16 68 4.25 1.18 1.40
20 14 42 3.00 1.80 3.23
21 15 47 3.13 1.73 2.98
22 16 59 3.69 1.66 2.76
23 15 45 3.00 1.69 2.85

Effectiveness:
36 17 73 4.29 1.53 2.35
37 16 57 3.56 1.67 2.80
38 17 54 3.18 1.55 2.40
41 17 63 3.71 1.45 2.10
42 17 64 3.76 1.71 2.94
43 17 61 3.59 1.54 2.38
Cl 18 123 6.83 0.92 0.85
C2 18 112 6.22 0.88 0.77
C3 18 102 5.67 1.03 1.06



APPENDIX M
QUESTIONNAIRE DATA FOR EXERCISEi SUPERVISORY TASKS

(ASSESSMENT OF LEARNING* 06-^3|
MY ADMINISTRATIVE CAPACITIES* E1-E3)
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APPENDIX M

QUESTIONNAIRE DATA FOR EXERCISE: SUPERVISORY TASKS
(ASSESSMENT OF LEARNING: 06-43;

MY ADMINISTRATIVE CAPACITIES: E1-E3)

Items N Total Mean S.D. Variance

Relevance:
06 13 56 4.30 1.03 1.06
07 13 54 4.15 0.99 0.97
08 13 46 3.54 1.13 1.27
09 12 53 4.42 1.16 1.36

Learning Means:
10 13 38 2.92 1.50 2.24
11 8 17 2.13 1.55 2.41
12 13 52 4.00 1.29 1.66
13 13 45 3.46 1.39 1.94
14 12 39 3.25 1.42 2.02
15 13 40 3.08 1.71 2.91
16 11 46 4.18 1.25 1.56
17 12 44 3.67 1.50 2.24
18 13 56 4.31 1.38 1.90
19 6 18 3.00 1.41 2.00
20 13 47 3.62 1.61 2.59
21 11 30 2.73 1.42 2.02
22 12 42 3.50 1.31 1.73
23 10 33 3.30 1.77 3.12

Effectiveness:
36 12 46 3.83 1.47 2.15
37 12 45 3.75 1.48 2.20
38 12 36 3.00 1.35 1.82
41 12 42 3.50 1.31 1.73
42 13 43 3.31 1.32 1.73
43 13 43 3.31 1.44 2.06
El 18 108 6.00 0.84 0.71
E2 18 102 5.67 1.03 1.06
E3 18 110 6.11 1.02 1.05



APPENDIX N

QUESTIONNAIRE DATA FOR EXERCISEi PERFORMANCE APPRAISAL 
(ASSESSMENT OF LEARNING* 06-*f3l 

MY ADMINISTRATIVE CAPACITIES* E4-E5)
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APPENDIX N

QUESTIONNAIRE DATA FOR EXERCISE: PERFORMANCE APPRAISAL
(ASSESSMENT OF LEARNING: 06-43;

MY ADMINISTRATIVE CAPACITIES: E4-E5)

Items N Total Mean S.D. Variance

Relevance:
06 16 86 5.38 0.81 0.65
07 16 84 5.25 0.77 0.60
08 16 81 5.06 0.77 0.60
09 16 86 5.38 0.72 0.52

Learning Means:
10 16 87 5.44 0.81 0.66
11 16 78 4.88 0.89 0.78
12 16 78 4.88 0.96 0.92
13 16 85 5.31 0.79 0.63
14 16 85 5.31 0.70 0.50
15 16 81 5.06 0.85 0.73
16 15 70 4.67 0.98 0.95
17 16 85 5.31 0.60 0.36
18 16 88 5.50 0.82 0.67
19 14 69 4.93 1.27 1.61
20 15 83 5.53 0.52 0.27
21 15 68 4.53 1.06 1.12
22 16 81 5.06 1.00 1.00
23 15 71 4.73 0.96 0.92

Effectiveness:
36 16 82 5.13 1.02 1.05
37 16 81 5.06 1.06 1.13
41 16 82 5.13 0.62 0.38
42 16 84 5.25 0.58 0.33
43 16 79 4.94 0.77 0.60
E4 18 105 5.83 0.79 0.62
E5 18 101 5.61 0.98 0.96



APPENDIX 0
QUESTIONNAIRE DATA FOR EXERCISEI FORMAL ORGANIZATION 

(ASSESSMENT OF LEARNINGi 06-43»
MY ADMINISTRATIVE CAPACITIESi G1-G3)
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a p p e n d i x  0

QUESTIONNAIRE DATA FOR EXERCISE: FORMAL ORGANIZATION
(ASSESSMENT OF LEARNING: 06-43;

MY ADMINISTRATIVE CAPACITIES: G1-G3)

Items N Total Mean S.D. Variance

Relevance:
06 13 58 4.46 1.20 1.44
07 13 58 4.46 1.20 1.44
08 13 59 4.55 0.88 0.77
09 13 61 4.69 1.11 1.23

Learning Means:
10 13 56 4.31 1.25 1.56
11 11 49 4.45 1.13 1.27
12 13 67 5.15 0.55 0.31
13 13 63 4.85 0.80 0.64
14 11 53 4.82 0.75 0.56
15 13 57 4.38 1.50 2.26
16 10 52 5.20 1.55 2.40
17 12 47 3.92 1.08 1.17
18 13 62 4.77 1.36 1.86
19 10 39 3.90 1.10 1.21
20 12 51 4.25 1.14 1.30
21 13 55 4.23 1.09 1.19
22 12 45 3.75 1.22 1.48
23 12 49 4.08 1.08 1.17

Effectiveness:
36 13 62 4.77 1.17 1.36
37 13 53 4.08 1.44 2.08
38 13 54 4.15 1.34 1.81
41 13 61 4.69 1.44 2.06
42 13 62 4.77 1.17 1.36
43 12 58 4.83 1.80 3.24
G1 18 99 5.50 1.04 1.09
G2 18 94 5.22 1.17 1.36
G3 18 96 5.33 0.84 0.71
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