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Abstract

The ob ject i ve at t h i s the s i s is to ex pl o re the relationship

between bu reaucrac ies a nd co un s e l ling. Mor e specifically . th is

research wi ll e xemi.ne ho w bureaucrat i c struc ture s rnr ruence

c ounse l l ors ' at titudes and oc cupa t Lona I behaviour. Bas ed on the

dt s t inc 't tcn between eut c nca c us and he t e r onomous cureeucrec res . two

co ntras t ing work. se t tings were de fined and ope rationalized . The

a t ti t ude s of cou nsellors were measu r ed using t he concept

'bureaucratic o r ientation ' and c ou nse l l or s' jobs wer e ex ami ned

using the di me ns i ons standardization and s pecia lization of

occupational pr actice .

Forty c oun s e l l or s were i nterviewed . Ni ne teen c ounsellors we re

t r om autonomous sett ings and t we n t y - one from heteronomous s e t t i ngs .

Interviews consisted ot o pen and close -e nded que s t i ons a ni'! lasted

approximately on e hou r .

The findings i nd i c a te tha t c ounsellor s ' at t i t udes within

bureaucratized settings a r e de termined no t only by t he de g r e e ot

bureaucrati zation within ea ch organizational setting , bu t also by

the l eng t h of time spent in t he work uni t. l evel of e duca t ion. and

the posi tion held withi n the organization . The fi ndi ngs also

indicate t ha t s pe c i a l i zat i o n and standardizat ion of occupationa l

pra.c t i c e are positi vely correlated wi t h bur e a uc r a t i z a tion .

Di ff e r enc es by gende r we re found to be signific an t. Women i n

cou ns e l ling were found to be ~arginalized . On all t he dimens i ons

measure d . women wer e subordinate t o men. Women wer e al s o over -

represented i n h i ghl y bureaucratized settings. Female counsellors

it



were more bureaucrati ca l ly or i ented than males, had spen t less time

i n the organ i za t i on t han males, and were more like ly to possess

vocat ional as opposed to academic degrees . I n cont ra s t , males we r e

over -represented in autonomous ee transs , displayed lower l e vels of

bureaucratic o r ientation t ha n females, had spent more time in the

organization, and we re marc likely to possess advance d academic

degrees .

The ev idence do es no t suppo r t t he existence of bureaucra t ic­

profess ional c on f lic t , althoug h t he potential f or t hi s co nflict

e xi s t s t o a greate r degree i n eut.onomous wo rk units t h an in h i ghl y

bureaucra tized (heteronomous ) wor k wi l ts. The r e se a r c h a l s o po ints

to the aoc t atLaa t Lon aspect of education and the t ype of education

unde r t a ken by co unse l lors as being major factors in formulating

a c t t t ud c e towards bureaucracies and i n de te r mining the place of

empl oyme nt.

iii
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CHAPTER 1

RESEARCH PROBLEM

Today co unsellors are employed in a wide variety of se t.t Lnqa .

The se settings i nclude co lleges and universi ties. cl inic s and

hosp ita l s, schools a rid bus i ne s s organizat ions. employment agencies

and community c e n t r e s a nd numerous o ther organizations . The g r owt h

of c oun se lli ng can b e seen a s par t of the expansion of the ' he lp ing

pr o fess i on s ' wh i c h i s e r-e La t.Lve Ly rece nt. phenomenon stemm ing from

ad vanced industrialization. The expansion of the he l p i ng

pro fe s s i ons has been seen as "pa r t of the grow th o f t er tiary

service occupat ional functions and the deve lopment of expert ise"

(Gerstl, 1969:2) . As Wi l e ns ky and Leoeeu x c laimed. "the growth in

scale and complex ity of s oc ial organizat ions (has created ) a

demand f o r liaison and contact men o f al l kinds we need gu ides .

s o t o speak. through a ne w kind of civi lized j ung l e" (WilenSKy and

Lebe au x , 1958 : 286) . The growth o f co unsell ing. in othe r wor ds.

r e ra ecca bo th t he c ompl exities of contempo rary s ociety a nd the

e ndor sem en t of personal s ervices by the wide r society.

Pe rhaps be c a u se o f the d ivers ity of counsell ing. sociological

research na s , by an d l a r ge, fa iled to apply two majo r aspects o f

t heo r y de ve loped in cne sociology o f o r ga ni za t i on s ;;...d occupations

t o counselling . Th e fir st o f the se is the i mportant body o f

s oc iolog i ..:al researc h I.h ich po ints to t he activities . pr og r a ms, an d

go a l s o f i ndiv i duals be i ng de t e r mined by t he organiza tions withi n

which t hese individuals are located . Organi zations influence in

va rying degre es the a t t i t ude s and occ upational b e hevtou r of those

employed wi thin t he orga nizationa l set ting. The second aspect of



tneorv is the fact that oc cupetacns themselves are stratified. The

f ield o f counselling is not limi ted to the pract ice of

"professional ,. counsellors. Rather , cou nsel ling roles

frequently played by po l i cemen , teachers , physicians , lawyers ,

minis ters, und countless others in less f orma l positions . In other

words, counse l lors themselves are s trat ified and vary in t heir

degree of 'professionalism.'

Thi s t he s i s foc us e s on counsell ing taking place in

bureaucracies by measuring ' pr o f e s siona l ' counsellors' commitment

t o the at t itudes a nd values fostered i n bureaucratic settings and

t he re l a t i onships between cou ns e l lors' a tt itudes and their

occupat ional practice . The in tegration of structural, attitudinal

and behaviora l aspec ts o f occ upat ions is in itself theoretically

undeve loped. Furthermore , no previous research exists which has

combined all three of these dimensions into a single empirical

study.

The specific questions to be investigated i n this research

include : (1 ) Ar e co unsellors employed in bureaucratic settings

mere ly bureaucrats who carry out the bureaucratic reaurec ions or do

they d isplay characteristics co nsistent with the concept of

' pro f e s s i onal ? '; (2) If so, Wha t f ac t o r s encourage professionalism

withi n a bureaucracy?; (3 ) Do the interests of counsellors lie not

with the client, but in maintaining the organization's status quo?;

{4} Wha t type of information is passed on to the client . and more

general ly, are counsellors the autonomous 'professionals' that muc h

ot the counselling literature would lead one to believe?



TO exami ne the r e La t Lonahf p be twee n bureaucracies and

c ounse l ling , counsellors e mployed in contrasting oureeucre t tc

sett i ngs in St . J ohn ' s , Newfou ndland we r e studied . This research

involved the use or taped interviews co ns i sting of standardized

open - a nd c rose - enced questions. I\n tn-deptn methodological

d i s c us s i on is p resented in Cha pter 2 and the researc h Lns t rumon t n

a r e included i n t he appendices .

LITERATURE REVIE W

Theoretical Overview

Central to t he sociology of organizations and occupat ions lire

the concepts 'professional ' an d 'bureaucrat.' According to We be r ,

t he professional or "expe r t; ' is one who adopts a pc r t.Lcu La r code 01

eth i c s (Ger th a nd Mills, 1980) . The code of e t hi cs requires tno

ex per t t o adh e re to r ationa li ty "Ln the form of faithfu l ex ec u t i o n

of r ules r egardle ss of dd s aqreeme n t , preservation of the Lmpc r aon e l

cnerec t e r elf the r ules , an d th e confining of o ne 's authority to the

l i mi ts of one ' s l ega l l y de fined competence" (Be ndi x, 19 <1"/;I,.SSj,

Th i s code r efnrcrc er t.he r equ iremen t s of the bureaucracy (Gerth a nd

Mills , 1980 :22 6) .

The supreme c h ief of t he bu r eauc ra c y (like t he exper t )

occupies his /her pos i t i on of domdne nc e by v irtue o f a ppz-opr Le t Lon

a nd sets t he go al s o f t he o rg a ni zation, justifies t he pr omuLqe t.Lon

of r ules as the bes t way t o ac h ieve the goa l s o f the or ga n iza tion ,

a nd couches a llot h is or he r ac t ivi t i e s in the c l aim that their

acti ons are in t he be st int eres t s of t he clients (Weber , 1978:220),



These ch aracteristics, it ha s been argued, do no t d i sti nguish an

expert (i. e . , professiona l ) from a bureaucrat , but rather co nfuse

t he two c oncepts by ambi gu ou sly equating the co ncept of ex pe rt wi th

bureaucra t ( Pa r so ns, 1947:5 8) . In addition, it has been argued by

Nass (1 986) tha t Weber confuse s the co nc e pt s of expert wi t h

bure aucratic organiza t i on in tha t Weber (197 8 ) c lai med

bur ea uc r aci e s (like expe r t s) domi na te t he ir clien ts t hrough

in s ti tu t i onali zed claims of technica l eff iciency and expertise and

at t emp t t o ga in au thority ove r t he ir clients through s tate-endorsed

r ules.

We be r 's s omewha t amb ig uo us d iscussion prov ided the basis f or

Parsons' (1947) c r it i q ue . I n the introduc tion t o Webe r's The

S::1cia l a nd Economi c organ i za t ion o f Socie t y ( 1947 ) , Pa rsons

s uggests t r.a t; Weber's mode l ot bureaucracy i s ill - e qui p ped f o r the

s tudy o f prof ess i ona ls (Pa rsons ' 0 Weber, 1947: ivl . Acco rding to

Parso ns, Weber i gno r e s the fact t hat professionals

fu ndame nt ally d t r rerea t; f rom b ureaucrats i n t hat " a pr o f e s sion al i s

ch aracterized by t ec hn i c al training and expertise. a service

orientat ion based on a co de of eth i c s , and institutionalized

c recent Lat s " (Parsons c ited in Weber . 1947 :iv). I t is arguable,

however, that these characteristics may a lso ap ply to bu reeuc rat;s .

Pa rsons ' critic isms l ed to tne development 1n the early 1950s

of t he s r.ru c t.u r e Lr r unc t i.onatLsu model which was instrumental in

creat ing a grand theory of the professional i zation of occupations

in modern c a pi t a l i s t society (Benoit, 1989 ). At the co re of this

g rand theory a re a number of attributes (referred to as 'traits')



which t heoretic a lly disti n9uish a ' pr o fe s s i on ' f ro m a . ncn­

p r ofes s i on . ' The trai t selected by most wri ters t o ident.1.l: y and

de fine a pr o fe s s i on i s t h e not.ion of wor k a u tonomy , Le . . th e

abi l i ty t o work independently (Goode . 1960 ; Greenwood , 1951;

Kornhaus e r. 1963; xerc sc n , 1960 ; Merton and Barber , 1963) ,

Since the 1950s , t.he i nc r e as i ng bu r eaac r et.La a t ton o[

p r o fe ss i ons IPavalko , 19 BB: 114 ) , a ccomp an ie d by a s hif t i :\ wo r k

loc a le f r om s mall pr i vate pr act ice s to large o raeru.ee c r c nc r

c on texts (Ha l l, 19B7 ) . ha s r e sulted in t he t rait approac h t o t he

profess i on s be ing ch allenged (se e Larson . 1917: 11 B- 9) . Wit hin t he

We be r ian f r amewor k , write r s ha v e hyp ot he s Lze d that occupa t i ons

cons idered pro f es s i ons (e he classic exa mples be i ng doc t or s and

lawye r s) an d cha r ac t e r i z e d by h igh au t onomy have undergone a

pr oc ess o f 'C!e professiona lization ' (Haug. 197 3; Rothlllan , 198"l;

To r en . 197 5) . Thl :: position v i ews bur eaucracie s as impos ing

external limitations and c o ns tra i nt. s upo n pr o fess i o ns, the re sul t

b e i ng a decli ne in p r o fe s s i ona l a utonomy a nd i nc reasing

ac c oun t.ab i l i ty and sub ordi nation to t he bu reauc r atic s t ru c t ur e

r a ther t.h an t o a p r ot6.:1sional as s oc i a t i on o r c l i e nt . Pava lko

(1988 : 188-9 5) ha s eve n propo s ed t h e notion tha t bureauc r ac ies s e rv e

e ssent i a l l y as a means o t s ocial concrot .

Empi r i c a l s tudies investigati ng varia tions i n occupat i ona l

pro fe ss lonallzation vers u s bureaucrat i zat i on of oc cupa tions do so

primarily through o pe r a tional1zation of t he c oncept ' au t onomy . '

(see . fo r exe mp r e , Ha ll , 19 68 ; Benoit , 19 89 : 199 2) . Howeve r , j us t

occupat i on s them s e lves va ry in their degree o f



c rc ress t cnar i ae t non so do individuals (Ri tzer, 19 7 2 : 4 5) . Hall

(1968 ) states that the professional model consists o f both

s tructura l and attitud inal variables. The f o r me r being

profess1 0na l izat ion and t he latter professionalism. Arguably ,

these t wo 'levels ' should be kept analytically distinct .

Weber ( 19 78 1 clai ms that t he i ndividual con f o r ms t o the

re qv irement s o f the position , which thereby ensures reliability o f

behaviour t hrough rules and regulations des igned to s tandardi ze

operating procedures . These rules and regul ations are internalized

1n va ryi ng degrees by individuals employed i n bu reaucratic

or gan i za tions (Ge rth and Mills, 1980; Merton, 1957 ; Kahn, 19 71) .

Ca ree r Or ienta t ion Model

In or de r to exami ne t he i mpac t that t he bureaucra t ic structure

ha s on the i ndividual practitioner, the 'career o r ientation' model,

based on Weber 's conce pt of bureaucracy as an ' ideal type,' has

been employed in th is research. Expl i ci t in t h i s concept are the

pr inciples of fixed rules . hierarchical offices, a reliance on

conformity and expert. judgment.s. an impersonal social environment,

and the notion of career (s e e Gerth and Mills, 1980:196) . Out of

t hese structural level features developed the concept of a

'bureaucratic personali t.y ' which focuses on the effects b ureaucracy

has on the i ndividual (Merton, 1957).

Merton (l957: 20 0) c laims that structural features of the

bu r e a uc r at i c setting are established to ensure reliability and

adequacy of workers' perform~nce . However, an emphasis on rules,



discipline , and a ;raded career ca n l e ad " co an over-concern with

strict adhe r ence t o regulations which i nduc e s timidity ,

cces ervemvt sa. and tie cnm c i sm" (Merton , 1957:2011 . These

charact e risti c s may a l s o l ead to the willingness of workers to

subordina t e themselves to a supe rior, to restrict themselves to a

narrow ly pr-e sc r-Lbed area o f activi ty , to have full c on f i denc e in

the judgment of ' expe r t s , ' to main tain i mpe r s o na l o n- the-job

re latio ns hips , to fo llow r ules e xactly, a nd accept

orga nizational and in -gro up norms (Gor don, 1971 :61) . Each of t hese

ch arac terist ics hav e been inc orpo r ated i n to t he' caree r orie n t ation

model ' (Fos t er , 1990:22 5) . This mode l wl1l be appl ied t o

co un sell ors empl oyed wi t h i n bu r e aucra tic settin9'~; i n St . Jo hn's,

Newf oundland .

The career orientation continuum runs from ' p r o f e s s i ona l ' at

one end to ' bu reaucratic ' at t he other end. Professional ly

o riented individuals use an ex t e r na l group , a professional

association. for example . fo r the purpose o f defining their

ambitions , val ues. and othe r a s pects ot personal status .

Bur eaucra tica lly oriented indi viduals t he ir e mpl oyi ng

organizati on f or t he same purpo se. and co nsequent ly , these

i nd i vi d ua ls are t he most likely to i n t e rn ali ze or ganiza tion al r ules

and be c ome trapped into t he dysfunctional app l i c a t i on o f t hese

r u l e s . I n contrast, professionally oriented i nd i v i d ua l s t end t o

see the organ i za tiona l r u l es as . at best . a means to a n end and

frequently a s obstr uctions t o prof essiona l au t onomy (Fos ter . 1990) .

Pr ofess i onals a re less like ly t o a ttac h much symbo l i c mean ing to



bureaucra t ic ru les, bu t t hey may, however, be subject to rules and

regulations withi n the struc ture of t heir prof ession .

The career orientation con t inuum provides a me t hodo l ogica l

alternative to t he of ten used (a nd often de f inicionally

problematic) ' pr o f es s i ona l - vers us-unpr o f es s i onal' approach t o the

s tudy of occupational pract ice (Goode , 1960; Greenwood, 1957; Ha l l ,

1968) , The career or. tenuat i on model which rocuses on t he

individual's psychological r elationship to a bur ea uc r a t i c s tructure

has been used to mea s ur e the a t titudinal dimensions o f counsellors

working in bureaucra t ic setti ngs in St . John 's and, f ur t he r mor e, to

examine t he relationshi p betwee n bureaucratic orientation and how

counsell ing i s actually practised .

Pr evious Empirical Stud ies

The career orientation mode l is based on Web er ' s discussion of

bu r eaucracy which emphasizes r ules, obedienc e, and hierar ch y (Gerth

and Mi lls , 198 0). Eac h po s it i on has well de f ined ac tivi tie s which

a r e stable, p redictable, and minimally i nfluenced by p e r s onal

c-ns i.oe r e t rons (Foste r wi th Jone s , 197 8: 348) . Employees f unc t i on

a s repre s e ntat ive s of a particular position which de fine s the

de g ree of formality a nd the nature of t he r ela t i ons hips t o be

observed . Ultima te cont rol of the o rganization r ests a t t he top o f

t he hiera rchy . Reliab i l ! ty of be ha viour is maint a ined by

di r ective s , rule s, r egu lat i ons, and by s tanda r d op erat ing

pr o cedure s whi c h prescribe the exact manner in which dut i es are t o

be pe r formed. We be r ' s model of bure aucra cy a pplies t o t he



struc t ural level. The caree r orie nta t ion model. whi c h desc r i bes

the bureaucratic orientation o f the i ndiv i dua l employed i n a

bureaucratic setting . re f e r s to t h e i ndiv i dual l ev el. I t i s a

pers onality cons truct which desc r i bes t he set of va l ues . a tti t udes.

and behaviours that are charac ter is t i c a lly fo ste r ed a nd re warded i n

the bure a uc r atic organiza t ion.

Bureaucr atic orientat ion as a pe r sona l ity co ns truct was fir st

i de n t if i e d by Mer ton , (1 94 0). Merton pr opos e d t hat work

en v ironments represen t ed by the bureauc r a t ic or-qe nL z e t.L cn c L mode l

would ap peal t o ind~viduals wi t h s pec if i c pe r s ona li t;.y

charac teris tic s (Gor do n . 197 0 : 5 ) . Re sea r ch based on th is

propos i tion t a ke on e o f two a pp r oaches. The fi rst is t he

atti t ud ina l s t udy which u ses ge nera l or ab s t rac t qu e s t LonnaLr e

i t e ms to discern the r espo nde nt' s r e l a t ive corronitrnent t o r ul e s.

The second approach asks subjec ts to s pecu l ate on ho w th e y would

act in speci f ic r ule con f l ict s ituat ions a nd/or ho w they t hink

others would behave in s uch dilemmas (ro s ce .. , 1990: 228 ) . The mos t

common li t e r a t ur e related to bureaucratic orie nt ation i nvo lves

atti tudina l s tudies which are re la t ively inex pens ive and easy t o

administer . Consistent with the n a t ure of t his research , di s c u s s ion

of previous studies will be limited to the a tt i tudi nal ap proach .

The first comprehens ive exam ination o f Mer t on 's asser t ions was

provided by Gouldner (1957) . ccuaener' s discussion . (b ased on Weber

and Merton ) centred around the ' l oc al ' (Le., bureaucrat ic

orientation) and ' c os mopol i t a n ' (1. e , • profess ional orientation )

typology . Gouldner viewed these o r ientations as fall ing along a



continuum. They are dit:fenmtlated by varying degrees of

organizational loyal ty, commi t ment to specialized skills. and

orientations to outs ide r e f e r e n ce groups. To be cosmopolitan is to

be l ow i n organizational l oyal t y, high in commitment to specialized

sk i lls, and high in orienta t ion t o outs ide reference groups . The

locals ar e oppos i te on each of t hese di mens i ons . Professionals

r e tain t he ir i de nt i f i c a tion .....ith t h e i r p r ofessional group, are

h~ghly commit ted to their pr o fe s s Lon a L s kills, and l ook for social

suppor t from prOfess ional colleagues outs ide the organization as

we l l a s wi t hin . Such i nvclvemen t i n the larger ne t work of

professiona l r e l a t i ons t hat cuts across o r ganiza t i ons was said to

indicate a ' pr ofe s s i ona l ' orientation (El au a nd Scott, 1962 :6 4) .

Other individual s ha v e les s commit ment t o thei r s pec ia l ized skills,

come to i de ntify wi t h the part i c ular organ i zation by Which they are

employed a nd its pr ogram and procedures , and are more concerned

with gaini ng t he appr oval o f administrative superiors i ns ide t he

orga ni za t i on than that of profes sional colleagues outside . These

individuals were defined by Gouldner a s "b ur eauc r a t i ca lly o r iented"

(Gouldner, 19 57).

Hughes (19 58) called attention to the n itinerant

professional, " who . "being more f ul l y commi tted an d more alert to

the new developments wi l l move from place to place seeking ev er

more interesting. pr-e s t.Lqe f u L, and p e r hap s more profitable

positions" (Hughe s, 19 58: 136) . Reissman (1958) confi r med this

observation i n his s t.udy of forty middle- level bureaucrats by

suggest ing the l ab el " f unc tional bureaucrat" for the type of worker
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who "is oriented t owa r d and seeks his recognition from a g iven

professional group outside of rather than within t he bureaucracy"

(Reissman , 1958 :308 ) . Two o t he r s tudacs o f professional groups

examined t he co nflict between the professional and the

organization . captcw a nd xcoee (195 8 : 85) in their study of the

process of r ec r ui t me n t in a s ampl e of univers i t ies pr ov ided a

specific example of this l oya l t y s truggle :

Today , a scholar's ori en tat ion to his ins t itut ion
is apt to dfsorfent; him t o h ds d i sci p line and to
af feet his professional prestige unfavorably.
Conversely , an ori e ntation t o hi s di sc i p line wil l
disorien t him to his i n s titu t i o n, which he will
regard as a temporary s hel t er Where he ca n pursue
hi s c areer as a member o f t he discipline .

Wilensky (1956 ) studied i n t ell ec t ua l s in l abour unions . The

larges t and most stable category was the "professional service"

t ype whose dis tingui s hi ng characteris t ics i nc l uded an o r i e n t a t i on

t o a colleague group outside the union (Wilen s ky , 19 56 : 129 -141\) .

Unlike the other types described by Wilensky. these "e xper ts " wer e

l es s c oncerned about ,oy a l t y to the labour moveme n t , man y admi t t i ng

that they would co nsider company e mp l oyme nt . In general , t hey

de s i red positions where their skills could be used to best

advantage and we r e wi l l i ng to con s i de r an y move that would enttence

this pos s i bil i t y (Wilensky. 1956: 132) .

As previously stated, the firs t sy s t ema t i c study of conflic t

between o rganizational and professional commitment wa s carried out

b y Gouldn e r (1957) i n a s mall , private, libe r a l arts col lege .

Gouldne r co nstructed GuttmanMtype scales cc me a s ur e l oya l ty to t he
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employing organization , commitment to special ized crcresaronea

skills, and re f erence g roup orientation. He found that h igh

commitment t o prof essional skills and an orientation to outs ide

reference groups were associated with low loyalty t o t he co llege.

Generalizing from his data, Goul dne r conclude d tha t although Web e r

implied that the more expert an organization 's pe r sonnel t he more

ef ficient and stable the organization would be, "there s eem I ed] t o

be some tension be t ween an organi z a t i on 's bureauc ratic needs f or

expertise and its so c ial -sys tem needs fo r loyalty" tccutone r ,

1957:28 1) .

In short, these early studies have for t.he most. pa rt conc luded

t ha t professionals ha ve a ' cosmopoli t.an' or i.ent.et ro n J:lanlfesting

i t s e lf in a lar.k of loyalty to pa r t i c ul ar organi~ation s and a

willingnes s to move from one empl oye r to another , whereas t hos e

less commit ted t o professional skills a re us ua lly 'loc als ' wi th

st rong f eelings of loyalty t o their organization (Slau and Scott ,

1962 :6 6) .

Blau and Sco t t's (1962) s t udy attempted to exp l ore Gouldner' s

concept further. Specif i cally, Blau and Sc ot t t es t ed t he

hypothesis t ha t t he r e e xists an inve r s e re l ationship between

pro fess i ona l c ommi tmen t an d organiza tiona l l oy al t y . The i nd ex they

cons t ructe d wa s d ev ised t o me asur e a professi ona l orientati on amo ng

social wo rk staff. The i ndex co nsis t e d of t wo pa rts. First,

c ommitment to p r o f e s s i ona l s kills as i nd.1.cated by s ome graduate

training i n social work. and second , orient ation to professiona l

refe rence gro u ps ou t sid e the agency . Conside ring the first

12



dimension, it was assumed that graduate training in soc ial wo r k was

indicative of super ior c ommi t men t t o p rofessional sk i lls. With

regard t o reference -group orientation, worke rs who chose both

professional people outside t h e agency and profess ional books and

j ou r na l s as two of t he three sources from which t hey ob tained mos t

intellectual and sro rese r one), s t imu lation were c ons ide red to be

o r iented t o outside reference groups.

ai.eu and Scott 's methodology c ons isted of dividing respondents

into four groups: (1) professionals - - wor ke r s who had gr adu a t e

training and were oriented towards outside r efere nce groups: (2 )

reference group only - - wor ke rs oriented to outs i de r e f ere nc e

groups, but l acking gr ad ua t e training: (3) t r ainin g only - - worke rs

having gradua te t r a ining but no t choos ing ou t side r e f e r ence groups:

(4 :' bureauc rats - - workers wi t ho u t graduate l.raining an d not

or:le nted to outside reference gr oups . By reta ining these f ou r

gr"ups Blau and Scott we r e able to differentiate work ers by t he i r

orientation .

In o rder t o determine how wor ke r s in ene ec categories d i f fered

o n certain activities and a ttitudes, Blau and Scott correlated each

category with specific ac t ivi t i e s and attitudes . for examp le ,

wor ker s wi t h a professional orientation mi ght be ex pec t ed to attend

more social wo r k conferences and be more ac t ive in local we l f a r e

activi ties than wor kers wi t h a b u r e auc r a t i c orientat ion .

Pr o f e s s i o na lly oriented wo rke r s might be expected to expr e s s t h e

be l i e f t h a t su pe rv isors sho uld have a graduate degree i n social

work r a t h e r than ha ve only work experience i n the fie l d. They
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mig ht also be e xpected to be more c once rn ed t ha n wor ke r s wi t h a

bu r e aucrati c orientation abo ut turthering t he interests of clients .

Slau and Scott's da ta suppor ted these hy pothe ses . Their findings

i nd icated t ha t i n all cases professionals we r e most likely to

exh i bit croreearcnaa cha ra cteristics, bureaucrats wer e leas t

likely, and mixed types tended to be intermediate .

Slau and Sco tt 's findinQ's were based on measurement of

wo r-ke r s ' loyalty to the social wor k age nc y . Workers who s t ated

that t.he y would co nsider leaving t he i r r ecent poaLt i on at a similar

or lower sa lary were co ns ide red to exhibit low loyal ty to the

agency; second, workers we r e asked whether or not they expecte d t o

be work i ng in t he agency five years from now, an d if not, what t hey

expec ted to be do ing . Those who exp e cted t.o leave the a ge ncy

during this period , but to sc on wor king i n t he f i eld of social

wel f a r e were considered to exh ibit l ow l oya l t y . It was fo und t hat

profes sionals we r e somewhat mor e apt t o be w1l l i ng to leave a nd t o

ex pe c t to leave than we re bureauc rats. Sl au an d Scott 's f indi ngs

su pport t h e hypo thesis that a profes s i ona l o rie nt ation is i nv e r s e l y

r elate d t o organi zational loy ..lty and that. profes s i ona ls t end t o be

cosmo politan an d not locals (Blau and Sco tt, 1962 : 69 ) .

For the most pa r t these studies tended t o subs tant i a te the

ex i s tence of diffe rent bu r eaucrat i c and professional o r ient ations .

Merton (19 40) initiall y defined bureauc r a tic or i ent a t i on as a

pe r s on ality const ru ct ; Goul dner' s ( 19 57 ) cosmopo litan - l ocal

dic hot omy extende d up on Me rton 's work by providing a t heoretical

typology which Sla u an d Sc o t t (196 2) empirically ex ami ned .
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In a 1968 s tudy · Pr o f e s s i ona l1za tion and Bure aucrat i zation , ~

Hal l (1968 ) measured b ot.h s uruc t ura t and a t.ti t.udinal aspects of

professionals work ing i n bu r e auc r a tic se t t ings. Hal l i nco r por a t e d

t hr e e ' l evel s ' t or ana l ys is -- t he ge neral s oc i al structure , the

organization , a n d t he at. titudinal d i mens ions of

professionalization. The at titudinal d imensions of

professionalization were measured using a stan da r di z ed Likert. scale

based on th e ' t r a it ' · approach , i.e . , us ing t he profess iona l

a ssoc i ation as a major r e f erenc e ; a be liet in service t o the

public ; belief in selt r e gula t ion ; a sense of calling t o the field ;

and a fee linO' of autonomy in wor k (Hall. 1968: 95 ). Hall's

conc l us ions i ndicated th.at th.e re appea red to be an in verse

re l ationship be tween bureaucratization and p r o f e s s i ona l i za t i on

(Hall, 1968 : 92) .

Gordon (197 0) further de ve loped the ca reer orientati o n mod o I

by r e f e rri ng to bureaucratic ori en tat ion as " e s e t of attitude s ,

va l ues, and behaviours t h.a t are ch.ar acteristically fostered and

rew arded in Weber 's concept of burea ucratic organizations · (Gordon ,

1970: 2) . Gordon constructed a set ot t r v e categories which

pa rallel those of Weber. I n contrast to groundi nq r e sear c h on the

concept of ' yrofess ional, ' Gordon approached it trom t he n ther end

of t he con t i nuum i.e ., t he 'bure aucrat . ' The c a te gories he

construc t ed are as fo llows : (1) ·sel f · s ubo rd 1n a tion , ' re f er r i ng t o

a willingness to comply tully with the s ce cee wishes of a superior

and t o have d e c is i ons made by highA r au t hori t y ; (2 )

' c ompart mentalizati c n , ' r eterr i ng to complete contidence i n ex pert
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judgments and a need t o r es trict one' s co ncern t o one's own a rea of

specializa t ion ; (3) 'impe rsonalizati on , ' r e f e rr ing t o a preference

for impersona l or f o rmal relationshi ps wi th o t hers on t he job ,

pa r ticul arly with i ndividuals a t di f feren t organiza tional levels ;

(4 ) ' r ul e conformity , ' a desire for the security that t he f ollowi ng

o f r ules , regu la t i ons , and standard ope r ating proce dures a f f ords ;

(5 ) 'trad j.:ionali sm, ' a need for security prov ided by organizat i on

identific ati on and c on f ormity t o t he i n - g r oup no rm (Gor don,

197 0:2 ).

Gor d on 's (1970) f indings i nd i cate tha t b ureaucra tic a l ly (as

ap posed t o profes s i on a lly) or iented individuals place a higher

va lue on be i ng t r ea t ed a s impor tant by athe r e mpl oyees wi thin t he

or gani za t ion and on h a v ing clearl y defined work objec t ive s . The y

al s o plac e a l ower value an treati ng o t he r people with

consideration , an being in a leaders hip pos ition, and on se t t ing

h i gh standards o f a ccomplishment tor t hems e l ve s . Subsequent

co rrelations t o high degrees of bu reaucrati c o r ient at i on inc lude

au thori ta r ianism , dogmatism, acquiescence , r e l i g i ou s

conservativism , and a belief in hard work (Gordan , 1970 ) .

Othe r ot t itudi nal s t udies re lated t o bureaucrati c or i e n t a t i on

f oc us on c on f ormity t o r ules in bureaucratic settings. Kahn (1 971 )

measured conformity to superiors ' and group no rms on a range of

value ques t i ons i n a sample of 3,101 adult males. Kahn f oun d that

t here "is a smal l, but consistent tendency for men who work i n

bureaucratic organizations to be more i nt e llec t u a l l y flexible, more

open t o ne w exp e rience, and more self ~directed i n their values than
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are men who work i n nonbureaucratic organ i zations .. . th is may be a

result from bure auc r ac i e s drawing on a more educ a t ed work fo rce -

(Kahn, 1971 : 461 ) . I n add i tion, wha tever pressures for rule

adherence may ex ist within a bureaucracy se em to be of fse t by the

greater pr otec t i on from arbi trary authority pro v i ded by r ules and

procedures (Kohn , 1971 :473). I n other words , accord ing to xc nn.

bu reaucratization and r ule confo rmi ty may not. nec e ssa r ily be

positively correlated . .

Buchanan (1975) a nd Al linson (1986) looked at t he impact of

p r iva te sec tor ver sus public s ector empl oyme nt on atti tudes toward

r ules and proce du r e s . Buc ha nan fount! t ha t the protec tion c r r erec

by civil se rv i c e r e gul a t i on .: may allow gover nment employees t o

resist or ignore a variety of organizational norms and pressu re s .

Gove r nment employees were fo und t o be l e ss bureaucratic than

private se c t or employees. Al linson 's (1986) study co nc lu de d t ha t

ex t r eme bu r e auc ratic orientation was r are. Where i t ex isted ,

however, was - 1n the sel f - indulgent i ndus t r i a l admi ni s t r a t o r who is

most likely t o con f orm to the popular 1lllage o f the bureaucra t ic

man- (Allinson , 1986 : 54 ~55 l .

The s e s tudies identi fy t he existence of bureaucratic

o r i en tation and have a t t e mpted t o measure t he conce pt in va r i ous

ways across a variety of oc cupati ons. Howev er , t hey have not been

ap pl i ed spec ifically to counsellors and, fur t h e r mor e , all have

fallen short in t ha t t hey do no t empirically e xami ne t he

i mpl i c ations such a psychological orientat i on has f or oc cupa t i onal

p r actice . In measu" i ng werx ers " ori en t at i on on a profe ssional-
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bureauc r atic or cosmop olitan - local continuum, mos t of the st.udies

have based t he i r operat ionali zat ion on the ' professional' end of

t h e con t.Lnuum. Individua ls measuring ' hi gh ' on this c ont i nuum are

co ns i der ed 'professionals' and those measuring ' l ow' are cons i dered

'bureaucrats .' This study wil l mea sur e bureaucratic orientation

through use o f concepts whi c h are not biased t.owerds e i ther e nd of

the continuum. and therefore, c a n be vi ewed as a methodo l ogi c al

al te rnative to previous approaches .

I MPLI CAT IO NS AND SIGNIFICANCE or BUREAUCRATIC ORIENTATION FOR

COUNSELLING

The s ummary of previous research i dentifies the following a s

factors explaining di ffe rences between bureauc rat ic and

profess ional workers: (11 l eve l s of organizational l oya l t y : ( :<: )

conforming to professional standards adminis trati ve

requ ireme nts: (3) the amount of criticism level l e d by worke rs

tow ards the agency. Mea s u r e d ex tens i v e l y across a varie ty o f

occupations (for va r i ous case studies see Pa va l ko , 1972 ) , t hese

' t r a i t s' cons i s t en t with t he f unction alists' static

professional model (Gr een wood, 1957; Rothma n , 1984) whic h purports

to differentiate a p r o f es s i o n (al ) f rom a non- profession(al).

'rh Ls, r e s e a rc h project does no t a t t e mp t to

professionalism, but rather i ndividuals ' s oci a - ps yc hologi cal

orientation t o bureauc ratic s t ru cture s, t hat i s , the ir d e gree o f

bureaucratic orient a t i on whi ch ope r ationalized thr oug h

me e su re men t; of i mpersonalization , sel f -subo rdination , rule

18



conformi ty, and t.radi t.ionali sm. As ' prof e s siona l i sm' has general ly

be e n cons idered i nvers ely c orrelated to bureaucra tic structure

{Ha l l , 1968 ), i t i s r e a son a b l e to hyp o thes i ze that bureaucrati c

orientation is pos i t ively correlated wi t h bur e a ucr a tic s tructure.

In short , i ndiv i dual s employed in highl y s t ructured burea uc ra ti c

s e t t i ngs s hould di s pl ay ' hi g h ' l e vels of bureauc r a tic o rien t a tion ;

in less bu reaucratized organiza t ions i ndividual s should d ispl ay

'lower ' l evels of bureaucrat ic or i enta t i on .

The second r e la t i on s h i p t o be i nve stig a t e d conce r ns

bureaucrat ic orientation and occ upationa l prac tice . Accord i ng t o

Weber , an inc r e a s e in rational i za t ion is accompan ied by i nc reasing

bureaucratization (cce e r , 19 77 :2 3 3 - 44: Weber , 197 8). Bure au c raci e s

are characterized by ra ::.ional-1egal authori ty and are " Lnt.Lma t.e Ly

associated with the administrative met hod s o f developi ng

predi ctable soc i a l order that rose al ong wi th t he moder n sta te"

(Freidson, 1986: 3- 4 ). The se "admi.n fa cr e t Lve met hods"

characterized by a high degree o f standardization and

specialization (Larson, 1977:40; Pz-eLdao n , 1986:4 ) . As more and

mo re professiona ls employed i n complex organizat i ons

(Bacharach , Bamberger. , and Con l ey , 1990 ) , t he balance between t he

professional 's ne ed f or individua l i den ti t y and au tonomy a nd the

organization 's need for co l lective coordination and con t rol can

become a source of conflict. Four d imensions can be u s e d to

examine oc cupational practice . These are specialization,

s tand ar dizat i on , role co nflict, and degree of ' c l o s e ne s s ' to the

adminis t ration.
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With i n the bureaucratic orientation mode L, the c onc e p t of

'sel f -subordination ' re fers to a wi llingness to comply fully with

the stated wishes of a superior and to have deci s i ons made for one

by a h igher authority . It is proposed that those individuals

i ndicating 'high ' levels of self -sUbordi nation may i ndicate lesse r

degrees of rcte -ccnr r r c c a s their interests are closely ent; v,ined

wi th t hose of the adminis tration: conversely. i nd i v i du a l s meas u r ing

'low' may indic a t e high levels o f role conflict as t he dr s t ence

between professional autonomy and administrative interests is

widened .

Impersona l ization r efe r s t o "a pre ference for i mpersonal or

f ormal relat ionsh ips with others on t he job •• pa r ticularly with

individuals at different organ izational levels " (Gordon, 197 0 : 2).

Consequently, t he resul t may be t ha t couns e llor s measuring 'high'

on this dimension tend t o t a ke a programmatic and standardi zed

approach i n dea ling with c l i en t s ' problems (see Roberts, 1991: 144) .

In contrast, counsellors measuring 'low' may identify par t i c ul ar

prob l ems , specify obj ectives to be pursued, a ssess alternative

mean s , plan interv en t ions, and observe outcomes - - all of which are

cons i stent wi t h the · professional R literature on counsel ling (see

Ega n , 1975 ).

The four th dime nsion 'rule co nformity,' 1. e., " a de sire fo r

the security that the f ol lowi ng of r u l es , regulat i ons , and

standardized operating proc edu res prov i des" has be e n a ssoc i ated

wi t h a n i ndividual's leng t h o f t ime i n a part i c ul a r pos ition

(Sorenson ai.d Sorenson, 1974) a nd with ed ucational l evels

20



(Th.ompson , 19 61 ; Shu, 1963: and Scott , 1981 ) . s imilarly , the

diDlenslon of ' t.r R.d i tion a l!sm. ' Le ., a need for t.he securi ty

provided by organizati on a l i de n ti f i c a t i on and con f o rmi t y to the in ­

g r ou p norm , may also be associated with a n i ndividua l 's lengt.h ot

time in a particular pesition (Sorenson a nd Sorenson . 1914 ) .

These relationships will be subj ect. t o fur t her di s c us s i on in

Cha pters 3 and 4 .

CONCLUSI ON

The purpose of thi s study i s to attempt an ana lys i s o f

c ounsell ing an d c oun sel l ors by in t egr a t i ng t hree l e vels of

a na l y s i s : t h e s trr uc ture , attitudes, and behaviou r . As i ndica ted

by the l ite r ature c Lced , empirical studies partaininq t o specif i c

occupations have fa iled to integrate cnese three levels of a nalysts

i nto a singl e study . Therefore, the r e is very l ittle ex ist in g

l iterature from which to draw upo n theoret icallY lind

methodologically . In addi t ion , t he l i t e r a t u r e review h as po i nted

t o empi rical stud i e s pe rtaining to specific occupations as be ing

limited in thei r scope .

Al t hough the issue o f studying professionals i n organi za t i ons

is not ne w t o the sociolo9'Y of oc c upations, wha t is ne w i n chis

r e search i s t hat this ol d issu e of pro f es s i on als i n o r g a nizations

i s being applied to the new occupation o f co unsell i nq .

Furthe r mor e, it i s t he hope of tr.i s study t o go beyond t he

s t a nda r dized appro ac h of viewi ng pr o fess i onal behaviour as b ein9

d e termi ned s olely by t he o rgani za t ional structure . a nd t ha t beee us e
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of the unique na tu re of counselling this study will produce r esults

differen t f r om previous studies.



CHAPTER TWO

METHODOLOGY

INTRODUCTION

This c hapter consis ts o f two section s. The fi rs t secti on

out l i ne s the research des ign whi l e the second di scusses the data

an a l ysi s procedure. This s tudy was des i gned as a co mpa r i son o f

co uns el l o r s employed in diffe rent b ureauc rat i c se t t ings . The

concepts provi d ing t he ·basis for comp ar i so n are t he bureauc r a t ic

structure , t he bureaucra t i c o rien ta t i on o f counsellors. and t he

occupational prac t ice o f counse llors . The bureeucre t .Lc s t ruc t ure

was measured using open - ended questions administe re d info r mally to

supe r vi s or s i n each organizat i on . The da t a ga thered were t hen

cate go ri ze d and subsequently divided into t wo d i sc r ee t groups.

Bureaucratic orientat ion was measur ed using a closed-ende d

questionnaire administered to re spondents at the beg inning of ea ch

interview . Responses were measured on a Likert scale an d are

prese nted in tabular form (see Table 2 . 6, page 41). Counselling as

practised by the i nte r vi ewe e s was meas ured using ope n - e nded

questions and subsequently coded .

SECT ION I: RESEARCH DES :':GN

Propos i t ion t o be I nve s t i gat ed

The main proposition to be investigated is t hat the type of

organizational s tructu re is r e l a t ed to the degr e e of bureaucratic

orie n t a t i on of individuals i n the organization which there fore

i n f l uenc e s the practice of counselling i n different bureauc r at ic

settings .



The d i rection »t: causality and the concepts investigated are

represented diag r amma t i cally in Figure 2 : 1 :

FIGURE 2: 1

THEORETICAL :

8UREAUCRATIC ~ ~ - - - ~ - - >BUREAUCRAT I C- - - - - - - - >OCCUPATIONAL

STRUCTURE ORIENTA TION

OF COUNSELLORS

PRACTICE

OF COUNSELLORS

I NDICA TORS :

- hi e r a r chy

-h iri ng /firing

procedures

- f cc evaluation

- sel f.- subordination - s t anda rd i z a tion

- i mpe r s onaliza tion - spec i al i z a t i on

-ruae conformity - r ela t i ons h i p to

- t.r e ca tlona l1sm administration

-pol icy implementation - r ol e confl ict

OPERATIONALI ZATIO N

Counsellors

The l a ck of any ob jective or standardized de fin i tion of

•counselling' is evident f rom both counselling and sociological

l iterature . I n addition . most defini tions lend themselves t o

ambiguity . Murgatroyd {19821. for example . provides a non -

exhaus t ive l i s t consisting of twenty-three different definitions of

counselling . According to Wool f e . et a l. ( 1981 ) . this multitude of

definitions i s a result "o f the complexities of the pr o cess of
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helping" and the nWllber of possible approaches to do ing so (Woolf e ,

et a l .. 198 7 :]4) . A ge ne r a l t heme running tbrouqh t he s e

defini t.Lons , ho wever, is the not ion tha t couns elling i s ab o ut

he lping people t hr ough the us e of psychological theor ies "towards

r e s pons i b l e independence, dev e lopment of max imum po t e n t i a l , [and]

self -actualization" (Arbuckle, 1967). The general role of t he

counse llor, therefore, becomes that of a ' s k i l l ed helper' who

performs these tasks (Ega n , 1975 ). By using these de f i n i tio nal

themes , a target population was identiUeo .

I ndividual counsellors were selec ted f or this study if t he y

f ulfilled all of t h e following three cri teria : (1 ) individuals who

perform t he r ole of a 'skilled helper' using psychologically -based

theories for in teraction with the client; (2 ) individuals havi ng a

self - i de n t i fi c a t i on as B counsellor; and (]) i ndiv idua l s employed

a s f ul l-ti me c ouns e l l o r s . The intent of these parameters is to

p roduce a homogeneous target population whose pr i mary occupation is

c oun se l ling whi le still ma i n t a ining the genera l definitional themes

f r om t he literature i mpl i c i t in t h e te rms 'counsellor' a nd

' coun s e l l i ng . ' This opera tiona l i za t i on is consi stent with t he

'trait ' mode l of p rofessions which includes three core

c h a r a c t e r i s t i c s -- a body o f theore tical and tech nica l knowledge,

a serv ice or ientation (To re n, 197 5: 32 5) and t he notion that a

pro fes s i on is a f ull-ti me occupation (Rothma n, 1984:62 ·66) . Al s o ,

f or co mparative pu r poses , counee i.tcr- selec ted must be e mpl oyed in

b ureaucratic s e t t ings , L e. , orga ni za t i ons whi c h ha ve a structure

c onsisten t with the We be r ian c onc e p t o f bu reaucrac y as an ' i d e a l
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type .' Operationalizat ion based on these criter ia excluded such

groups a s cou nsel lors 1n private practices , volunteer and per-c-tame

counsellors , and i ndividu als who provide counselling services as a

secondary part of a di fferent oc c up ation . A l ist of or ganizations

i n St . Jo hn's which employ cou nsellors co nsistent with t he ab ove

definition is found i n Appe ndix c.

Organizational Structure

As t he basis for comparison, two d iscrete groups of

organizat i ons were c ons t r ucte d ba sed on the i r bureaucrat ic

st r uc t ure . Us i ng an i nt e r vi ew with supervisors i n or gan izations

empl oy i ng counsel lors, which was open -ended a dmi ni s t er ed prior t o

i nte r vie ws with coun sel l ors taking place, the r eve " of

bu r eau cratization of ea ch organ ization was meas ured using the

followi ng dimensi ons: (1 ) hi e r a r ch y _. Le ., the nWnber of levels

of supervision: (2) where the u ltimate authority for hiring and

fi ring lies (L e. , within or outside of t he work. unitl; (3) where

the ultimate responsibili ty for establishing and amending policy

lies (Le., wi thin or ou tside o f the work unit ) ; and (4) where the

r e spons i bili t y for j ob performance and evaluation lies (Le .,

within or outs ide of t he work un i t) . As many of the organizations

employing cou nsellors 1n St . John 's can be described as small work

un its or departments within larger bureaucracies , these variables

indicate hath the 'bureaucratic structure ' and 'level of autonomy'

t ha t these work un its possess. Thi s is sub ject to further

d iscussion i n the findings section of this thesis.
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Bureaucratic Orientation

Bureaucratic or ienta t ion was ope rational i zed using the

fol low ing set of fou r categories wh i ch toge t her measure in d i vidual

attitudes i n bureaucrat i c settings: ( 1) s elf-subordina tion , or a

willi 'lgness to comply fu lly wi th the sta ted wishes o f a superior

and to have dec isions made for one by highe r au tho rity; (2)

impe r s onali za tion, or a p re fe rence for i mperso na l or fo r mal

re lationships wi t h others on t he j ob , particular ly with i ndividua l s

at a different organizational l eve l ; (J } r u l e con fo rmi ty , or a

des ire for t he secur i ty a f f o rded by adh erence t o ru l es ,

regulations , and s tandard operating procedures ; (4 ) t r aditiona lism,

a need f o r the securi ty provided by organizationa l

identi f ication an d co nfo r mi t y t o i n -g r oup norms . Thes e c oncepts

were meas ured using ordinal level indicators consisti ng o f Likert

scale responses . The i ndicators, deve loped by Gor don (197 0}, have

been us ed with va lid and r e l i ab l e r e s ul t s across a varie ty o r

occupations (f or 0. l i s t of case studies see Gordon, 1911 ) .

Military pers "o;,\el have been shown t o display the highest

levels of bureaucratic orientation (Go r don , 1911:8) and at the

initi al stages o f this r e se arch it was suspec ted that when applied

to co unse llors . those working in minimally bureaucratized setting s,

would demonstrate t he lowest levels of bureaucratic orien t a t i on .

Conv e r s e ly , counsel lors work ing wi t hi n highly bu re aucratized

settings, t he educational s ystem fo r ex ampl e , were expec ted t o

demonstra te the highest l ev e l s of bureaucratic orientation .

Wi t h minor ch anges ';0 make it a ppl icable to this research ,
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