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Abstract
The objective of this thesis is to explore the relationship
between bureaucracies and counselling. More specifically, this
research will examine how bureaucratic structures influence
counsellors’ attitudes and occupational behaviour. Based on the

distinction between aut and heter bureaucracies, two

contrasting work settings were defined and operationalized. The
attitudes of counsellors were measured using the concept
‘bureaucratic orientation’ and counsellors’ jobs were examined
using the dimensions standardization and specialization of
occupational practice.

Forty counsellors were interviewed. Nineteen counsellors were
from autonomous settings and twenty-one from heteronomous settings.
Interviews consisted of open and close-ended questions and lasted
approximately one hour.

The findings indicate that counsellors’ attitudes within
bureaucratized settings are determined not only by the degrec of
bureaucratization within each organizational setting, but also by
the length of time spent in the work unit, level of education, and
the position held within the organization. The findings also
indicate that specialization and standardization of occupational
practice are positively correlated with bureaucratization.

Differences by gender were found to be significant. Women in
counselling were found to be inarqinalized. On all the dimensions

measured, women were subordinate to men. Women were also over-

rep: d in highly bur ized settings. Female counsellors

ii



were more bureaucratically oriented than males, had spent less time
in the organization than males, and were more likely to possess
vocational as opposed to academic degrees. In contrast, males were
over-represented in autonomous settings, displayed lower levels of
bureaucratic orientation than females, had spent more time in the
organization, and were morc likely to possess advanced academic
degrees.

The evidence does not support the existence of bureaucratic-
professional conflict, although the potential for this conflict
exists to a greater degree in autonomous work units than in highly
bureaucratized (heteronomous) work units. The research also points
to the socialization aspect of education and the type of education
undertaken by counsellors as being major factors in formulating
attitudes towards bureaucracies and in determining the place of

employment.
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CHAPTER 1
RESEARCH PROBLEM

Today counsellors are employed in a wide variety of settings.
These settings include colleges and universities, clinics and
hospitals, schools and business organizations, employment agencies
and community centres and numerous other organizations. The growth
of counselling can be seen as part of the expansion of the 'helping
professions’ which is a’'relatively recent phenomenon stemming from
advanced industrialization. The expansion of the helping
professions has been seen as "part of the growth of tertiary
service occupational functions and the development of expertise"
(Gerstl, 1969:2). As Wilensky and Lebeaux claimed, "the growth in
scale and complexity of social organizations...[has created] a
demand for liaison and contact men of all kinds...we need guides,
so to speak, through a new kind of civilized jungle" (Wilensky and
Lebeaux, 1958:286). The growth of counselling, in other words,
reflects both the complexities of contemporary society and the
endorsement of personal services by the wider society.

Perhaps because of the diversity of counselling, sociological
research has, by and large, failed to apply two major aspects of
theory developed in the sociology of organizations cud occupations
to counselling. The first of these is the important body of
sociological research hich points to the activities, programs, and
goals of individuals being determined by the organizaticns within
which these individuals are located. Organizations influence in
varying degrees the attitudes and occupational behaviour of those

employed within the organizational setting. The second aspect of



theory is the fact that occupations themselves are stratified. The
field of counseliing is not limited to the practice of
"professional” counsellors. Rather, counselling roles are
frequently played by policemen, teachers, physicians, lawyers,
ministers, and countless others in less formal positions. In other
words, counsellors themselves are stratified and vary in their
degree of 'professionalism.’

This thesis focuses on counselling taking place in
bureaucracies by measuring ‘professional’ counsellors’ commitment
to the attitudes and values fostered in bureaucratic settings and
the relationships between counsellors’ attitudes and their
occupational practice. The integration of structural, attitudinal
and behavioral aspects of occupations is in itself theoretically
undeveloped. Furthermore, no previous research exists which has
combined all three of these dimensions into a single empirical
study.

The specific questions to be investigated in this research
include: (1) Are counsellors employed in bureaucratic settings
merely bureaucrats who carry out the bureaucratic regulations or do
they display characteristics consistent with the concept of
‘professional?’; (2) If so, what factors encourage professionalism
within a bureaucracy?; (3) Do the interests of counsellors lie not
with the client, but in maintaining the organization’s status quo?;
(4) what type of information is passed on to the client, and more
generally, are counsellors the autonomous ’'professionals’ that much

of the counselling literature would lead one to believe?



To examine the relationship between bureaucracies and
counselling, counsellors employed in contrasting bureaucratic
settings in St. John's, Newfoundland were studied. This rescarch
involved the use of taped interviews consisting of standardized
open- and close-ended questions. An in-depth methodological
discussion is presented in Chapter 2 and the research instruments

are included in the appendices.

LITERATURE REVIEW
Theoretical Overview

Central to the sociology of organizations and occupations arc
the concepts 'professional’ and ‘bureaucrat.’ According to Weber,
the professional or "expert" is one who adopts a particular code of
ethics (Gerth and Mills, 1980). The code of ethics requires the
expert to adhere to rationality "in the form of faithful execulion
of rules regardless of disagreement, preservation of the impersonal
charactev of the rules, and the confining of one’s authority to the
limits of one's legally defined competence" (Bendix, 1947:4556).
This code reinforces the requirements of the bureaucracy (Gerth and
Mills, 1980:228).

The supreme chief of the bureaucracy (like the expert)
occupies his/her position of dominance by virtue of appropriation
and sets the goals of the organization, justifies the promulgation
of rules as the best way to achieve the goals of the organization,
and couches 2ll of his or her activities in the claim that their

actions are in the best interests of the clients (Weber, 1978:220).



These characteristics, it has been argued, do not distinguish an
expert (i.e., professional) from a bureaucrat, but rather confuse
the two concepts by ambiguously equating the concept of expert with
bureaucrat (Parsons, 1947:58). In addition, it has been argued by
Nass (1986) that Weber confuses the concepts of expert with
bureaucratic organization in that Weber (1978)  claimed
bureaucracies (like experts) dominate their clients through
institutionalized claims of technical efficiency and expertise and
attempt to gain authority over their clients through state-endorsed
rules.

Weber's somewhat ambiguous discussion provided the basis for
Parsons’ (1947) critique. In the introduction to Weber’s The
Social and Economic Organization of Society (1947), Parsons
suggests ti.at Weber’s model of bureaucracy is ill-equipped for the
study of professionals (Parsons *‘n Weber, 1947:iv). According to
Parsons, Weber ignores the fact that professionals are
fundamentally different from bureaucrats in that "a professional is
characterized by technical training and expertise, a service
orientation based on a code of ethics, and institutionalized
credentials" (Parsons cited in Weber, 1947:iv). It is arguable,
however, that these characteristics may also apply to bureaucrats.

Parsons’ criticisms led to the development in the early 1950s
of the structural-functionalist model which was instrumental in

creating a grand theory of the professionalization of ion:

in modern capitalist society (Benoit, 1989). At the core of this

grand theory are a number of attributes (referred to as 'traits’)



which theoretically distinguish a ‘profession’ from a ‘non-
profession.’ The trait selected by most writers to identify and
define a profession is the notion of work autonomy, i.e., the
ability to work independently (Goode, 1960; Greenwood. 1957;
Kornhauser, 1963; Marcson, 1960; Merton and Barber, 1963).

Since the 1950s, the increasing bureaucratization of
professions (Pavalko, 1988:174), accompanied by a shift in work
locale from small private practices to large organizational
contexts (Hall, 1987), has resulted in the trait approach to the
professions being challenged (see Larson, 1977:178-9). Within the
Weberian framework, writers have hypothesized that occupations
considered professions (the classic examples being doctors and
lawyers) and characterized by high autonomy have undergone a
process of ‘Ceprofessionalization’ (Haug, 1973; Rothman, 1984;
Toren, 1875). This position views bureaucracies as imposing
external limitations and constraints upon professions, the result
being a decline in professional autonomy and increasing
accountability and subordination to the bureaucratic structure
rather than to a professional association or client. Pavalko
(1988:188-95) has even proposed the notion that bureaucracies serve
essentially as a means of social control.

Empirical studies investigating variations in occupational

pr onalization versus ization of ions do so

primarily through operationalization of the concept ‘autonomy,’
(see, for example, Hall, 1968; Benoit, 1989; 1992). However, just

as occupations themselves vary in their degree of



professionalization so do individuals (Ritzer, 1972:45). Hall
(1968) states that the professional model consists of both
structural and attitudinal variables. The former being
professionalization and the latter professionalism. Arguably,
these two 'levels’ should be kept analytically distinct.

Weber (1978) claims that the individual conforms to the
requirements of the position, which thereby ensures reliability of
behaviour through rules and regulations designed to standardize
operating procedures. These rules and regulations are internalized
in wvarying degrees by individuals employed in bureaucratic

organizations (Gerth and Mills, 1980; Merton, 1957; Kohn, 1971).

Career Orientation Model

In order to examine the impact that the bureaucratic structure
has on the individual practitioner, the ’‘career orientation’ model,
based on Weber's concept of bureaucracy as an ‘ideal type,’ has
been employed in this research. Explicit in this concept are the
principles of fixed rules, hierarchical offices, a reliance on
conformity and expert judgments, an impersonal social environment,
and the notion of career (see Gerth and Mills, 1980:196). Out of
these structural level features developed the concept of a
'bureaucratic personality’ which focuses on the effects bureaucracy
has on the individual (Merton, 1957).

Merton (1957:200) claims that structural features of the
bureaucratic setting are established to ensure reliability and

adequacy of workers' performence. However, an emphasis on rules,



discipline, and a graded career can lead "to an over-concern with
strict adherence to regulations which induces timidity,
conservativism, and technicism" (Merton, 1957:201). These
characteristics may also lead to the willingness of workers to
subordinate themselves to a superior, to restrict themselves to a

narrowly prescribed area of activity, to have full confidence in

the judgment of ‘'experts,’ to maintain impersonal on-the-job
relationships, to follow rules exactly, and to accept
organizational and in-group norms (Gordon, 1971:61). Each of these

characteristics have been incorporated into the ‘career orientation
model’ (Foster, 1990:225). 'This model will be applied to
counsellors employed within bureaucratic settings in St. John's,
Newfoundland.

The career orientation continuum runs from ‘professional’ at
one end to ‘bureaucratic’ at the other end. Professionally
oriented individuals use an external group, a professional
association, for example, for the purpose of defining their
ambitions, values, and other aspects of personal status.
Bureaucratically oriented individuals wuse their employing
organization for the same purpose, and consequently, these
individuals are the most likely to internalize organizational rules
and become trapped into the dysfunctional application of these
rules. In contrast, professionally oriented individuals tend to
see the organizational rules as, at best, a means to an end and
frequently as obstructions to professional autonomy (Foster, 1990).

Professionals are less likely to attach much symbolic meaning to



bureaucratic rules, but they may, however, be subject to rules and
regulations within the structure of their profession.

The career orientation continuum provides a methodological
alternative to the often used (and often definitionally
problematic) 'professional-versus-unprofessional’ approach to the
study of occupational practice (Goode, 1960; Greenwood, 1957; Hall,
1968) . The career orientation model which focuses on the
individual’s psychological relationship to a bureaucratic structure
has been used to measure the attitudinal dimensions of counsellors
working in bureaucratic settings in St. John’s and, furthermore, to
examine the relationship between bureaucratic orientation and how

counselling is actually practised.

Previous Empirical Studies

The career orientation model is based on Weber’'s discussion of
bureaucracy which emphasizes rules, obedience, and hierarchy (Gerth
and Mills, 1980). Each position has well defined activities which
are stable, predictable, and minimally influenced by personal
considerations (Foster with Jones, 1978:348). Employees function
as representatives of a particular position which defines the
degree of formality and the nature of the relationships to be
observed. Ultimate control of the organization rests at the top of
the hierarchy. Reliability of behaviour is maintained by
directives, rules, regulations, and by standard operating
procedures which prescribe the exact manner in which duties are to

be performed. Weber’'s model of bureaucracy applies to the



structural level. The career orientation model, which describes
the bureaucratic orientation of the individual employed in a
bureaucratic setting, refers to the individual level. It is a
personality construct which describes the set of values, attitudes,
and behaviours that are characteristically fostered and rewarded in
the bureaucratic organization.

Bureaucratic orientation as a personality construct was first
identified by Merton- (1940). Merton proposed that work
environments represented by the bureaucratic organizational model
would appeal to individuals with specific personality
characteristics (Gordon, 1970:5). Research based on this
proposition take one of two approaches. The first is the
attitudinal study which uses general or abstract questionnaire
items to discern the respondent's relative commitment to rules.
The second approach asks subjects to speculate on how they would
act in specific rule conflict situations and/or how they think
others would behave in such dilemmas (Foste., 1990:228). The most
common literature related to bureaucratic orientation involves
attitudinal studies which are relatively inexpensive and easy to
administer. Consistent with the nature of this research, diséussion
of previous studies will be limited to the attitudinal approach.

The first comprehensive examination of Merton's assertions was
provided by Gouldner (1957). Gouldner's discussion (based on Weber
and Merton) centred around the ‘local’ (i.e., bureaucratic
orientation) and ‘cosmopolitan’ (i.e., professional orientation)

typology. Gouldner viewed these orientations as falling along a



continuum. They are differentiated by varying degrees of
organizational loyalty, commitment to specialized skills, and
orientations to outside reference groups. To be cosmopolitan is to
be low in organizational loyalty, high in commitment to specialized
skills, and high in orientation to outside reference groups. The
locals are opposite on each of these dimensions. Professionals
retain their identification with their professional group, are
highly committed to their profissional skills, and look for social
support from professional colleagues outside the organization as
well as within. Such invclvement in the larger network of
professional relations that cuts across organizations was said to
indicate a 'professional’ orientation (Blau and Scott, 1962:64).
Other individuals have less commitment to their specialized skills,
come to identify with the particular organization by which they are
employed and its program and procedures, and are more concerned
with gaining the approval of administrative superiors inside the
organization than that of professional colleagues outside. These
individuals were defined by Gouldner as "bureaucratically oriented"
(Gouldner, 1957).

Hughes (1958) called attention to the "itinerant
professional," who, "being more fully committed and more alert to
the new developments will move from place to place seeking ever
more interesting, prestigeful, and perhaps more profitable
positions" (Hughes, 1958:136). Reissman (1958) confirmed this
observation in his study of forty middle-level bureaucrats by

suggesting the label "functional bureaucrat" for the type of worker
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who "is oriented toward and seeks his recognition from a given
professional group outside of rather than within the bureaucracy"
(Reissman, 1958:308). Two other studies of professional groups
examined the conflict between the professional and the
organization. Caplow and McGee (1958:85) in their study of the
process of recruitment in a sample of universities provided a
specific example of this loyalty struggle:

Today, a scholar’s orientation to his institution

is apt to disorient him to his discipline and to

affect his professional prestige unfavorably.

Conversely, an orientation to his discipline will

disorient him to his institution, which he will

regard as a temporary shelter where he can pursue
his career as a member of the discipline.

Wilensky (1956) studied intellectuals in labour unions. The
largest and most stable category was the "professional service"
type whose distinguishing characteristics included an orientation
to a colleague group outside the union (Wilensky, 1956:129-144).
Unlike the other types described by Wilensky, these "experts" were
less concerned about .oyalty to the labour movement, many admitting
that they would consider company employment. In general, they
desired positions where their skills could be used to best
advantage and were willing to consider any move that would enhance
this possibility (Wilensky, 1956:132).

As previously stated, the first systematic study of conflict

between organizational and prof ional commitment was carried out

by Gouldner (1957) in a small, private, liberal arts college.

Gouldner constructed Guttman-type scales to measure loyalty to the

11



employing organization, commitment to specialized professional
skills, and reference group orientation. He found that high
commitment to professional skills and an orientation to outside
reference groups were associated with low loyalty tc the college.
Generalizing from his data, Gouldner concluded that although Weber
implied that the more expert an organization’s personnel the more
efficient and stable the organization would be, "there seem[ed] to
be some tension between an organization's bureaucratic needs for
expertise and its social-system needs for loyalty" (Gouldner,
1957:281) .

In short, these early studies have for the most part concluded
that professionals have a ’‘cosmopolitan’ orientation manifesting
itself in a lack of loyalty to particular organizations and a
willingness to move from one employer to another, whereas those
less committed to professional skills are usually ‘locals’ with
strong feelings of loyalty to their organization (Blau and Scott,
1962:66) .

Blau and Scott’'s (1962) study attempted to explore Gouldner's
concept further. Specifically, Blau and Scott tested the
hypothesis that there exists an inverse relationship between
professional commitment and organizational loyalty. The index they
constructed was devised to measure a professional orientation among
social work staff. The index consisted of two parts. First,
commitment to professional skills as indicated by some graduate
training in social work, and second, orientation to professional

reference groups outside the agency. Considering the first

12



dimension, it was assumed that graduate training in social work was
indicative of superior commitment to professional skills. With
regard to reference-group orientation, workers who chose both
prefessional people outside the agency and professional books and
journals as two of the three sources from which they obtained most
intellectual and professional stimulation were considered to be
oriented to outside reference groups.

Blau and Scott's methodology consisted of dividing respondents

into four groups: (1) professionals -- workers who had graduate
treining and were oriented towards outside reference groups;: (2)
reference group only -- workers oriented to outside reference

groups, but lacking graduate training; (3) training only -- workers
having graduate training but not choosing outside reference groups;
(4) bureaucrats -- workers without graduate training and not
oriented to outside reference groups. By retaining these four
groups Blau and Scott were able to differentiate workers by their
orientation.

In order to determine how workers in thesc categories differed
on certain activities and attitudes, Blau and Scott correlated each
category with specific activities and attitudes. For example,
workers with a professional orientation might be expected to attend
more social work conferences and be more active in local welfare
activities than workers with a bureaucratic orientation.
Professionally oriented workers might be expected to express the
belief that supervisors should have a graduate degree in social

work rather than have only work experience in the field. They
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might also be expected to be more concerned than workers with a
bureaucratic orientation about furthering the interests of clients.
Blau and Scott's data supported these hypotheses. Their findings
indicated that in all cases professionals were most likely to
exhibit professional characteristics, bureaucrats were least
likely, and mixed types tended to be intermediate.

Blau and Scott's findings were based on measurement of
workers’ loyalty to the social work agency. Workers who stated
that they would consider leaving their recent position at a similar
or lower salary were considered to exhibit low loyalty to the
agency; second, workers were asked whether or not they expected to
be working in the agency five years from now, and if not, what they
expected to be doing. Those who expected to leave the agency
during this period, but to go on working in the field of social
welfare were considered to exhibit low loyalty. It was found that
professionals were somewhat more apt to be willing to leave and to
expect to leave than were bureaucrats. Blau and Scott’s findings
support the hypothesis that a professional orientation is inversely
related to organizational loy.lty and that professionals tend to be
cosmopolitan and not locals (Blau and Scott, 1962:69).

For the most part these studies tended to substantiate the
existence of different bureaucratic and professional orientations.
Merton (1940) initially defined bureaucratic orientation as a
personality construct; Gouldner’s (1957) cosmopolitan-local
dichotomy extended upon Merton’s work by providing a theoretical

typology which Blau and Scott (1962) empirically examined.
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In a 1968 study "P ionalization and ization,"

Hall (1968) measured both structural and attitudinal aspects of

professionals working in bureaucratic settings. Hall incorporated

three ‘levels’ for analysis -- the general social structure, the
organization, and the attitudinal dimensions of
professionalization. The attitudinal dimensions of

professionalization were measured using a standardized Likert scale
based on the ‘trait’ - approach, i.e., using the professional
association as a major reference; a belief in service to the
public; belief in self regulation; a sense of calling to the field;
and a feeling of autonomy in work (Hall, 1968:95). Hall's
conclusions indicated that there appeared to be an inverse
relationship between bureaucratization and professionalization
(Hall, 1968:92).

Gordon (1970) further developed the career orientation model
by referring to bureaucratic orientation as "a set of attitudes,
values, and behaviours that are characteristically fostered and
rewarded in Weber’s concept of bureaucratic organizations" (Gordon,
1970:2) . Gordon constructed a set of five categories which
parallel those of Weber. In contrast to grounding research on the
concept of ‘rrofessional,’ Gordon approached it from the nther end
of the continuum i.e., the ‘bureaucrat.’ The categories he
constructed are as follows: (1) ’self-subordination,’ referring to
a willingness to comply fully with the stated wishes of a superior
and to have decisions made by higher authority; (2)

‘compartmentalizaticn, ' referring to complete confidence in expert
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judgments and a need to restrict one’s concern to one’s own area of
specialization; (3) ‘impersonalization,’ referring to a preference
for impersonal or formal relationships with others on the job,
particularly with individuals at different organizational levels;
(4) 'rule conformity,’ a desire for the security that the following
of rules, regulations, and standard operating procedures affords;
(5) ‘tradi:ionalism,’ a need for security provided by organization
identification and conformity to the in-group norm (Gordon,
1970:2) .

Gordon's (1970) findings indicate that bureaucratically (as
opposed to professionally) oriented individuals place a higher
value on being treated as important by other employees within the
organization and on having clearly defined work objectives. They
also place a lower value on treating other people with
consideration, on being in a leadership position, and on setting
high standards of accomplishment for themselves. Subsequent
correlations to high degrees of bureaucratic orientation include
authoritarianism, dogmatism, acquiescence, religious
conservativism, and a belief in hard work (Gordon, 1970).

Other attitudinal studies related to bureaucratic orientation
focus on conformity to rules in bureaucratic settings. Kohn (1971)
measured conformity to superiors’ and group norms on a range of
value questions in a sample of 3,101 adult males. Kohn found that
there "is a small, but consistent tendency for men who work in
bureaucratic organizations to be more intellectually flexible, more

open to new experience, and more self-directed in their values than
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are men who work in nonbureaucratic organizations...this may be a
result from bureaucracies drawing on a more educated work force"
(Kohn, 1971:461). In addition, whatever pressures for rule
adherence may exist within a bureaucracy seem to be offset by the
greater protection from arbitrary authority provided by rules and
procedures (Kohn, 1971:473). In other words, according to Kohn,
bureaucratization and rule conformity may not necessarily be
positively correlated. -

Buchanan (1975) and Allinson (1986) looked at the impact of
private sector versus public sector employment on attitudes toward
rules and procedures. Buchanan found that the protection offered
by civil service regulations may allow government employees to
resist or ignore a variety of organizational norms and pressures.
Government employees were found to be less bureaucratic than
private sector employees. Allinson’s (1986) study concluded that
extreme bureaucratic orientation was rare. Where it existed,
however, was "in the self-indulgent industrial administrator who is
most likely to conform to the popular image of the bureaucratic
man" (Allinson, 1986:54-55).

These studies identify the existence of bureaucratic

orientation and have at to the in various
ways across a variety of occupations. However, they have not been
applied specifically to counsellors and, furthermore, all have
fallen short in that they do not empirically examine the
implications such a psychological orientation has for occupational

practice. In measuring workers’ orientation on a professional-
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bureaucratic or cosmopolitan-local continuum, most of the studies
have based their operationalization on the ’'professional’ end of
the continuum. Individuals measuring 'high’ on this continuum are
considered ‘professionals’ and those measuring 'low’ are considered
‘bureaucrats.’ This study will measure bureaucratic orientation
through use of concepts which are not biased towards either end of
the continuum, and therefore, can be viewed as a methodological

alternative to previous approaches.

IMPLICATIONS AND SIGNIFICANCE OF BUREAUCRATIC ORIENTATION FOR
COUNSELLING

The summary of previous research identifies the following as
factors explaining differences  between bureaucratic and
professional workers: (1) levels of organizational loyalty; (2z)
conforming to professional standards or administrative
requirements; (3) the amount of criticism levelled by workers
towards the agency. Measured extensively across a variety of
occupations (for various case studies see Pavalko, 1972), these
‘traits’ are consistent with the functionalists’ static
professional model (Greenwood, 1957; Rothman, 1984) which purports
to differentiate a profession(al) from a non-profession(al).

This research project does not attempt to measure
professionalism, but rather individuals’ socio-psychological
orientation to bureaucratic structures, that is, their degree of
bureaucratic orientation which is operationalized through

measurement of impersonalization, self-subordination, rule
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conformity, and traditionalism. As 'professionalism’ has generally
been considered inversely correlated to bureaucratic structure
(Hall, 1968), it is reasonable to hypothesize that bureaucratic
orientation is positively correlated with bureaucratic structure.
In short, individuals employed in highly structured bureaucratic
settings should display 'high’ levels of bureaucratic orientation;
in less bureaucratized organizations individuals should display
'lower’ levels of bureaucratic orientation.

The second relationship to be investigated concerns
bureaucratic orientation and occupational practice. According to
Weber, an increase in rationalization is accompanied by increasing
bureaucratization (Coser, 1977:233-44; Weber, 1978). Bureaucracies
are characterized by rational-legal authority and are "intimately
associated with the administrative methods of developing
predictable social order that rose along with the modern state"
(Freidson, 1986:3-4). These ‘"administrative methods" are
characterized by a high degree of standardization and
specialization (Larson, 1977:40; Freidson, 1986:4). As more and
more professionals are employed in complex organizations
(Bacharach, Bamberger, and Conley, 1990), the balance between the
professional’s need for individual identity and autonomy and the
organization’s need for collective coordination and control can
become a source of conflict. Four dimensions can be used to
examine occupational practice. These are specialization,
standardization, role conflict, and degree of ‘closeness’ to the

administration.
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Within the bureaucratic orientation model, the concept of
‘self-subordination’ refers to a willingness to comply fully with
the stated wishes of a superior and to have decisions made for one
by a higher authority. It is proposed that those individuals
indicating ‘high’ levels of self-subordination may indicate lesser
degrees of role-conflict as their interests are closely entwined
with those of the administration; conversely, individuals measuring
‘low’ may indicate high levels of role conflict as the distance
between professional autonomy and administrative interests is
widened.

Impersonalization refers to "a preference for impersonal or
formal relationships with others on the job -- particularly with
individuals at different organizational levels" (Gordon, 1970:2).
Consequently, the result may be that counsellors measuring ‘high’
on this dimension tend to take a programmatic and standardized
approach in dealing with clients’ problems (see Roberts, 1991:144).
In contrast, counsellors measuring ‘low’ may identify particular
problems, specify objectives to be pursued, assess alternative
means, plan interventions, and observe outcomes -- all of which are
consistent with the "professional" literature on counselling (see
Egan, 1975).

The fourth dimension ‘rule conformity,’ i.e., "a desire for
the security that the following of rules, regulations, and
standardized operating procedures provides" has been associated
with an individual’'s length of time in a particular position

(Sorenson and Sorenson, 1974) and with educational levels
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(Thompson, 1961; Blau, 1963; and Scott, 1981). Similarly, the
dimension of ‘traditionalism,’ i.e., a need for the security
provided by organizational identification and conformity to the in-
group norm, may also be associated with an individual’s length of
time in a particular pcsition (Sorenson and Sorenson, 1974).
These relationships will be subject to further discussion in

Chapters 3 and 4.

CONCLUSION

The purpose of this study is to attempt an analysis of
counselling and counsellors by integrating three levels of
analysis: the structure, attitudes, and behaviour. As indicated
by the literature cited, empirical studies pertaining to specific
occupations have failed to integrate these three levels of analysis
into a single study. Therefore, there is very little existing
literature from which to draw wupon theoretically and
methodologically. In addition, the literature review has pointed
to empirical studies pertaining to specific occupations as being
limited in their scope.

Although the issue of studying professionals in organizations
is not new to the sociology of occupations, what is new in this
research is that this old issue of professionals in organizations
is being applied to the new occupation of counselling.
Furthermore, it is the hope of this study to go beyond the
standardized approach of viewing professional behaviour as being

determined solely by the organizational structure, and that because
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of the unique nature of counselling this study will produce results

different from previous studies.



CHAPTER TWO

METHODOLOGY

INTRODUCTION
This chapter consists of two sections. The first section
outlines the research design while the second discusses the data
analysis procedure. This study was designed as a comparison of
counsellors employed in different bureaucratic settings. The
concepts providing the -basis for comparison are the bureaucratic
structure, the bureaucratic orientation of counsellors, and the
occupational practice of counsellors. The bureaucratic structure
was measured using open-ended questions administered informally to
supervisors in each organization. The data gathered were then
categorized and subsequently divided into two discreet groups.
Bureaucratic orientation was measured using a closed-ended
questionnaire administered to respondents at the beginning of each
interview. Responses were measured on a Likert scale and are
presented in tabular form (see Table 2.6, page 41). Counselling as
practised by the interviewees was measured using open-ended

questions and subsequently coded.

SECTION I: RESEARCH DESIGN
Proposition to be Investigated
The main proposition to be investigated is that the type of
organizational structure is related to the degree of bureaucratic
orientation of individuals in the organization which therefore
influences the practice of counselling in different bureaucratic

settings.



The direction >f causality and the concepts investigated are

represented diagrammatically in Figure 2:1:

FIGURE 2:1
THEORETICAL:
BUREAUCRATIC- =>BUREAUCRATIC-~ == >0CCUPATIONAL
STRUCTURE E ORIENTATION PRACTICE
OF COUNSELLORS OF COUNSELLORS
INDICATORS:
-hierarchy -self-subordination -standardization
-hiring/firing -impersonalization -specialization
procedures -rule conformity -relationship to
-job evaluation -traditionalism administration
-policy implementation -role conflict
OPERATIONALIZATION
Counsellors

The lack of any objective or standardized definition of
‘counselling’ is evident from both counselling and sociological
literature. In addition, most definitions lend themselves to
ambiguity. Murgatroyd (1982), for example, provides a non-
exhaustive list consisting of twenty-three different definitions of
counselling. According to Woolfe, et al. (1987), this multitude of

definitions is a result "of the complexities of the process of
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helping" and the number of possible approaches to doing so (Woolfe,
et al., 1987:34). A general theme running tkrough these
definitions, however, is the notion that counselling is about
helping people through the use of psychological theories "towards
responsible independence, development of maximum potential, [and]
self-actualization" (Arbuckle, 1967). The general role of the
counsellor, therefore, becomes that of a ‘skilled helper’ who
performs these tasks (Egan, 1975). By using these definitional
themes, a target population was identified.

Individual counsellors were selected for this study if they
fulfilled all of the following three criteria: (1) individuals who
perform the role of a ’‘skilled helper’' using psychologically-based
theories for interaction with the client; (2) individuals having a
self-identification as a counsellor; and (3) individuals employed
as full-time counsellors. The intent of these parameters is to
produce a homogeneous target population whose primary occupation is
counselling while still maintaining the general definitional themes
from the literature implicit in the terms ‘counsellor’ and
‘counselling.’ This operationalization is consistent with the
‘trait’ model of professions which includes three core
characteristics -- a body of theoretical and technical knowledge,
a service orientation (Toren, 1975:325) and the notion that a
profession is a full-time occupation (Rothman, 1984:62-66). Also,
for comparative purposes, counsellors selected must be employed in
bureaucratic settings, i.e., organizations which have a structure

consistent with the Weberian concept of bureaucracy as an ‘ideal
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type.’' Operationalization based on these criteria excluded such
groups as counsellors in private practices, volunteer and part-time
counsellors, and individuals who provide counselling services as a
secondary part of a different occupation. A list of organizations
in st. John’s which employ counsellors consistent with the above

definition is found in Appendix C.

Organizational Structure

As the basis for comparison, two discrete groups of
organizations were constructed based on their bureaucratic
structure. Using an interview with supervisors in organizations
employing counsellors, which was open-ended administered prior to
interviews with counsellors taking place, the leve! of
bureaucratization of each organization was measured using the
following dimensions: (1) hierarchy -- i.e., the number of levels
of supervision; (2) where the ultimate authority for hiring and
firing lies (i.e., within or outside of the work unit); (3) where
the ultimate responsibility for establishing and amending policy
lies (i.e., within or outside of the work unit); and (4) where the
responsibility for job performance and evaluation lies (i.e.,
within or outside of the work unit). As many of the organizations
employing counsellors in St. John's can be described as small work
units or departments within larger bureaucracies, these variables
indicate both the ’‘bureaucratic structure’ and 'level of autonomy’
that these work units possess. This is subject to further

discussion in the findings section of this thesis.
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Bureaucratic Orientation

Bureaucratic orientation was operationalized using the
following set of four categories which together measure individual
attitudes in bureaucratic settings: (1) self-subordination, or a
willingness to comply fully with the stated wishes of a superior
and to have decisions made for one by higher authority; (2)
impersonalization, or a preference for impersonal or formal
relationships with others on the job, particularly with individuals
at a different organizational level; (3) rule conformity, or a
desire for the security afforded by adherence to rules,
regulations, and standard operating procedures; (4) traditionalism,
or a need for the security provided by organizational
identification and conformity to in-group norms. These concepts
were measured using ordinal level indicators consisting of Likert
scale responses. The indicators, developed by Gordon (1970), have
been used with valid and reliable results across a variety of
occupations (for a list of case studies see Gordon, 1971).

Military pers-nnel have been shown to display the highest
levels of bureaucratic orientation (Gordon, 1971:8) and at the
initial stages of this research it was suspected that when applied
to counsellors, those working in minimally bureaucratized settings
would demonstrate the lowest levels of bureaucratic orientation.
Conversely, counsellors working within highly bureaucratized
settings, the educational system for example, were expected to
demonstrate the highest levels of bureaucratic orientation.

With minor changes %o make it applicable to this research,

27



















































































































































































































































































































































	001_Cover
	002_Inside Cover
	003_Blank Page
	004_Blank Page
	005_Notice
	006_Title Page
	007_Copyright Information
	008_Abstract
	009_Abstract iii
	010_Acknowledgements
	011_Table of Contents
	012_Table of Contents vi
	013_Table of Contents vii
	014_Chapter 1 - Page 1
	015_Page 2
	016_Page 3
	017_Page 4
	018_Page 5
	019_Page 6
	020_Page 7
	021_Page 8
	022_Page 9
	023_Page 10
	024_Page 11
	025_Page 12
	026_Page 13
	027_Page 14
	028_Page 15
	029_Page 16
	030_Page 17
	031_Page 18
	032_Page 19
	033_Page 20
	034_Page 21
	035_Page 22
	036_Chapter 2 - Page 23
	037_Page 24
	038_Page 25
	039_Page 26
	040_Page 27
	041_Page 28
	042_Page 29
	043_Page 30
	044_Page 31
	045_Page 32
	046_Page 33
	047_Page 34
	048_Page 35
	049_Page 36
	050_Page 37
	051_Page 38
	052_Page 39
	053_Page 40
	054_Page 41
	055_Page 42
	056_Page 43
	057_Chapter 3 - Page 44
	058_Page 45
	059_Page 46
	060_Page 47
	061_Page 48
	062_Page 49
	063_Page 50
	064_Page 51
	065_Page 52
	066_Page 53
	067_Page 54
	068_Page 55
	069_Page 56
	070_Page 57
	071_Page 58
	072_Page 59
	073_Page 60
	074_Page 61
	075_Page 62
	076_Page 63
	077_Page 64
	078_Page 65
	079_Page 66
	080_Page 67
	081_Page 68
	082_Page 69
	083_Page 70
	084_Chapter 4 - Page 71
	085_Page 72
	086_Page 73
	087_Page 74
	088_Page 75
	089_Page 76
	090_Page 77
	091_Page 78
	092_Page 79
	093_Page 80
	094_Page 81
	095_Page 82
	096_Page 83
	097_Page 84
	098_Page 85
	099_Page 86
	100_Page 87
	103_Page 88
	104_Page 89
	105_Page 90
	106_Page 91
	107_Page 92
	108_Page 93
	109_Page 94
	110_Page 95
	111_Page 96
	112_Page 97
	113_Page 98
	114_Page 99
	115_Page 100
	116_Chapter 5 - Page 101
	117_Page 102
	118_Page 103
	119_Page 104
	120_Page 105
	121_Page 106
	122_Page 107
	123_Page 108
	124_Page 109
	125_Page 110
	126_Page 111
	127_Page 112
	128_Page 113
	129_Page 114
	130_Page 115
	131_Page 116
	132_References
	133_Page 118
	134_Page 119
	135_Page 120
	136_Page 121
	137_Page 122
	138_Page 123
	139_Appendix A
	140_Page 125
	141_Page 126
	142_Page 127
	143_Appendix B
	144_Page 129
	145_Page 130
	146_Appendix C
	147_Page 132
	148_Appendix D
	149_Appendix E
	150_Page 135
	152_Blank Page
	153_Blank Page
	154_Inside Back Cover
	155_Back Cover

