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One important variable used in measuring

organizational health is the domain of the organization. For schools,
the domain of the organization can be described by (1) the population
served (clientele), (2) the problems treated (output), or (3) the
services rendered. Organizational effectiveness can be successfully
determined only if the domain of the school is adegquately described.
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by

Dr. Douglas m. Pierce C

Director of International Educaflan

California Stete Polytechnic College

San Luis Okispc, California

Drganizatlans are not salfssuLiég;enc or closed systems. at least

if they survive for more than a transitory period of time. Survival
depends upon obtaining inputs and disposing éf outputs, invalving
transactions hetween the organization and its environment. Some
organizations prosper in such exchanées; others fare poorly. Expla-
nations for such performance are sought in diverse ways, réflécting

varied orientations.

The general success of school organizations in exchanges with their
environment warrants more systematic analysis than it has received.
Further, more than simple observation and analysis is warranted..
School .organizations can be. treated as critérién in field éxpg;iﬁ
ments,: with systematic interventions ir the exchange relatiénsﬁip
designed to generate predictaﬁle devel¢pment erthe school organi-
zation. Interventions can be designed to increase inputs éc school

nrganizations, and to increase the value of school organization

outputs. ‘ U.S. DEPARTMENT OF HEALTH,

OFFICE OF EDUCATION ,
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Such inhéreases need not be considered in zero-sum teims, as at the
expense of those parts of the environment which are engaged in the
particular transaction. Rather, both parties to the transaction
can grow more potent, in a non-zero-sum relationship. Thus fhe
proposal of intervention does not imply abandonment of ethical
concern for those subject to field experimentation. Conversely,

the field researcher is explicitly in a socially responsible role.

Responsible intervention in transactions or exchanges between
séﬁcal organizations and their environment depends upon adeguate
information about the organizaticn and about significant parts of
its environment. Such information about school organizations can

be organized under the concept of domain.

A domain is constituted by claims which a social system stakes out
for itself. Such claims may be more ar'less crystalized. Similarly,
recognition and acknowledgement of such claims may vazry; thé degree
of domain consensus limits the extent to which é social system
becomes operational, by which is meant, engages in exchanges or
enters into transactions with its task envircnﬁent. Establishment
and maiﬁtenance of exchange relatiénships.with thése parts of the
environment which are relevant to goal seﬁting or goal attainﬁeﬁt
predicts sociél system suréival and heai£h.

Dimensions on which social systems stake claims include (1) popu~

=
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lation served, or ciientéle; (2) problems covered, Qr}raﬁge of
products; and (3) -services réndereagl Success in staking a claim
) t?:p;ovide sg:vicesrin,treatment of certain kinds Qprrleems for
some clientele establishes the boundaries of a sociél system.
Those claims constitute terms on which the social system must
deliver to survive, and on whféﬁ'it mﬁ%f?hake demands on its task

environment.

Consider the range of variation on basic domain dimensions for
schoai_g:gan;zaticns=
I. P@pulaticn served, or clientele: .-

A. Age: early childhood through adulthood

B. Sex: Male only, female only, male and female

C. Ethnic status: Homogeneous - heterogeneous degree of
marginality

D. Religious composition: homogeneous - heterogeneous,
denomination

E. Political orientation: homogeneous = héeterogeneous,
o o conservative - liberal, active-
passive

F. Socio-economic status: low to high, homogeneous -
heterogeneous

‘G. Geographic concentration: sparse to dense
H. Numbers: few c¢0 many
I. Physical characteristics: normal - handicapped

J. Mental and emotional characteristics: normal - abnormal

)
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II. Problems treated, or range o0f products:

A. Cognitive (z :fer ‘£0 Handbocok I, Paxonomy of Educational
iject;ves)

B. Affective (Eéfér;té Handbook II, Taxonomy of Educational
Objectives)”

C. Moral and spiritual values

D. Custodial care/detainment

E. Nutrition.

F. Health

G. Kecreation

H. Scc1él pal;c? (é:g:; ;nstrument of dpsegzegatlcn)
III. Services render=4:

A. Diagnosis

B. Erescriptioh

C. Treatmeﬁt\

D. Refefral

E. Placement

F. Social stabilizatiaﬂéehange (e.g., promotion of sccial
stability vs. social change)

G. Rnowieage transmission-production-behavioral change
(e.g., lmpart information vs. change behavior)

H. Partlclpatlve Qpportunlty (e.g., spectatar vs., active
participant)

pata is readily available cn some of the variables ‘above listed.
Information is regularly collected on the age, sex, and récently,

ot

ethnic status of at least a portiéﬁ of schocl system clientele.

O .-
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Information on some-elements of the clientele, however, such as
students in adult education clagses, spectators at dramatic,
musical and athletic events, and.employers of school graduates
or of school drop-outs, is less frequently collected. Less
attention is given to availability of data on problems served
and services rendered. “
Information is 1imitédton }a¥iatign in pefcepticns and expecta-
tions pertaining Zggﬁh%’ccmpositién of the population served by
a school, the problems(which it purposes to treat, and the nature
of services which it offers in treatment of the problems.

" Authorities have  observed that the boundaries of schools are
differentially experienced by teachers, administrators, affluent

parents, and poor parents - but supporting data is not citedi4

Recent iﬁterest in performance contracting and educational
accaunﬁabiliﬁy can be expecﬁed‘to focus attention on problem
treatments for whiéé perfsrmanceslinaieéférs are readily avail-
able.5 The attendent data collection péfﬁinent to those tasks
can ﬁe expected to influence restructuring of school system

domains.
Y 4 R TR L
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Related symptoms, such as student militancy and budgetaryv

I T N

constraints, constitute challenges to the domains of schools.

Presumedly as a consequence, the claims will be renegotiated.
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At times of renegotiation, it would be well to be precise about
the nature of present claims, and the alternative claims which

could be viable.

An illustrative data source whié¢h '¢ould be analyzed for this
purpose is restricted to higher education. A report by the
american Council on Educatibni'&ese;ibes a data bank containing
information for over 2300 higher education institutions on
institution type, sex,irace, contrel, énzgllmentg<selectivity
measurés.>c§len§ar_plaPs;\staff. amount of tuition ¢haI§%d.
stedent aid grantéﬁf nﬁmber of ﬁoréigﬁ studenﬁs. residential
facilities and use, 1ibrgry resourcgs.’feaeral aid received,

and degrees conferred.

Efforts to describé ‘domains in higher education have increased
ﬁ‘in recent yéars;‘f(HaweVeg;'the efforts have not been guided
by the theoretical”structure developed by James Thompson.and

others:) Allen Barton reported a number of pertinent studies

in 1961 unaer.the.tl l Organizational Measurement and Its

Bearing on_ the Stud rcf colle_e,Envixonments.a Alexander Astin's

9
The College Env1ronment lntegratea considerable prev1QuF work.

Studles by Edward Grnss ana Paul Grambsch,lo and the American

Association for Higher Educatian study just re;crted by Morris

_cn_gam”us.ll provide

Keeton under the title Shared Authority

additional material amenable to domain descgiption for higher




education institutions.

In addition to the possibility of secondary a.aalyses of studies
such as those above cited, domain description can be approached
through existing data banks iﬁcluéiﬁg stétistical records main-
tained by governmental agencieé, accrediting agencies, and other
agencies, through independenE surveys, tf*ough éirect or undbtru-
sive observations, and thfauéh dgcuméntary analysis involving

sources such as course lisis, newspapers, and charters.

The processes of observation, analysis and presentation associated
with domain description constitute a form of intervention. Other
forms of intervention include adninistrative, judicial, or leg-
islative mandate  (e.g., "freeze" on student enrollment, voucher
plans, and busing requirement), promotional campaigns (including
political campaigns associated with elections and bond issues,

as well as advertising and recruitment campaigns), and crusades.

Field experiments can capitalize on natural occurrences, as
evident in the above listing of intervention forms, or can

involve deliberate manipulaéians.

In either case, the investigator would be well advised to select
the experimental unit with regard not only for characteristics
of the school system, but also for .characteristics of the task

environment. Under canﬂiticni?of environmental stability and
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homogeneity, for example, deménéé upon the school system will

be predictably less demanding of cco:ﬂinative energy. Low
cooxdinative demands are.associated with availability of resources
for core technology utilization.. ..

At least two other majcr'éériébiegnﬁust bé taken into account to
predict both the kind 6f.é££eé£i§éheés criteria which will be
applied and the judgment cf:eiféctéﬁénéss on that criteria. First,
whether standards of désiraﬁiliﬁf%ére crystalized or ambiguous
makes a significant aiffé:eﬁcé iﬁ‘effecéiveness judgments, which
are critical to decisions not only on.organizational activity,

but also on inputs. Second, whether knowledge Qfﬁcause/effect
relationshipg is believed to be complete, or. incomplete strongly
influences the basis of effectiveness ju’gment (whether desired

outcomes -are satisfied, maximized, or socially referred, either to

the organization's own prior history, to the organization's share
- of the available market, to extrinsic measures of the organization's
fitness for future action, to the Grgénizatign's prestige, or to
tﬁe organization's conéeréﬁtiéﬁicf fésoﬁfces éfmmiﬁiﬁizétiéh of
inéﬁt requirements, or ﬁhéﬁhef pérfcrmance is judged aécérding to
,éné,séh;éﬁlés). which iﬁ turn influ-

adherence to rules, gquotas

.ence the degree, to which.the organization is judged.to be effec-~
tive. .o )
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Interactive effects can be expected between a number of important
variables (task environment:; homogeneous vs. heterogeneous,
stable vs. dynamic; standards of desirability: ambiguous vs.
crystalized; kncwlédge of cause/effect relationships: beiiéf that
knowledge is complete vs. belief tkat knowledge is incomplete;
domain: degree to which crystalized, 1legree of consensus; domain-
task environment rélatiénshing assumption of zero-sum relation-
ship vs. assumption of n@nﬁzeréﬁsum relationship, lack of
confidence vs. trust,iaegree of reciprocal/mutual dependence,

" direct vs. indirect interdependency). Sorting out the effects
upon the survival aﬁd health of an organization will require
collection of data on strategic va:iaﬁles, and multivariate
analysis. Decision as to which va;iéﬁles are strategic, hence
warrant interventions to attempt te.ééﬁerate desirable changes,
are important. Lack of paradigm consensus tends to result in
selection of variables of high Viéibility,’high public‘interest,

and ready acééssibilityglg

[ H
H Jp{

The concept of démain is pr@péséa as a §£ratégic variable.
Empiiicél aescripﬁian éf the dgﬁain Qf-séﬁacl érgénizatian
(whetﬁer the unit éf analjsis is é school district af some sub-
systém sucﬁiés an elémeﬂﬁarf level ;ttenéance center)-weuld in
effect ccnstiﬁute an intervention which could alter relationships

between the school and its task,envircnmeﬁt. The process of data

9
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collection and measurement influences activities, resulting
in change in emphasis on activities according to their
acknowledged legitimacy, but also resulting in change in
legitimacy status associated with‘activitiés.13
Increased visibilitj of the poprilation served by_schgolS; the
problems treated by schools, and the services reﬁdered in;treatﬁ
ment of those prcblems waul@ facilitate allocation decisions
pertin;nt both to provision of resources to schools (inputs) and
the kind, quantity, and quality of school préguctivity (output).
Assignment éf :espénsibi;ity for performance of selected func-
tions to cﬁher subjsystéms or independent social systems (e.g.,
collaborating with other school districts for education of
emotionally~handicapped c@ildren, stationing of police in schools,
or contracting with private veﬁdc;s fé:rlanguage training) or
incorporation of selected functions (e.g.f :egiaential facilities,
busing to attain racial/ethnic balénce, or farming practices to
grcvideilabqgatory expéfienee) are thions called into awareness
by such fisiﬁility.

i

Intervention in.the‘relatiégship between a school social system
ané:its task énviroﬁment (regardless of whether the intgrventicn
is natu:;i or designed by an investigator) has potential for
chéﬁging the damgin stru;tu;ei Changes on the amb%gqity—

crystalization continuum or in the degree of domain consensus

10
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among the membership of the school system and members of important
parts of ivs task environment should be considered important.
Empirical description of domain dimensions, performed by independent
investigators, is recommended as one such intervention which offers
potential for incr asing the value of the relationship both to the

school and to its task environment.

An alternative intervention could involve deliberate efforts to
alter prevalent assumptions that the school-environment relationship
was zZero-sum in nature, toward a non-zero-sum assumptive state.
Again, effects upon the ambiguity-crystalization continuum and

the degree of consensus, as well as absolute changes in the struc-
ture of the domain, would warrant empirig¢al  determination, and
ultimately, value judgment. Such ultimate value judgments would
reflect probabilities for organizational survival and organizational

health.

13
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