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. ABSTPACT
This case Sfudy ofrfhe impleménuafioh'of a safeflife communications neTwork'in
. {ocal CaThollc Church offlces examlnes staff members' positive and negative
percepfloﬁg of ambiguity which resulfed from the new system. People responded
_.To the amblguous situations with negotiating sTraTegles based on .power,

ldeology, and Technologv either fo reduce ambiguity or to Take maximum

o——y



Negotiatioh through_Power, Ideology, and Technology
' - inthe Local Development of

~the Catholic Telecommunications Network of America

-

Despite the philosophers' desire for clear and distinct ideas and their work toward
that end, the world rem'ains rather muddled and uncertain. Despite organizational
theorists' desires for managed and predictable env1ronments the world remains perhaps
even more muddled for organizations. Problems might have more than one solution;

“different chonces seem equally dseful; lower order partic10ants want a voice.- Unexpected

events still occur. The sir.uation remains. ambiguo.is. . o S

Ambngunty functions 1n any s\'stem--from the smallest organism to a- large formal
organization. Organizations usually perceive ambigu1ty more quickly as a negative
factor in order to come to terms With it and reduce it; positive aspects of ambngunty

o often go unnoticed Tradltionally, research nas investigated ambiguu.v as an- organiza-
tional shortcoming, despite some contrary ev1dence (Katz & Kahn, 1978, p. 206). More

properly, however ambigu1ty isa condition for the possibility of organization. ,

e The thesis of this study i is that people cope w1th ambngunty in particular ways ,

| within an organizational context, negotiating for understanding and choice through the
manipulation of power, ideology, "and technology Where the ambigu1ty is perceived -
as a threat, people employ the strategies to deny it explain it or channel it- where
ambngunty operates in a positive manner, people within the organization can experience

. more creativity, heighten understanding of competing ideologies and engage in greater
participation within the system. o : T

The evaluation of ambiguity in crganizations varies.' Rational choice remains a
goal, even though people recognize that such choices are not always possible due to .
. limitati:ons or avvareness of alternatives, imp‘recise information about known alterna-
tives, or even unclear goals (March & Olsen, 1975, p 148). Weick's theory of loose-~
coupling between organizational units develops preciSely this point and he urges a more
.creative approach to organizational analysis (Weick, 1979). More recent: iiterature
~ stresses the positive role of ambigquity. "By doing things ‘for no good reason', organizations

po ) - discover preferences that they subsa >quently .ecognize as better. Ambiguity in preferences o

treats this” process of change in a more direct. manner--and probably in.a more efficient

LA
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manner-—than does- an emphasls on pre(‘lsmn and conslstency Coherence and consistency
limit, learnlng of new- purpose." (March & Shapira, 1982, p. 25). Such ambiguity becomes
~an lmportant element in movnng organlzatlons to new states. "If an organization is to
advance across the boundary between a -control system and an open system, it may need
. to be flooded (emphasls in ornglnal) thh variety. Otherwise the control system will
. have time to develop buffers agalnst a gradually developlng complexnty in the environ-"
‘ ment" (Pondy & Mitroff, 1979, P. 23 ) Ambngunty, then, emerges as a posntlve factor

for organlzatlon even though lt does not always please rational decnslon makers. e

Descrlbed in terms of decision- maklng, ambngunty is uncertalnty Chonces are
available only where enough uncertalnty allows, the generatlon and selection of optlons.
If there is nouncertalnty, the cholce of action is already deterﬁmlned by the situatlon-- N
. whether externally imposed or resuiting from priorinternal‘ choices. In terms of under-

standing, ambiguity results. from the" lnablllty to fit new information into prevnously
determlned categories. Ambiguity thus offers’ the system an opportunlty to construct _
new categorles. In these ways, ambiguity is the condition for the pOSSlblllty of organlza-

tion--the organlzatlon of actlon and understandlng

Descrlbed in the termlnology of lnformatlon theory (where "lnformatlon" is what-

ever reduces uncertalnty of prediction or chonce) amblgunty is negentropy--energy
added in order to maintain the system by increasing its randomness. Too muchlnforma— .
tlon actualfy closes off the system and reduces its ablllty to act. And so, from the
point of}vnew of the organlzatlon, _ambngunty s role is determined as negatlve or positive
depending'.on the prior state of the system. Ina disorganiZed system, ambiguity does

~ not-exist, only lnformatlon since the system lnerads order, not randomness. However, .

"if the system is organnzed the elements are in relation to one another and are therefore
“different and similar at the same time. Here ambiguity arises. From a point of view
within the system the transmlssnon of 1nformatlon along a.given circuit: from one element
to another subtracts ambngunty because itig a :;01Se, an obstacle to the message. For
an observer outside the system, ambngunty must be added for lt ncreases the system's
complexnty It functions.in this case as lnfnrmatlon at the level of the unit's organiza-
tion." (Serre 1982,pp. 79- 80) From either perspectlve ambngunty creates the condition .
for organization. 'In the first case, ambngunty_provndes the material which organization-
channels and directs. l~In the second,__ ambiguity situates the organization .and-provfdes :

a g‘round. against which its operation becomes apparent. o .

o
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The role of ambiguity can also be seen, to operate c¢n larger or societal levels.

- Ambiguity can be linked to Habermas' notion of crisis. In the terminology of ci\tical

tures in whlch~neéds are interpreted and actLons llcensed or made obllgatory" (Haoer-\ -

; mas, 1975, p. 9). The social structure reduces ambngun_»._y by predetermining a course \
i

theory, "socnal systems ‘adapt inner nature to socnety ‘with the help of normatlv

_ of action or understanding. Strong social structures constrain the?possibility for partici-
\ _pation, \A;hat Habermas calls discursive will formation, a.product of both understanding
o and choice. Ambiguity, which ooens up the system for partic‘ipation,enters through . \

the breakdown of internal agreement through the dlssolutlon ‘of dnstorted or closed-
off communlcatnon, through the 1m,Jos1tlon of new structures, and through the injection _
of new social 1nterpretatlon. Thls creates the condition for a crisis in which new under- -
standing and choice can'émerge.r The advent of the new structures forces reflection

. and allows action ChOlCBS. From a point of view.within socnal structure, ambiguity
is a negative element which must be- reduced because it weakens the structures domina-
tion; from a polnt of view outside their structure, amblguxty provndes the posltlve condi-

- tion far L.nderstandlng, action, and change. '

In these views, ambiguity defines an organization as an ongoing process of under-
standing and choice. "Structures channel ambiguity (see Pondy & Mitroff): pulicy trans-
forms uncertainty into decision and action ChOlCBS, interpretive frameworks put new

‘1nformatlon into establlshed categorles.

‘ The role of f"nblgmty in organlzatlon--percelved as a negatnve factor or as a
positive factor--emerges more clearly in’ a concrete case study. In September 1982.
the United States Catholic Conference~-an organlzatnon of the Amerncan Catholic.
Blshops--saw the first broadcasts of the Catholic Telecommunlcatlons Network of
America'(CTNA), a wholly. owned subsidiary. The New York based network functions-

. pnmarlly as a delnvery system, supplement'ng the existing communication efforts of

" the Cathollc Church but wnth the added. goals of cuttnng the cost of exnstnng servnceq
and i 1ncreas1ng the number of people  touched by the church's evangellzatnon and catechncal
'(that is, outreach and educatlon) efforts. Access to the growing cable television mdustry
and i 1ncreas1ng fnnancnal competltlon from the evangellcal "electronlc church" for broad-_ . ’»'

. cast access sporred the Cathollc pro]ect.

‘¢ .

Each of the 172 dlocesan admlnnstratnve unlts of the Cathohc church in the Unlted
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sisters or brotfiers. CTNA provides only religious and educational television and radio
programmlng for its cllents at this time; hoWever, the services which the network is
also capable of provndlng include teleconferencnng, electronlc mall telelecturlng, photo
distribution, newswire and data transmission., L.ocal members of the network must

"make arrangements for distribution of CTNA materlals through cable systems or through

some kind of tape llbrary accessible to local churches.

Church and CTNA offncnals .describe the network as a development of an already
existlng Catholic communlcatlons structure. And yet the introduction of this new -
. technology has had profound effects on local communication offices and structures
within the Church.” This study examlnes fnve local communlcatlons offlces of the Cathollc
. Church——three Wthh have affiliatec themselves with the CTNA and two which have
not but plan to in the next several years. Whlle each office had its own interests, gnals,

and problems their respanses to the CTNA are more similar than dlsslmllar.

The new C TNA technolog,' 1ntroduced massive amounts of amblgunty into the
Cathollc Church's communication offices. Insofar as this ambiguity confused the organi- .
zational structuring, organlzatlon members negotlated for,understandnng and action
threugh the manipulation of power, ideology, and technology. Where the ambiguity
opened the system, people chose modifications of the same strategies to increase creative -
\\ ; pOSSlbllltleS and participation. “The CTNA emerges from these negotiations as an organi-

N zatlonal network constituted by poWer relatnonshlps competlng ldeologles, and techno-

A ’ ‘g}'—o

loglcal forces. R B

Ambigultias a Negative Factor -

\, The negative view of ambiguity is accompanied by the use of power for control; * .
" by apoIOgies, explanations and interpretations; and by technologically-driven decisions.

‘All these lnstances characterlze the local implementation of-the CTNA.

\
N,

. I
PoWer one of the tradltlonal categories of orqan-zatlonal research refers to

the nnplementatlon of cholces w1thln the organlzatlon and to the definition of the
organlzatlon ltself (Katz & Kahn, 1978, p- 327) It is.a reallty recognized by all and
;o B "~ present in the CTNA development Accordlng to the metaphor of one communica-
- tions dlrector, "When ,you 'have a new king, you have a new castle and a nde\:/—castle
guard. " Where ambxgunty is percelved as’ a threat to the svstem clarlty and dlrectlon ‘

~.are most llkely to be negotlated through the exe"’ls  of power. .

-
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One major way in which ambiguity has beén reduced in the'CTNA implementation
was‘the-manner'of the deci.,ion making. The American Catholic Bishops, meesting as

the National Council of C‘atholic Bishops voted in June of 1979 to iund research into

-

the possibilities of the Cl NA and later approved the incorporation of the CTNA in

. September 1981. The same ‘pattern appears on the local levels. A common experience
was that bishops consulted with their communication staffs and simply decided to enter
into the CTNA; often a negatiVe recommendation of the staffs was overrulPd One
director remembered “Our recommendation was to wait a year and let the kinks cet

~worked out. . .-.The Bishop decided not to; he said we're'gonna go with it now. .. .the

two bishcps came back from the bishops' meeting in Minneapolis and somebody had -

really sold them a bunch of salt up there because Within a Week we were signed up

and going At this point, if the bishop wants to go with it, We'll go With it and do the -

br,st we can.“ Another corroborated this account. "Basically, we didn t want to do

it right now because we figured we had everything they were g0ing to offer and there

was no reason for us to do this. Then we got a letter in the mail which said if you sub-

scribe now, they'd knock $1, 500 off the price. I called the bishop and said something

to him and he said, "Let's do it T called back and within

five minutes we had entered,into this $30,000 contract." This authority-based decision
" making reduces the ambiguity and the range of choice for the system as-a whole.. It
also charts a course for fhe direction of the‘local communication office, at least in - -~ - 7

terms of continued existence and financial support. The CTNA becomes the bishop s 4

project and the bishop takes on a proprietary interest in the lOCcil CTNA at budget

hearings. ' , . o .

Another manifestation of the use of power ‘within the CTNA decision structure

' concerns programming ‘and access. A satellite telecommunications system makes much
greater amounts of data and. programming available to greater numbers of people.
Because of questions raised about doctrinal content of CTNA programming, the. bishops ,
deCided to scramble the signal, thus making it unavailable to unauthorized users. Accord-
ing to Bishop Loms Gelineau, chair‘man of the CTNA board, "In addition, bec-ause of -
the very nature ~of the speCific system we have designed the bishops Will retain control
of programming ‘and information s_erVices “on the local level. The CTNA wili go through

the dioceses~-not over-and around them." (Gelineau 19al, PP- 38- 39) In this | way,

B the. bishops as top deéision. makers can channel new information and limit ambigUity e T

) Within their local organizations. Ironically though this faf‘tor makes the CTNA less
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suitable as a delivery system for large areas since outlying cable systems will not be
able to use the signal without the payment of additional fees by the local dloceses -

-and the installation of scramblers (ranglng in price from $1,00 to $5,000). In places L
where 10 or 20 cable systems seek access to the CTNA, the 1nd1v1oL.al dioceses flnd
that - he added cost mean that they have SaCl‘lflCBd aCCBSSlblllty for the sake. of infor-,

Amatlon management

A slmllar s:tuatlon exists in the determlnatlon o* programmlng and program content.
Small groups of decision makers screen programs for their doctrinal suitability at both
the national level of the CTNA ahd at the local levels. Even though this task is often
routine or done oY spot checks, the lmpact of these decisiors reduces the new mformatlon

entering the system. Administrative power functlons to reduce the overall ambngu:t/.

The program.mng issue highlights another way in which admnnlstratlve power ‘%
preempts partlcnpatnn Only one of the offices studied had done any kind of needs |
analysis for the services they would offer through the implementation of the CTNA; -..-°
"~ this one had surveyedéther -administrative personnel within the dlocesan structure.

By and large the Cathollc pOpulatlon whi~ - funded the CTNA through free will offerlngs
to'the Catholic Communlcatlons Campangn collectlons (and who make up the targeted -
audlence for the network's television and radio programmlng) has had little input into
the utilization of the CTNA and its prOgramming For these lower order participants,

the problem of amblgu:ty has been resolved; administrative ChOlCe has removed lt

A negative view of ambngu:ty regards amblgu1ty as somethmg to be controlled

. if it cannot be controlled then members of the system tend to feel uncomfortable B
about it. This prompts apologles, explanations and lnterpretatlons of the situation--that
is, the management of ambiguity through ldeology In the negative view of ambiguity,
orga nlzatlonal uncertalnty must be avoided by fitting new lnformatlon 1nto an acceptable
structure; both for cognitive resolution by individual members and for the possnblllty

- of moving that 1nformatnon around the system ' :

The CTNL\ ltself comprnses the source of choice for the local communication
offlces lts technology offers new choices and its structure and rationale must be "sold"
to other local level personnel lncludlng furiding agencnes Within the Cathollc Church
‘jseveral dlfferent 1deolog1es are’ ut|l|zed to explann and justify the CTNA, three drawn.
v-from Church sources and two from buslness enterprises. Each oge affe:ts how the

CTNA actually gets 1mplemented cn the local level

-
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The bishops have characterized the CTNA from its beginning as a part of~the '
pastoral mlnlstry of the Church This partncular framlng uses tradltlonal ecclesiastical
language to ]UStlfY the enterprlse to Church members. "We need it not prlmarlly for
business reasons but even more for pastora reasons, to be an effective witness to the
resurrection in a world dominated by technology, especnally the:technology of communi-
cations" (Dempsey, 1981, p.. 1). Local level administrators echo this appeal and regard -
CTNA as an effective part of their attempt at pastoral education and outreach. Each
local director interviewed recounted at least one success story of their televnslon pro-

gramming reachlng the unchurched the disaffected, or the troubled i

Another very strong tradltlonal Church Justlflcatlon for the introduction of new
methods or expenses is education. This too figured in the local accounts of the CTNA
decisions. Every local director ]udged that the prnmarv beneficiary of the CTNA system
would be the educational efforts of the church. For example, when asked about how
the CTNA would be useful, one staff member remarKed "I think that ‘the Church w1ll
want to use it more for educational purposes because that has always been the tradition

~of the Cathollc Church--to educate more than to transmit information. " The CTNA
does feature educational programming for use in Catholic schools; it provndes general -
interest. programming for cable systems which can serve to inform the Catholic and
non-Cathollc populatlons about the Church; and it is scheduled to’ begln several series

- for adult educatlon contnnunng educatlon of rellglous professlonals, and Blble and

a

theology courses deslgned for lalty

A thlrd ideology whlch complements the educatlonal one is one based in elitism

and paternallsm. ‘Hidden wnthln th. educational goals. of the system lies a sense that

the CTNA directors or the local dlrectors know what is truiy Cathollc and what is best

for the people and will provide programing on that basis. One group felt that complalnts

about programming's posslble liberal bias (see, for example, Frawley, 1982) could be

dealt with by "starting where they are and_,leadlng them where they should be." A

similar sense of paternalism affects the Church claim that the CTNA system will not

be used for domination. '"'Rather than offering any systematic protection, Bishop Gelineau

merely states_;that“h_‘lﬂs__board is aware of the problem that technology can depersonalfze _
~or enslave. He assures his audience', "The lay as well as episcopal members of the CTNA |
" board will guard against that threat" (Gelineau, 1981, p. 38). A similar response came-

from a diocesan director who maintained that "it all depends on getting the right personnel'."




If these ideological jUstifications for CTNA- and for its structure emerge from
eccles|ast|cal trad|t|ons still others come from American cdpitalism. Since the CTNA
is a for- proflt corporation, it descrlbes its enterprise in financial terms. One stro'1g
argument for the establlshrr‘ent of the network was to cut costs of Church televrslon
‘and radio productlon through the sharing of common resources and to cut costs of con-
ference travel and telephone use by supplying a teleconferencnng system wholly owned
by the Church. This financial thinking is reproduced on the local levels as well; dioceses
join CTNA to\increase' services (educational, pastoral) without increasing their own |
product|on costs. Moreover, local productlon fac1l|t1es which dlstrlbute CTNA materials
hope to be cost-effective by selling the|r own programs and: leaslng their facilities
to other users. However the. cost- effectlve argument has its limits as some have already
noted. One d|rector estimates an additional budget cost of $34 000 just for video tape

and a part -time staffer to record the signal.

Finally, the Amerlcan cap|tal|st economy as ‘applied to radio and television has

" even futher determined CTNA. The choice of the netwark model-'-a,central distribution
system with regional affiliates--recreates the structure of such commercial networks
as ABC, CBS, and NBC. Apparently this model of telecommu*ucatlons network is so

- strong that no other alternatives were considered. Such a model constralns local access,
reinforces hlerarchlcal a\nd one-way communlcatlon;iand further defines the Church

as a distribution network rather ‘than as a community. In this way, CTNA works a‘gainst

the pastoral ideology it esp‘ouses.

/e
- /

Each of these |deologles serves to expla|n or |nterpret the ambrgurty created
wrthln the Cathollc Church communication structure by the establlshment of CTNA.
At the same time, whe{'l none. of these worked, respondents apologized for the confusion
or amb1gu1ty in the situation or for their lnablllty to categorize their experiences with
the CTNA. ThlS discomfort testifies to the negatlve value placed on the ambrgurty a0

within the overall system.

Finally, the participants,in the CTNA“"utilized technology to further reduce the .

.-

ambiguity of the situation. Decnslons came to be made on the basis of technology,

allowing this external force to- domlnate or deflne the options open to the local offices.

The role of technology in reducnng one level of ambrgunty shows clearly in three instances. -

If viewed: solely as a dellvery system”’f“TNA is superfluous to the Church's com-

munlcatlon program. ; Structures already exrsted to accommodate each of the needs




cited in the CTNA literature. Program distribution (both television and radio) émployed
mail or courler services; some of the new CTNA members had in fact, already possessed
; ~_ all of the programming avallable during the initial phase of the CTNA operation. News

\serwce is still avallable through landlines and teletype services as is audio conferencing

or even data transmlssmn. The technology adds a more SOphlStlcated and expedient .

~ delivery system; the decisi on to make the switch followed the allure of technological
possibilities, despite local doubts. In the words of one dlrector, "Why use a Cadillac -~

~ when a moped will do?" More basic questions raised by the communlcatlon offlcers |
re'garding the use of these materials so distributed were also_le'ftunanswered. Many
had already experienced under-use df the materials possessed. "We had one parish™
that Was very gung-ho on it [use of such resources }for about 'six months, but all of;

a sudden it just died out. The DRE [dlrector of rellglous education] that was pushmg
it ]ust got too busy with other thlngs." The amblgu1ty of this situation was'drastically -

‘

reduced (or even bypassed) for upper level rnanagers by choosing the technologlcal '
option. . : /

Second, the network structure for distt'ibution emerged as‘a byproduct of the
technology By choosing a satellite system with dOWﬂllnkS to each diocesan office, -
a stepwnse dlstrlbutlon structure was almost necessarily imposed: from CTNA to the"
loca!l office; from the local office to cable systems or schools, from cable systems
or schools to hames or students. The predetermlned structure agaln reduces the uncer-
tainty of multiple possnblhtles, but agaln at the cost of shifting tape dupllcatlon labor

and costs to the local offices.

Third, the technology served to reduce the ambiguity regarding the functions v
of the local offlces. With the CTNA in place, local affiliates more rlearly regarde% a
their purposes to include dlstr|butlon of CTNA mater|als and production of supporting
materials. The external constralnt of CTNA riches has, however,.added a vary definite
burden to local efforts: that of a program schedule. Programming pr essures followed A_ ,
. the technology, demanding a set number of current programmmg hours per week. While .
this demand slgnlflcantly narrowed the range of ambiguity, it also lmpOsed a very dlfferent 3

set of strains on the organization.

The-technologically-driven decisions and options may have limited choices and
lessened the'a_mbiguity in the system on one level; it also increased work load, created
new decision situations,‘and'heightened awareness on other levels. -Thus, as-a strategy

for negotiating understandingand choice, technology is a mixed blessing. More clearly |
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opon up.pns*xlbllltlo'z pruvlomly (*lo'md 1o pomonq on all Jot‘lutnl lovol~x. Lhe mnhigun

of the land ruah lnjm*torl lifo into tho /\murlcnn,wu-xt and ro-(‘n (Inmd Lho 'xu U(‘l are of -

frontior 'mc.luly

Tlm (“nthollt..ln-xlmp-)' ostnhllshmont of Lho CTNA is a 'nmllm' uLLumpl ln -;Luku

n claim in tolocommunication. In fnct the languago of somo ‘doe umm\l'x manifoats

;mnllnr sonae of urgoncy 5o the (“hurch dooan't loge ouL an opport uniiies (Dmnp-my,

1981, p. 2). "Tho! hishops folt. that” Lho fumlnmuntullst ovunqnll-m had )umpml 80 et

mLo Lhis that. lhuy folt Lhnt we'vo qot to got in Lhoru and got part of the action

Lowur urdur pnrtlclpnntn have n f;llmlnr oppurtunlty Lo 'xl nkoe a, (‘lnlm i the Lolo-

: communmnl fons offorts of tho- ("hurch duo to tho. CTNA Uocnwm Lho I)l-xlmp-) rlu naL oy

krmw n qroat deal about Lhe ny-xLom, lny and clorical; atuff mmnlmru are askod lo nan

. the-dici ision mnklnq procosses nnd Lo aversoo the day-Lo- dny (me'nl fona of production

nnd dlql.rll)utlon. Somo lowur atnff muembara n[mudy Imvu Lnknn on the dutios off proge m\w

quporvlnlon, (quplm Lhe fact. that thoy lncl< Lho lhuologlvnl lrnlnlnq Lo (~hocl< (lm*lrmnl

pomtq. "AL tho. UND/\ ((‘utholw Brondcmtur /\n'mr‘lntlon) convantion llmy wmn lnll<lnq

nlmut who's. (Iocltllng whnL qnna on the, air. Thuy anid Llwy cup't pruvlr'w overy pmqrmn' :

-mmn of it nulomutlcnlly qom nn--nnythlnq not qymllrntml Wlmuvm"q thoru, thor n")

]uql 0 cnupln of pnoplo intho nffh‘o’, will scan it., Thcy ro Juat. hnppy ln (ot rmylhmq

(m thu mr. As fm Imru, wo'll hnvo flvo an tho ntnff

\

I guons it'll just bo cny_lknu|mnmhlllly
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Lo decide." l.dcal production centers also have the opportunity Lo setl their programs

to the CTNA for'national dieribuLion and to negotiate with cable franchises to supply |

nuch locally produced programming.- "CTNA is good for us Looj we can send our prdgrumn
.to New Ymk and see them on national TV.. They will also pay us for what we send

. them." In ths pempectwe the CTNA has introduced massive amounts of uncanmLy

into the Catholic communications erucLure nnd provideq opportumlu-q for cronuvely

adnptinq und "re mventing the technology through new appllcatmns" (Rice & Rogers, 1980)

‘Tor qrcater understandmg of tho commumcntlve system, and for more panlmanlon

’

nn nll lcvcls

- - T .

. The Lhren sLmLogic areas noLed in connection wiLh Lhe ruluctmn nf neqatlvel_y
vncwod nmbnguuty also figure inLo Lhe equntion of posmvely viewed’ am!ngtnty While
power, idpology, and technology ware used Lo negotmtc undmm anding- and ohmcn in
mnlnguous situations, the three also, become pnv:leged nrons Lo study Llu' pmmw- effecty

of amblquxty The clem‘eqt immodlate example is Lochnology

lt has alroady boen noLed that Lechnologically drwon decisions ooncmrontly leduu-(l

'_‘.:unl'nguny in one pm‘L of the qystom and created it in nnoLher. (‘TN/\ Lor‘hnoloqy on

" the local lovnl has increased the range of choice availnble to pxogrnm dir (-ctot-;- th(,y

lmve more proqmms from which lo chocse and they have moro authority Lo make Lhose
choicm More thnn one program director doubted LhaL the bishops woulcl cven watch
cable pregmmmmq, much leqs review program conLenL When n';kc(l whvthm the hmhop«; .

would watch the. CTNA progmmmmg, one director repllcd " doul)t ll. I seriously doubt

R /\nother m(-ntlom,d that the local bishop didn't. have cable TV and didn't plan to

goL it. F’urtherehe ovan refused to’ appear on locally producpd pr ngx nmmmq.

“In nddmon Lhe Lechnoloqy has injected more infm matian into the Church cummlun-

cation str ucLure Bocauqe of common inLerests nnd tasks regional gr oups of cammuni- #-

cation chrectom meet Lo plnn grant requesLs, to.engage in lobbying ufforts, “and Lo nvoul B .

dupllcation of- efforts Slmilm‘ly, people Lend Lo know moro about what. is happening
in other guogmphlcnl aroas of the United SLuLeq Catholic ("hurc*h Chan their own (lJnd.\
Newsletter, 1983). v & . : ' o | .

kS

- Finnlly, the anhnology has involvud more peoplo in the Lmdnlonully Lap-town
mn-mn’m qtruct.um of the ("ntholi/éhurch Production m,nu,m ennnat. be run hy one

pomon fow olorlca have any training er background in Lolm,nmmum(‘m ions 50 moroe

: lny membvr-; of the Church Lﬂ%on Posltlons of nuLhorlLy In the (‘mnmnnwntum ()ffim--;; -

Somo commumcntmn«; offlcm are nLLompling to foqtm‘ qruntm pummpm ionvin the

" uso -ol” oommumvntinm an(,rml«; on the pm‘lsh loval.
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Ideological issues ‘also reveal ‘the posltlve slde of ambngunty * Introduction of the

o s

. CTNA provndes an env:ronment conducwe to settlng opposlng ideologies in ]uxtaposltlon

to-one another. Amblgu1ty itself emerges w1th the breakdown of ldeologlcal hegemony

When one particular societal mterpretatlon no longer dominates, others offer competlng
explanatlons. In this competltlon, each lS revealed as an ideology, allowing people e '

to understand the dlstortlonslntroduced and to create their own explanatlons.. For

&

2. .
- example, the promotlonal llterature for CTNA stresses centrallzed educatlonal flnanc1al

and network beneflts and servnces, desplte the msnstence on local autonomy by communi- .

cation: dlrectors--the "prmcnple of subsldlarlty," one termed ll'..v However, the lmplemen-

“tafion of the network creates enough ‘ambiguity to allow other explanatory models.

For example, models of lay m_lnlstry accompany CTNA because the network is run by
laity° CTNA privileges economic and cost- effective models along with the Church's
more other-worldly concerns. Educatlon and domlnatlgn vie for nleologlcal supremacy
Although the’ netwark stresses a technologlcal centrallzatlon through national productlon
and central uplink facnlltles, the: establlshment of local production_centers serves a
purpose similar to havmg an, uplmk facnllty The local centers generate local'interpre-
tations and explanatlons of the Chureh and offers these in addition to the centrallzed

'5;4' .
.message._ e b o

‘. v

A second example of the local lnterpretatlon of CTNA pOllC)’ occurs with the

*. use of the system itself. According to Bishop Gelineal, the CTNA is a telecommunlca-

tions system, not an entertainment network (Gelmeau, 1981, p. 39)- and the CTNA lltera- E

ture stresses its. teleconferencnng, high speed data transmission, wire servnce and other

' facnlltles. However, local dlrectors view.CTNA only as a televnslon dellvery sys*em.

This ideological clash is evident 'to CTNA planners' "Dlocesan dlrectors of communica-

tions are by and large broadcast orlented No matter what we have said about CTNA as
' an lnformatlon delivery serVIce to asslst the varlous elements of the church in her

internal lnformatlon needs, what they hear--and [ thlnk as I said, what the blshops |

bought--was a program servnce" (lesch 1982)

A thlrd areg of competlng 1deolog|es that emerges in the CTNA is the ongolng

~confrontation between llberal and conservatlve interests in the Church. What does

the Church really stand for'7 .When medla coverage and communication increase, people-
become aware: of their own placement on the doctrlnal spectrum.. Uninformed unity

. is much easler thanflnformed consent. A conservatlve v:ewer must take account of .

-a dlfferent perspectlve and a llberal one recognlze the llmltatlon of that pOSlthﬂ

L
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in the context of traditional values. The current debate about'the American bishops' -

. pastoral letter on _peace lntenslfled only after its wnde coverage.in the national news
. medla Such haphazard coverage wnll be regularlzed by CTNA, a move that will highlight 'J

the llberal-conservatlve dlSCUSSlOﬂ even mare.

i)

- The systemic ambngunty weakens hegemonlc ideologies and fosters new interpreta-
tions and creative posslbllltles Flnally an amblguous sltuatlon allows for a rearrange- ’

ment of power relatlons ips. Low status workers can partncnpate more fully in decision

-

maklng and in the overall direction of the organlzatlon

/

Several examples of° this appear in the CTNA material. As has'.already~been men-
tioned, program directors make theological choices:in place of the blshops Since. blshops
recognize their lack of technologlcal expertise and at the same time want the system
to succeed, staff members have beén assured of autonomy on budget declslons and
gpal setting. All of the staff’ members interviewed expressed confidence in thelr blShOp s -’
support. The local staffs a’s0 take on powerful roles in determnmng the basic orlentatlon

of the system by decndlng whether programming should be geared to 1nternal or. external

s purposes in the Ch: ,rch

‘The amblguous sltuatlon lnstlgated by CTNA has opened up posslbllltles for the
creative use of technology, for re- negotlatlng the understandlng and purposes of the
CTNA and for re- allgnmg the power’ ‘Structure of the communication system. 1n the
Church. However, this positive role of ambngunty does not gua_rantee that the system

might.lead to full participation or non-ideological interpretations. It is quite possible

vthat the ambiguity which opens the system may be re-channelled_ in dysfunctional ways. .

For example, local directors could take advantage of their new authorit;l to recreate:

an unresponsive top-down structurewrather than seek input from those they serve.
CTNA"plrogramming could be directed towardlenthroning a new hegemony as the con-
servative church members‘fear (Frawley, 1982). Interestingly enough, a competing
Catholic telecommunlcatlons delivery system also exnsts but one run independently

of the bishops. The Eternal Word Television Network (EWTN) bills itself as "The Cathollc

Cable Network" and is funded by more conservatlve sources. This' retwork emphaslzes
more tradifional programmlng in both rellglous and entertainment categorles EWTN
has plans to 1ntroduce even more ambngunty into the Catholic telecommunlcatlons scene

by offerlng direct competl tion to CTNA with teleconferencnng services as well as with

its already exnstlng programmlng schedule (EWTN 1983’) So, EWTN offers a good
“example of the use of technology to bunld a power base |ndependent of the establlshed

S Cathollc hlerarchy
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Conclusibn -

. This study of the local |mplementat|0n of the CTNA has followed several strauegles
for deallng with ambnguxty From a perspective within the system, ambngunty was reducedr
. through the use of power, ideology, and technology. From, an external perspectlve )
the areas of technology, ideology, and power showed the posmve aspecLs of ambnguny
in developmg a new system. In a sense, both wrestle with the National Catholi¢ Reglstef's

question: "Catholic Cablevid Has Arrived; Now What Do We Db With_vlt?" (Frawley,.1982).




REFERENCES

| Dempsey, Mlchael J An Overvnew of-the National Catholic Telecommunlcotlons
Network A Satellite System for the Church. CTNA mnmeographed report, |
1981 .

"EWTN Press Release. EWTN Provides Teleconferencnng Facnlltles for Hospltal
Corporatlon of America, March 1, 1983

Frawley, Joan. Seelng and Believing: Catholnc Cablevnd Has Arrived; Now What
Do We Do Wnth It. Natlonal Cathollc Register, 58(46), November 14 1982, p. 1.

.Gelineau, Louis Report to the N'atnonal Conference of Catholnc Bishops. Washlngton,
D.C., November 1981 '

: Habermas, Jurgen. Legltlmatlon CNSIS Trans Thomas McCarthy Boston:
Beacon Press, 1975. -

Hirsch, Richard H. Person Com'munication,'October 12, 1982.

. Katz Daniel & Kahn, Robert L. The Social Psychology of Organnzatlons Second
~ Ed. New York: John Wiley & Sons, 1978
"~ iMarch, James Bounded ratlonallty, ambnguntv and the englneerlng of cholce
" The Bell Journal of Economncs, 9, 1978 587 608.

March,-James é: Olsen, Johan. The Uncertalnty of the Past. Orgamzatlonal

Learnlng Under Amblgu1ty European Journal of Polltlcal Research 3y
"' 1975, 147 171. | ’

'b I_March James G. & Shapnra Z Behavnoral Decnsnon Theory and Organnzatlonal

L Decnsion Theory. In G. Ungson and D Braunsteln (eds.) New Dnrectlons ’

- in DeClSlOﬂ Maknng An Interdnscnplnnary Approach to the Study of Ojamza— C -
i Kent Publlshlng Co” 198_ ' i L




e

Pondy, Louis R & Mltl‘Off lan 1. Beyond 'pen System Models of Orgamzatlon o

Research in Orgamzatlonal Behavi . 1, New York: “JAI Press Inc., 3- 39

’,

. Rice, Ronald E & Rogers EVerett Re-invention in the Innovation Process.
Knowlecg;e Creative’ lefusmn Utilization, 1, 1980, 449 514,

Serre, Michel. The Ongm of Language. Blology, Informatlon Theory, & Thermo- %
dynamics. inHermes: Literature, Phllosophy, Scnence, Trans. Joseph tiarari.

Washington, D.C: The Johns Hopkins University Press., 1982, pp. 71-83.

~“

Unda USA Newsletter. T-exaé Communicétors Gather for Regional MEevtihg.
11, March 1983, 6. ’ B :

Weick, Karl E The Social chhology of Orgamzmq Second edition. Readmg, . N
MA: Addlson-Wesley Pubhshmg Company, 1979. ‘




