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- ABSTRACT

Bridging the Gap: New Constructs for Organizations
and Appropriate Methodologies

. Eleven papers from the 1983 AERA and ASHE Conferences were content
analyzed. The purposc was two-fold: 1) to explore paradigmatic assump-
tions, and 2) to demonstrate a fit between assumptions. The results show
that assumptions grow typically out of the same, or a very similar, value
framework; that effective methods of inquiry are those which match
assumptions about organizations; and that methods which present reduc-
tionist pictures of organizations fail to inform the change process
because they produce nccessarily limited and nonholistic views of organ-
izational functioning. Increased interaction bétween organizational
theorists and methodologists should insure methods fit newer constructs

to create a descriptive science of organizations.
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BRIDGING THE GAP: NEW CONSTRUCTS FOR ORGANIZATIONS
AND APPROPRIATE METHODOLOGIES

Introduction

Operating on the premise that there may be differences between what
rescarchers are doing and what they say they arc doing, the logics-in-use
and reconstructed logics of contemporary rescarchers become a legitimate
arena for inquiry in and of themselves. The intuitive and explicit links
between linear and hierarchical models of the world ("'reality') and )
building-block methods of resecarch (''variables', 'control", and "'mani-
pulation") have lent credence to cunulatively-oriented, erector-set
models of research efforts. The synergism between world view, or pro-
posed construction of reality, and requisite irstructions for exploring
‘it is intuitive. If that is true, then there ought to exist a concomi-’
tant ckpectation that newer models of reality should command new modes
of»éxploration. The possibility or likelihood -- indeed, even the

necessity -- of such a link is the topic of this research.

Problem %

A sﬁrvcy of both ASHE and AERA (Americannﬁducatiénal Rescarch
Association) b}ogrums for the past four ycars demonstrates an increasing
concern with two arecas of inquiry: newer constructs for organizations
which move away’ from old notions of systems-oriented bureaucracies, and a
preoccupation with the redress of balanée between qualitative and quant—
itative methodologies as inquiry modes. Organizational theorists argue
for studying newer dimensions of organizations (Weick, 1976; 1983; Asiuto,
Clark and Kuh, 1983) while others, predominantly methodologists, argue

for expanded use of methods which emphasize verstehen or understanding
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while de-emphasizing traditional ratioﬁalistiu or scientific criteria of
prediction and control (Conrad, '1983; Siverman, 1983; Guba and Lincoln,
1982). But no one has yet undertaken the task of demonstrating how, why,
or indeed whether substantially different methodologies are appropriate
for substantially different constructions of organizations.

Grounding in traditional scicntific canons suggests ways in which
quantitative methods are congenial with a convergent view of reality.
Even if reality is not ultimately knowable (the naive rcalist's position)
one can argue for attempting to approximate it by adding pieces which
are "known'. Similarly, non-conventional canons prod researchers to
"know'" utilizing methods which are more sympathctic to new canons.

Returning to the argument of logics-in-use versus reconstructed logics,
however, it appears that research into organizations has not produced
reflective treatment of method or world view (paradigm)l and likewisé,
exhortations on method have not produced lengthy treatment on world-view,
or how method can contribute to different paths to ''knowing'. Without
rcsorting to absolute violence toward avenues of research, it scems
clear that organizational theorists have constructed new models and
descriptions of organizational fﬁnctioning as cfforts to describe eclements .
they saw as being deviations from horizontal or vertical input-process-
output models. In like fashion, much of the press for "new'' (actually,
older) methods for research can be characterizedias frustration responses

to traditional inquiry's ''precise answers to irrelevant questions"

lIndeed, this is not a new phenomenon. Nearly a century of excellent
~anthropological field work was reported without extensive reference to
method or paradigmatic assumptions before the call to mere self-conscious
treatment of method was issued. And even then, treatment of field work -
 issues was limited for another quarter-century to interviewing and parti-
. cipant observation. _ . ) : SRR T % S




(Tukey, attributed) and to open-minded experiments with symbolic inter-
actionism and other reconstructions of social science. But the self-
conscious treatment of method along with problem is rare in non-scientific,
non-conventional i_nquirics.2 And the press for more qualitative methods
on the one hand and new theory in organizations on the other ought to be
enough to convince cven a casual observer that links :zan and do exist.
Objectives

The objectives of the reseurch reported were threcfold; 1) t-
analyze the underlying assumptions of organizational contructs such as
"loose coupling" (We..lk, 1976), "woal independent planning' (Clark, 1982)
and organized anarchy and garbage-can models of administration (March,
Cohen and Olsen, 1v74) to Jetermine hallinarks of such views, and to
contrast such views with older and move traditional constructions of
organizations such (i.e., bufeaucratic, vertically-linked, lincar systems,
and the tike); 2 to <ramine underlying assumptions of proposed ''newer',
more cthnopraphically-oriented, case study, natualistic or qﬁalitativc
methiods; and 3) to propose some ways in which the fit between organizational

constructs is synergistic with the assumptions of qualitative methodologies.

Theoretical Framework and Perspectives

The two perspectives adopted werc those of Schwartz and Ogilvy (1979),
who propose major paradigm shifts in traditional scientific and organiza-
tional disciplines‘(themistry, holography, administrative science, psych-

ology and the like) and Lincoln and Cuba (forthcoming, 1984; 1982, 1981)

2In fact, until recently, it was sufficiently rare that editors of
educational journals convened in a national meeting in June, 1981 in
Bloomington, Indiana, to discuss ways of judging the:technical adequaCy
and rigor of the flood of quantitative manuscripts proffered for publication.
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who huve attempted to huild an epistemology based on such a pavadign
shitt which moves away {rom the logical positivist stance to 4 more
phenomenological posture.  In the latter perspective, this inguivy
systow%is called "naturalistic inquiry'”, in contrast to rationalistic
or conventional inquiry, Rationalistic or conventional inquiry is
penerally agreed to rest on the following Five axioms: 1) reality is
knowable, singular and convergent, separable into a series of stcady
states and processes (variables) which may be studied independently;

2) the nature of the subjcci-inquirer relationship is dualistic;

3) causality is linearly-conceived and necessary; 4) the ob1cct of
inquiry is the verification of generall ations, time- and context-free
laws which govern all behavior; and 5) inquiry is, or should be value-
free.  In sharp contrast to that set of axioms stands ”naturalistic
inquiry', constructed much as non-Euclidean gcometries have been con-
structed: by turning classical axioms on their heads and exploring the
implications. Its premises, or axioms, foirm a system whereby 1) reality
is multiple and constructed rather than singular and convergent; 2) the
naturc of the subject-inquirer relationship is presumed to be inter-
active, rather than discrcte and separable; 3) causality is mutual at
best, causc-cffect relationships are not linear,- and plausible
influcnces describe better why things occur; 4) working hypo-

theses replace generalizations in recognition of the influence

of time and context on human behavior; and that 5) all

inquiry is value bound, and cannot be separated from valuc
decisions at several points: choice of context for rescarch,

eh01cc of substantive theory, ch01ce of problem choice of

method 1nqu1rer s values and Va*ues whlch_lnhere 1n thc contett




Schwartz and Ogilvy (1979) contend, for instance, that the
dominant rationalistic or scientific pavadigm has been charac:
terized by o world-view which assunes the world is simple/

probabiltistic, govevned by hicrarchy and vertical orderings

(hoth in the natural and the social world), and that the

universe is mechanical, determinate and liked in lincavly

causal ways, characterized by an "assembly" motif, and know-

able through objectivity,

The emergent paradipm, they have asserted, postulated a

quite ditferent world, the hallmarks of which are complexity/

diversity, heteraiwchy, holographic images, indeterminacy, mutual

causality, morphogenesis and a "perspectival’ view of Kknowing,

This shift, they argued, is eminently visible in biology, in
physics, in mathematics and in other formal disciplines (including
those mentioned above and, additionally, the arts, philosophy,
political theory, brain theory and the like). The importance

of tracking an emergent world-view through dozens of formal
disciplines is that it has suggested that perfectly sensiblé

and saﬁc people give every evidence of shifting their bcliof
systems regarding the nature of the universe. From Thom's
catastrophe theory to non-evolutionary theories of biologicall
~occurences, to Heisenberg's Uncertainty Principle, to holo-
graphy, to the heterarchic theories of political organization,

the cvidence of a hew.paradigm is powerful. |

In a parallel shiff, educational rcsearchers and other

:so¢ia1_scientists who study postsecondary education,_have‘bcgunjuv
to call for additional (Cook and Reichardt, 1979), extended =
‘(Milés»andeuberman,‘forthcdming, l984),_or radicaliy diffefénf7' 

‘”°fﬂéth06010gies,(GQba;v198},5f9rth;oming)ﬁwith.whichgto.inchti4*'T”
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pate ingtitutions and schools,

Methods and Techniques

The methaod was a simple and rather stratghtlorward
docuwnentary or content anglysis ol oleven papers,  Some ol
those papers represented o call Fov, or ase ol pewer construeby
in orpganizational theory to explicate problems in understanding
cducational organizations.  The others represented support
Lor, or instances o, the usce of qualitative methodologics
(over quantitative methods) in investigating postsccondary
institutions. All ol the papers were presented at cither
the American Educational Rescarch Association or the Association
for the Study of Higher Education in the spring of 1983,
Underlying assumptions were sought, and werc displayed against
both cmergent-paradigm descriptions ol Schwartz and Ogilvy,
and fundamental epistemological shifts outlined by Lincoln
and Guba.

. Content analysis, as treated by Holsti (1969), Krippendorf
(1983) and Rosengren (1981; see particularly his trcatment of
qualitative versus quantitative content analyses, pp. 10-12),
is generally "any technique for making infcrences by objec-
tivcly and systematically identifying specified characteristics
of messages' (Holsti, 1969, p. 14). The coding of data (or a
contcent analysis involves systematically transforming and
aggregating raw data into units (catecgories or taxonomics)

"which permit precise descriptions of relevant content charac--

‘téristiCS”.(Holstif 1969, p. 94). Data sources in this .

ERI!

Aruitoxt provided by Eic:



ERI

Aruitoxt provided by Eic:
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E
pay cdata o were the ttems {words, phrases, sentenves amd parts
al paragrapha) dvawn from the souvces, trannerihed onta 5 o5 5
carvda, then sovved or "dea bt dnto "logk-abike™ pilon,

Sinve contont o anmaysis o bnoa ralec-puided method, Jdecision

uten wore veeataed crtooeide the inittial sort, Su, oy pnstance

Che Civst sorh prodoced four cateporiva: o pile of cavds with
datarews whitch o werve clear )ty oveaniaation bowd s o atach whicl
wit exclostvely method-Toad; o thimd pile, Tater Tabe]ed
ciotive or metaphorvics and o Tourth catagory, mixed lTowd,
Fovoexample, in the Pirst catepory, sample data dtems were:
"the classic elements of organizational dJdoesipn such
as hicrarchical structure, formalization, ration

ality, and specialization arve important"

"sharved governance and collegiality are pavticipatory
management!

“(Weber's) discussion ol ovganizational clements boegan
with offices and positions arrvanged vertically and
horizontally to reflect line, staflf and co-equal
relationships"

In the sccond category, sample data items were:

“"the requirements ot theoretical saturation have been
met"

"the analysis moves increasingly from comparing data inci-
dent with data incident to comparing the data with
propertics of the concepts that have been abstracted
during the comparison on incidents"

"an analytical scheme used by ethnographers of communica-
: tion to obscrve the progressive layerings of a text."

In the third category, the emotive orv metaphoric, the -

following examples were found:




Pacbwnii o, paveitts gl friends ol bbbt o
G u}i'sil::xlé_ii.':i"cint i'c}":'z]u“",iiihw? e frony ikl el e z‘_:i'
fhoe avadenie b byt

g it or the b liet e biaehiep thvae b a0 v s

SV bral b does bdeod vpeeat e i Pl deedepnn
Vot by

o gt b Pool it i al ot AR B PR FAVRER AR s fagnead
Pov iy doa b whio e o vt ive b Lt e v b
’H’llﬂ.l '.lm‘ o \H'«‘nm«! H‘w'm‘,:‘i\'rfw'

Tharvand cabiopal o calturer rs o Thans et il e onveys

Gl deep loevel what wanaeoment veab b oaren pabone?

i

Plipa b Lhe Uit womdiow on v b oo brona b oot !

Srhe haemonraang, dntepratine e peyeho oy tead g
portive aupecta of o vebigious patiernn,, csich as
witoheral by, prescrves nocial, costractire vather
Chan, o odestrovs o transtorms ot

TWitcheratt, however destruactive Dbomay seom at it
5‘,1:1!!&‘(,’, Uik h xl(,‘lll(’ll‘xt‘».ll‘:llily sOTve ta focns iHi]‘xlll‘.‘.&.I:;
that aftect cohesion' :

I the fonrth catepory, o small nuwber of ftems not exclus

sively cither organizational, methodological or metaphorical

surlaced.,  Among these were:

"Saga is oo 'collective understanding ol unique accomp -
Fishment in a formally cestabtished group'."”

"how a4 complex organization such as a rescavch university
creates and uses symbolic messages”

"elearly this image of tight and loosc coupling is going
to unpack into more discrete rvelutionships: than we
will be able to imagine, or use, at any point in
time."

inally, the category decks were cross-referenced; the

purposc of this was to check for instances where organizational -
theorists made reference to mothodologicul_necds.or,‘convcrscly,

where methodologists made-reference to specific applications
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oanytational cescarch.

Tl resonance, bofween onergents organisational
eroenl ogie Th Lind tstemologles iy power-

g vencorn an thos Junceptual ta

code e rmine whothor oo nol orpanizational theor

o that dovestigaring those conceptions would

i one obf the papens oven broached the topic of

heroravehy, and the like

soare primarily tnvolved i

apectival” work (Ulark 1982 Corcoran nnd

ar h)soothers, because of theis undevstanding of
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¢ papey could be sald to be the cmbodiment of un

it obe expected, the organisational tncor)

somewhat more with: methedological issues (nearl:

1 papers) than the methodologists with organi-




ﬁutinnul ﬁhoory.- This may reflect substantive or disciplinary
interests, however. Nevertheless, it scems quite clear that
hoth croups --while trdvollng parcllel tracks--ought to be
interacting at much greater length with each other. The
organizational theorists who have scen a different vision of
institutions, a more open, less tightly coupled structure,
neecd to o link their work more firmly with the mothodologiéts,
who have sensed the inadequacy and inuppropriutcnoss of [ormer
methods for achieving understanding (and therefore, for
effecting change). These parallel universes could profit
cnormousty from prolonged exchanges and uwttempts to make more
oxplicit the link between the Gestalt of organizationml‘theory

and the methods used to explore organizational configurations.

i

As Clark, Astuto and Kuh punned, "We have no strong prefer
cences Lor strategics or techniques of inquiry. We think

cenodvh is known to support interesting.a priori hypotheses

which would attract individuals who prefer more convention:
research methods.  Intensive descriptive veports on organiza-
tiocnal coupling are needed. Rescarchers predisposed to
natura{iﬁtic ingquiry should have a field day" (1985, p. 20},
Third, to deny there is a link between new theory on

oryanizations and qualitative methods is counter-intuitive.
ihe nature of the link is not clear, although points of uén—
tact will continue to surface. One avenue f[or éxposing
linkages though is the litcrary device used by some authors

in othis collection of papers: metaphor and/or simile. = The

4”
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emotive power of analogous or poetic references to intimate
resemblances not seen before may be significant. The strength

of imagery to bespeak a way of sceing (and therefore of

‘believing) is Kkeen and cutting; we ought not to lose the

edge.

Implications of the Research

[t will be a given, for the moment, that such a link
¢xists. and if so the implications of such a link--between
current organizational theory and methodological shifts--arc
numerous. First, researchers cannot go on doing rescarch into
organizations and institutions the way we have in the past.

In the future, we must match mecthods to characteristics of

yanizations which are observable (rather then theorctical).

org
One lesson is that organizations which bechave as loosely-
coupled units do not lend th¢msclvcs to study as tightly-
coupled entities (at least not without violence to accurate
portrayal ol the organization).

Second, the nature of rcsearch questions must change.
A sccond lesson to be learned is that until we have a new dc-
scriptive science of organizations and institutions (baécd'on

Verstehen rather than manipulations of variables) we operate

uﬁ»our peril in attempting control and/or change.

Third, methods which depended heavily on distillation
(or reducﬁionism) prcsént‘neccssarily on¢-sided and inadequate
pictures of the operation and characteristics of organi:ations.

Studying institutions holistically, while a more complex task,
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is nevertheless more relevant to understanding how and why
organizations exist, and how change within them is accomp-
lished. This concept is particularly powerful in the
manuéZment, for instance, of decline, where institutions way
be called upon to make major changes in the interecsts of
survival and attracting new student clienteles.

Finally, thc link is importunt because it implies a
value resonance--a direct, supportive and logical bridge
between what one belicves about’ institutions and how one
cither affirms or disconfirms those beliefs through system-
atic and disciplined study and rescarch. A [inal lesson to
be learned is that onc cannot operate on two scparate, dis-
tinct, and contradictory belicf syste... about the naturc of

the world: method must (it problem.
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