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ABSTRACT

This paper comments on and assesses the power of the
research of six studies presented at the American Educational
Research Association symposium, "Linking Behavioral Research and
Administrative Science." Three of the studies (Jordan, Koehler and
Ismail, Bredo) are classified in terms of organizations as formal
structures, and as instruments of production. Two of the studies
(Pierce, Porter) use imagery from the systems model. The final paper
(Greenfield) sees organizations as reflections of complex, poorly
understood interaction among individuals. (Author/DW)




LINKING BLIAVIOUGRAL RESEARCID ANDY ADMINISTRATIVE SCIENCL: A CRITIQUJI1

T. Bair Greenfield, Ontario Institute for Study in liducation

A science of organization and of administration rests fundarientally
upon what we believe organizations to be. Lven as our adherence to clemental
and presumably self-cevident truths about man shapes our understanding and
study of people, (March, 1972), so do our assumptions about organizations
determine what we repard as knowledge about them and how we sech to acquire
that knowledge. In trying to understand reality, we require concepts or
catcgorics which cnable us to make sensc of that which William James called
“the blooming welter' of phenomena around us. As aids for understanding, we
usc larger framcworks and modcls--thcories if you like--which provide us with
reservoirs of ideas for understanding the world around us. These frameworks
or models arc images of rcality which we carry in our minds and which we use
as templates to stamp meaning onto the world around us. For Plato and
philosophers of the naturalistic school, these images or forms lay bchind
reality so that man perceived them only imperfectly--as shadows. In the
view I am outlining today--and it is a view of increasing importance in
science (fulin, 1970) ond philosophy (Eldridge, 1971)--the images we use to
understand the world around us arc man-madc and socially maintained. These
views have recently come to have some prominence in sociology (Filmer, ct al.,
1972, Dawe, 1970: Deutscher 1973), and have also appcared in critiques of
education (Young 1971) and organizational (Greenficld, 1974) studies.

Threc Models of Organization

The rodels which have dominated research and theory about organizations

stem from images of the productive unit and the social system (Mayntz, 1964).
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In the image arising {rom the procductive unit, urganizations are thought

to have a formal structurc and a technology which yields products appropriate
to predctermined goals. In the systems image, orpanizations are thought of
as organisms which respond and adapt to their environments. In an emergent
view arising in opposition to both of these acc-pted positions, organizations
may be scen as garbage cans (Cohen, }arch, and Olsen, 1972) or as invented
social rcality (Greenfield, 1973). In this opposing model, organizations

are uncertain, non-uniform, hard to predict, and specific to the particular
times and places in which they exist. In cormenting on the studies presented
in this session, I will sort and assess them according to the model whicl in
my view served to inform and direct the rescarch. The assessments will be

in terms of the power of the rescarch within the chosen model. In conclusicn
I will make somc ohscrvations on the power of the models themsclves.

Three of the six studies appear to mc to stcm from the model which sces
organizations as formal structures and as instnuments of production. These
threc arc the studies by llanes and Jordan, Kochler and Ismail, and Bredo.

Two of the studics--those by Picrce and Porter--usc imagery from the systens
model. The Greenficld paper takes the approach which sees organizations as
reflections of complex, poorly understood intcraction among individuals.

Structural models of organization. lianes and Jordan rely most clearly

and heavily upon the model which conceives organizations as productive units.
They ask what structural clements of schools should administrators manipulate
in order to improve their productivity. They find an answer (p. 13) in the
"centrality of tcacher-related variables.” They belicve that "increased

investment in tcachers' will "enhance the objectivity of administrative



decision-raking' (p. 15) and cnable administrators to produce a 'substantial
impact on the educational achievement, however measurced, of the nation's
children" (p. 16). Such sweeping conclusions should be cvaluated in light
of the rescarch wethodologies used in the studies reported by Hanes and Jor:an.
Without cxception these studies used corrclational and ex post facto Jesigns.
Such designs which arc of course, subject to severe threats to rcliability
and fail to establish causal connecticns. ‘The limitations of such mcthodology
is weil-known, yct the temptation to read causality into corrclations is
apparcntly irresistable. I suggest that the reason we yicld all too frequently
to this temptation lies in the modcl choscn to represent the organization.
The image of the organization as a productive unit requires that therc be a
causal conncction between input and output. Apparently, wc have become so
accustomed to the image of organization as a productive unit that wc usc it
to lend meaning to the findings instcad of using the findings to cvaluate the
rmodel. If we are to rely on the findings reported by lanz2s and Jordan we must
first test them experimentally if they are to be designated as objective truth.
My own suspicion and the weight of the available research cvidence (Spady,
1973) is that improvements in thc quality of cducation will requirc more than
raising the qualifications of tcachers and tihc salarics paid them. This course
has alrcady becen followed in Canada without obvious impact on the quality of
education there. Somcthing else is nceded if we arc to zommand educational
productivity through input and structural changes.

Koehler and Ismail explore the rclationship between organizational size
and economic cfficicncy. Their review of rescarch finds that such a relation-

ship is contingent at best and clcarly open to question in the case of schools.
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The findings of their studv lead them to describe as a "popular mvthin
American-cducational folllore' the view that school districts become top-
heavy as they increasc in size. ‘Thosc relationships which are found apparcntly
depend on exogenous organizational variables. FRochler and Ismail's study

and thosc they review also depend upon ex post facto designs though some of
them report cvidence from longitudinal studies. Given the tendency for

such studies to vield spurious and happenscance relationships, it is sipnif-
icant that the weight of cvidence from the studies supports the lack of any
relationship between structural and productive clerments of schools. In this
casc, the lack of significant findings is itsclf sienificant since it cails in
oucstion the utility of the bhasic rodel in which the research was cast.

Bredo has studied tcaching teams by examinining their position in the
social and physical structurc of the scheol and by looking for the cffects of
context and structurce upon presumed indicators of productivity such as morale
and colleecial influence. Predo's work has, as well, an orientation to observation
not scen the other two studics in this group in that he Jooks at teaching
teams in natural settings and describes their structure and operation with a
minimu of assumptions. lle does, however, remain true to the structural
model in that he assumes a onc-way direction of influence frem structure to
process to outcore. lle chooses as well to ignore individual responses and
interactions by dealing with averages as a characterization of the teams.
Despite these limitations, the rescarch methodology of the study is sound and
he uses it not only to test the model but also as a tool for more open-cnded

investigation. The methodology is used to test the model while the model
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itself serves as an heuristic device rather than as an incontestable sct of
assunptions. Uscd in this fashion, the model is scvercly damaged as a result
of the findings. what crerges as a picture of teaching teams stands sharply
at variance with the original model which specified hov structural and contextual
conditions right influence the productivity of the organization. Instead of
the neat dimensions of the production model, we arc left with a picture of
teaching tcams as cntities with loosc internal structurcs and uncertain
corncctions to the larger sctting. Cowmunication and interaction are the
strongest clements which remain from the original model, yet thesc bear re-
lationships to structural and contextual propertics which are tenuous at best.
The teams appear as ''loose associaticns of similarly inclined individuals™
rather than as units fitting clearly and functionally in a well-defined
production process.

Studics using systems models. The studies bv Pierce and Porter approach
B £_S) TS models. ) Pl

their problems from the systems perspective. In this model, organizations
are seen as organisms which respond and adapt to their enviromments, Survival
and adaptation to improve organizational operation arc major concerns of the
systems modcl. Although systems models in one form or another are held in
high regard by many organization thcorists, it is curious to note how little
research actually uscs systems concepts. It is apparently easier to quote
systcms theory than to apply it in rescarch. Certainly the two studies I
have classificd in this group use markedly different methodologies. Of the
two, Pierce's study is most clearly and consciously cast in a systcm modcl.
Porter's study may be identified with the systems model because it relies

upon systems concepts to interprct the findings of the study.
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Both of the studics examine the perceptions of individuals in organiza-
tions. In so doing, they assume that the perceptions and attitudes
of sclected groups in an organization are dependent upon the reciprocating
mechanisms of adjustment in the organizations of which tley are part. To
study the organization as a whole, therefore, it is not necessary to look at
all groups or individuals because knowledge about sclected groups provides
information about the organization as a whole.

The Piercc study examines how a school system responded to major organ-
izational change when the system participated in the Ixperimental Schools
Project of the National Institute of Lducation. The rescarch ashks whether
the "character" of schools changed as a result of the project. The
design of the study required auministrators and other professional
staff in the school system to respond to a complex questionnaire through
structured interviews. Members of other groups were not intervicwed; those
persons who were interviewed could respond only through items structurcd to
define the domain of the system. While the concept of domain is a promising
concept from systems theory, this study raises the question of whether we
should regard a domain as changed when data about the change rest only on the
views of two closely rclated groups in the system. While systems thcory may
rest confident that organizations by decfinition reach a dynamic equilibrium,
skeptics will suspect that students, parents, and other significant groups
might have different vicws of the changes rcalized in the schools and their
domains. The methodology Picrce adopted yiclds highly complex data;
the findings of the study arc cqually complex but the weight of them suggests

that the system has successfully identificd and adapted to the change. 1



found it difficult to determine, however, vhether this conclusion--so con-
genial to the encompassing systerss modes--was based in the data themselves
or in the assumptions of the model which generated tiwe data,

The Porter study surveyed tecachers with an instrument composed of items

measuring attitudes and personality. Through successive analyses, a factor

emerges which defines the militant teacher. As in most factor analytic

studiecs, Porter makes little cffort to validate the factor. After scveral
runs with different items, orthogonal and oblique rotations, rerlection of

factors, and factoring of the factors, onc of six second-order factors '‘was

rcadily identified as a 'teacher militancy' factor complex' (p. 7). The

criterion for identifying one of a multitude of factor solution as right

rests with the resecarcher. One solution is intuitively judged to vield an
"interpretable” result and an "'explanation” of the variance in the original
items. The weakness of such explanations is not that they arc intuitive,
but that they arc highly artifical constructs, removed from particular
situations, and non-substantive. ‘The important point herc is whether the
definition of teacher militancy has meaning outside the procedures vhich
crcated it. linimally, we might ask for the size of the factors identifed,
since this information is not provided in the paper. tore fundamentallv.
we may ash what the factor complex represents in the social svster to
which Porter extrapolates his findines. To be neaningfu) and useful factors
rust make more than rathermatical sensc: they must represent forces and
behaviors in the social systeni.

Not doubting the validity of the factors, Porter procceds to develop

their implications for rclations hetween tcachers and administrators. These

ERIC

Aruitoxt provided by Eic:



implications rest on the reciprocating notions of the systems medel. *ilitancy
is scen as a real force: it is cquated with professionalisi and accepted as
justifying change in cducation. Administrators must reet militancy in teachers
by introducing change; moreover thev nust be perceived by militant tcachers

as favouring change. How administrators can corpel the perceptions of militant
teachers is not made clear. The peint I am maling here is that the tcacher
militancy factor is essentially never validated. Instecad, the factor serves

as a basis for making moral judgenents about how administrators should deal
with militant tecachers as judged {rom a systems perspective. I am not against
moral judgements entering rescarch: in fact, morc of them should cnter it

than now do. PRut we should bhe careful to identify the basis of the roral
judgements. e should be at pains to identify moral judgements which stem

from the rescarcher or from the organizational medel he is using; and ve must
distinguish these fron the moral judgements made by people thewselves vho are
acting within specific situations. Without making this distinction, we are
likely to confuse '"ought' for 'is' and to use rescarch not as a mecans for
understanding organizations, hut as a platform for arguing how to irprove them.

A study using an intcractional riodel. For want of an agrced upon term,

and becausc alternatc names are subject to misinterpretation, let us call the

third model the interactional approach. Only one of the six studies falls

in this category. Greenfield (1975) recognizes organization as resting upon process--
human interaction in specific situations. The methiodology appropriate to

this model requires observing process directly through some encounter in a

real situation. In this approach, concepts must be found which fit the data

rather than data found to fit the concepts. Social process is accepted as
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the starting point for rescarch; analysis proceeds as concepts and hvpotheses
can be found to rake sensc of what is observed about process in a specific
situation. The result in this study is a plausiblc explanation of how
candidates for administrative positions arc socialized to those positions.
What happens or what people say happens is the basis for validating explan-
ations of the process. What emerpes from this analysis is not tested
hypotheses but a picture of what might be happening ir a complex process and
a map for understanding how and why it is happening.

The Power of the ‘lodels

The structural and systems models rest upon important assumptions about
wvhat organizations are and how they work. The interactionist rnodel assures
we know little about these matters and that uncerstanding of them will core
by woriking from the data aliout organizational process back to cxplanatory
concepts.  Conversely, the structural and svsters models supply the concepts
for understanding organizations and direct attention to data appropriatc to
then,

In the research I have cxamined, it appearcd that the first two models
were most useful when the rescarchers used them heuristically rather than
prescriptively. In these cascs the models werc sufficiently damaged by the
evidence they generated to suggest that alternatc models for understanding
organizations arc necded. In studics of administration in cducation, wc have
long been taught to sce schools as factorics, as bureaucracics, as cybernetic
systems, or as adapting organisms. Our faith in these images have freanently
blinded us to the fact that the isomorphisms between schools and thesce images

are extremcly poor. As a rcsult, rescarch which springs from these models
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too easily shifts from testing the fit between image and reality to advocacy
of reforms in schools to mahe the fit better. Ve have tended to forget that
research models should identify what is,not prescribe what ought to be. The
intcractionist model which directs attention to specifics of organizational
process and to its hwaan dimensions scems well suited to those who wish to
explorc organizations with a minimum of assumptions about them. Those who
believe we need to rethink what schnols are and what is going on in them
would place us all very much in their debt if they could supply alternate
images of schools which are "'truc to the data' rather than loyal to cxisting
theories and concepts. Some authors have begun such a scarch (Berciter, 1973;
Pinkus, 1974; Ryan and Greenficld, 1975), but we need even greater recogrition

of and attention to the problaen.
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