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ABSTRACT
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based on the hypothetico-deductive approach; ve have tended to ignore -
the argument that science also progresses by the contribution of
courageous individuals who put forward irreverent, unorthodox ideas.
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Ir “tow-anvolf Herran Hesse claims that "Human life is reduced to

re~1 suffering,.to hell, only when two ages, two cultures, and religions

cvarlan.” He might have added “...when some furdamerntally orvresing and
ore-ocved academics meet at a conference on educational administration!:
te one of those responsible for the planning of the third International
Intervinitiation Program I am still shaken by the heat engendered by

2arr Sreenfield's now famous (or infamous) parer or phenomenology and

tr- theory of orgahizntions.l I was not narticularly excited by the
rarer so competently delivered in Bristol during July 1974 and I must
admit v0 beine not particularly excited by it to-day. Dr. Greenfield had
2 voint to mrke and he made it very well. Tike most varricipants in the
nrorrarre I found arguments with vhich I did not agree (for examvle, the
ae~ertion that the social sciences seek & grand over-arching theory to
e¥nlair ultimate reality) -and those with which I did agree (for example,
Jurns' belief that tre better maninmuiation of numbers cannot substitufe
iav tra emmtiness of the concepts to vhich they avpnly). A first rate )
seholar, Gre niield omened new doors for some and pricked the pretensions
others vho were hiding behind closed doors.

ireenfield obviously vnricked some too asciduously, for in the course
nf the tollowing two or three years there emerged a vompous polarization
marked #t one extreme by those vho claim that organizational behavior
cen be Tully understood onrly through "hard" datma derived by emnirical
reons from *theories based on Feigl's "purely logico-mathematical

o
14

nrocedures" and at the other by those who claim that such behavior can
ornly be understood though "soft" data derived from vhenomenological
vrocedures such as ths hermenevtic-emancivpatory apnroach of Habermés.‘
Tre controversy has produced several oublications, including 2 spirited‘
saries of articles in U.C.E.A. Raview. 3,455

This wolarization, though nroductive of healthy argument, also

reflects a sad naivelte res-rding the ways in which hum2n knowledge has

~dvanced. In 2 sense the controvsrsy is reminiscent of that vhich
follored C, P. Snow's Rede Tecture, The Tvio Cultures 2nd the Scientific

Reve 1tion delivered in Cnmbridge almost tvio decades aro., Snow brought to
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the surfncs the contemnbrnry =~1it in Ventern intcllectu”l 1ife hatreen
the so-cnlled "sciences" and the so-called "hurnnities", Re~nnnses,
like those ex-~~rienced by Greenfield, were often emotionnl 2rd harsh
trings were said by men and women trained in the ohkjective, cool
tradition of scholarship. As one observer, vhose symnathies were ornly
too obvious, vut it, "humanists ~re igrorant of science nd ~re achamed
of it:; scientints are ignorant of the humanities 2nd are nroud of it."
Cne could be excused for ropning that by *the mid 1950's (to s~y
nothing of the mid 1970's) academic man would have recognissd the need
for careful 2nalvsis rather than arcumentum ad hominem. Aft-r 2all, our
civilization has by now ha’ much exmnerience of new ideas and of foreign

gods - even if the latter have rarely hailed from Canzdal “wo thousnnd
years ago Horace -escribed how "captive Greece took cantive her rude
conaueror" and a thousand years later ithe mediaeval world ultimntely
admitted the benefits of the reintroduction by the Arabs of Aristotelian

~logic. As Henle voints out,

...The second article of St. *homas' Summa Thcologiae Aasks
vhether sacred doctrine is a science- (utrum sacrz doctrina - -
sit scientia ). This is a guestion which could not havez
beer arked in tenth century Christian éilture.7

There is in academe an 'rgent need for a little more humility ~nd a

good deal -less nontification. We do not have ' to sverd much time
in resurmcting ghosts to come un with the hauhting names of Sncraies,
JeSus, da Vinci, Pasteur, D7rwin and Sinstein. These men had much in
common : not only were they irreverent, eccentric, unorthodox 2rd in
recent cases'"unscientific",‘but'they were all laughed at. In this

~regard it is a sobering thoug shtthat the viord “science" did not anmnear
"in the Oxford chtlonarg until 1867 and that as late as 1884 Arnold

Tovnbee could deliver his lectures on The Industrial Revolutlon in -

England w1thout so much as mentlonlng the word “science".

A study ot the politiecs of scholarship, to take one small nort of

~the svpectrum of learning, suggests th-t the‘acceptance or othervicse

of a thoory or of a fact was 2lmost invariably dependent unon the

influence of powerful contemnorary value'svstemssqnd the grouns which
- esvoused those sv<'tems8 While his tor1ca1 examnles of this Fenar-iization

)

are legion, Feyorabend rorlndc us to peen behind tho test tube ~nd the

comnuter to-day, also.




formal educatiorn has 2lvays he-n dominated by velus framevorks as
befits a sccial institution established to transmit seleccted asiects of
the cquural heritage. While it is true that the "Darwinian cue" os
Harold Ruges calls it stimulated the anvlication of sci-mce to education,
thus bteginning a long and nerhiaps incestuous relationshin with
nsychology, a very great deal of attention is still paid to the area
loosely knovn s *hilo+ovhy of Education. It is an interestinp observation
that in North America at least, little attent ion is glven 1n orena ratlon
nrograms for c£hool administrators to the auestion of values vwhile the
literature in the field of vhilosovohy and educational adminicstration is
miniscule. Research nrojects in the Aarea annear to be very fevw and far |
between.

The emnh°s1s unon the social sciences in the liter2ture of nducqtloral
administration h~s in the mast tended to suvnort the rather rigid
interpretation of science nresented by Feigl : the world is 2 system or
machine made up of objects of which man is one among many to be controWIed
or to control. It is difficult to ascertain from the socim”l science
literature as it relates to educational administration that the world- o -
science itself has undergone a revolution. The modern physicist, for.
example, now sees the world as 2 system of ever-moving and ever-
interacting comvonents as inseperable from man as he , the observer, is‘
insenarable from them. Koreover, contrary to the n;geteent centuryll ‘
viewvoint, absolute certainty now escane physicist and mathematician alike.
Let me mnke it c¢rystal clear that I am not déni?ratinp the role oi the
socital =ciences in helwning to exvlain and nredict organizational nenEV1or }
I am merely askines to what extent we are likely to achleve certlfude ‘
in the study ‘of the commnlex sociz2l system wie call "school" when ce-titude N
is no longer achievable in mathematics., ' ‘ .

In the study of educational administration theories emanzting from
the social sciences are now commonplace (it does not conzern me that the
méjority of these theofies were devezloped owtside of educetionzl |
institutions). But vhere are the theories from religion, ethics,
mythology, history, poetry, drama and the novel ? It is worth renortlng
~here that when U.C.E.A. was tooling up for the nrepar?tﬁgn oi the bool 4
Social Science Content tor Hrenqung Educational Leaders Crane and myoeli

wrote to the edltors asklnv iﬂr the inclusion of a chonter or chapters: ~'V
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concernoﬁ v1ih the above arezs of enoumrv. Our sufyestion was nolitely
rejected (a2 decision which I still renret), it we did moroge to coueeze
one or tvo commercials_ aout our prejudices into another chanter we
vere invited to write. 3

This is an avcropriate time to ask whether the life of human organiz-
ations can in fact be understood vithout reference to these fields, i
irrespective of row "unscientific" they may be. Some simnle examples
from 1life w!*1l, I hope, make my voint : o

1. On 2n island in tke South Pacific is an agricultural co—ooeratlve,;
which produces crons for the common good, advice of a technical nature .
being given by an Australian expert, A year or so ago the cron of taro
root was so good that there was sufficient available for exvort to
neighbour-islands. The co-operative refused to agree to export. When
nressed for an exvlamation they said, "Yes, ﬁg would like the éxtra
income, but what does the taro th1nk°"‘ |

2, In an excellent case published by the Harvard Business School" the
story of the decline 2nd fall of the Saturday Evening Post is analysed

- -in- detail.‘In spite of vast data-gathering resources,‘strong’financial"J““

reserves and much expert advice an executive stood by the Post, selling ’i
mach more nrofitable enterprlses in order to keep his much—loved Journal ?
on the newe stands. S , )
3. A school with vhich the wrlter is closely associated is owned
by the Church of England. It is a boardlng and day school for boys only .
and it has served the region of several thousand snuare miles for nearly. Q
a century. The headmaster was a Rhodes scholar and 'is a graduPte of :
Oxford University. Trrespectlve of how burdened he is with adnlnlotrativeﬂ
duties he always teaches a class and considers 1t essential that he :

nersonally coach the first cricket team. :
4. Another school knovn to the writer is a church school for plrls._‘”

- Recently an ex-member of the teaching staff wrote a thlnly—dlegu‘sed

novel about the versonal lives of three previous headmlﬂtresses, one

of vhom was described as a lesbian, o
One could go on at length with examples like these. Tt is only too

obv1ous that unless certain non-scientific 1nformatlon is available to :

_the researcher he is likely to miss ==  seeing the real institution

altogether. In the cases above not to have knowledge of religious
beliefs in +the case of 1, personal commitment in the case of 2,
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tradition in the case of 3,2nd litersture in the cnse of 4, wéuld
heve involved lo~king at orly hnlf or less of the irnstitution.

Feigl orce descrihed the history of our cultuvre 2s a lon- u-vard
strursle mgrinst "the dogﬁatic, other-vorldly, suver-naturalistic, ?ender-
minded, rationalistiec, parochinl" towards "the critical, vorldly,
naturalistic, fact-minded, empirical, exveriment=l and universally-
aprlicable ways of thinkine.® i ryself once -subscribed to this vievwnoint
but now find myself rather less enthusiastic, Indeed, it nows secms to

‘me‘that in order fully to understznd an organization, and ésnecially‘ite

more elusive cheracteristics, traditions and functions we may be forced
to congider adonting the very anvroach which Fewgl by implicetion reﬂrct
It is, of course, voss 1b1e that Feigl was overstatlng his case, ir o
111t1e-known work Paul Feverabend describes a meeting with reigl in
Vienna during 1654, when to the surprise of those present the iaster
admi+tted that formalization was not the last word in nhlloqonhy. To

ouote prerabend

"There was still a task for nhlloqorhv in the traditional
cense! There was still room for fundsmental discugsion - for
sveculation-(dreaded vord?): there was still a noealbllwi«‘““
of overihrowing highly forrall:ed systems vith a little
common sense!' 1%

Inexorably the guestion of values returns us to the nagging cvecstion
of'theory, that much-maligned and ill-defined phenomenon unon vrich
conscicusly or unconcciously we base our hynotheses and nronositionz.

‘As Dan Griffiths vointed out so convincingly neazrly twenty yemrs 2r0

there is no avoiding theory : we 211 make decisions within a sunnorting
concéntu11 framevork and we 211 attemnt somehow to explain and vredict
behaV1or. Truly,. thaorj is 1neccan1b1e. In the words of Ardrew and’ ’vke,
"The most 1mnortqn« Po” bntberwng vith theories is that vz have no
1r

Yes, but vhat is this phenomenon we call "tneory"O A fev: vears zgo,
f0110w1nﬁ Willower,] I defined it as "2 set of 1og1ca11y interrs la ed

‘nro”oqltlons with votentifl for exwlaining and n»redictings eventes ~nd
nroducing new knowlenge. ''In recent -ears, as‘I have svent more tire in

the schools of other cultures I have beFun to wond-r ~hout tho vords
"logically interrelated”. Logical to vhom? To the researcher? To the
subject? To the organization? 3ut surely Darwin was the m-st illogical

7
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man on the "Beagle” in the eyes of mony of his distinsuirhed contomror-

aries, Surely -the South Sea islanders. vho left their taro to rot vere

illogical in the eyes of the Austrzlian zgricultural scientist.

I have nov. come to the view that any set of vpronositions, logical
or illogical,with votentizl for exnlaining and predicting events =nd
for nroducfgr nev: knowledge is an adecuate theory. Af'ter all, =s
Heisenberg nuts it, 2rguing Irom his exXnerience with vhysics, "iven the
most imnortant'decisions of life must »lways contain thir inevitable
element of irration=zlity.® . Coe e

A crucial asmect of good»fhoory develonrent, however, relates to
the area of systematic and revp_eated observation. Thus vhile it is n0551b1
to explain or predict z beravior on the evidence of a single observation
the mrediction is very much more powerful if it is sydematically =2nd g
reveatedly observec}_9 Putting all of this in another way, vhile we can  -
agree with Cronbach that there is little of value in "casual reflections .-
upon casual observations", if systematic and repeated observation |
leads to systematic znd repeated recording of illogical or irrationa1 

oAb, et bt

“propositions then those provositions certalnly'cannot ‘be ignored.” o

RN

Having waded this de=nly into the mirs it seems aprnropriate to
refer to the now-hallowed "is-ought" controversy in theory building.
Gontrary to my thinking of a decade ago I no longer have difficulty
in epvisaging an is-ought theory continuum. Indeed, I fail to see how
I couid anor-~ach a study of schools in Afganistan without first
familiarising myself with the Koran or the schools of Boston without
some reference to the "ought" rulings of the United States Sunreme Ccurt.

Meehan, 2 nolltlcal scientist, puts my roint well :

"Explanatory systems that seek to rel=te n011t1c11 phenomena
cannot avoid reference to human values and the menns chosen
for their achievement. One may study amoeba for a2 lifetime
and yet not feel called upon to cr1t1C1ze their way of
behavior," ?O

I am only too well aware that a discussior like this one could

‘ensily deteriorate into what someone has called.the "pretentious
muddle" of existentialism, hut I do con“ider it essentinl that hard-

nosed researchers do not r£loss over, or worse still, ignore the
observation that there z2re vnrincinals and superlntendents, not to
mention teschers,who nerceive their organizational behavior as being

8
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‘honogeneous in methoed _Mnd Iormalwty, with Arletotle and Aquinas  who
see in the whole oi human knowing a unity = in iormal diverzity. Henle .

Ric

~1 .

nrofoundly influenced by Buber or kaslow, for exnmvnle. Somehnr, v luance

of this variety must be tuilt into tha theory-wracticz-rese~rch gare, o
One has ~nly to list at random names like T=ad, Vickers, Urvicl

2nd Barnard to buyr into 8 fight about where social science herins and

the humanities end. I can recall asking myselt the same ruection
2d

()

vhen as 2 gradurte stident 2t the Univar-ity of Illinois,Xelure innict
that I read no* only ¥achiavelli's Il Princine but A’lse Onrdozo's _
Nature of the dJudicial Frocess ~nd ¥rank's If Hen Were Anrels. I was not
sure of an answer-‘tifeil, oul I am svre now. The answer is, "Don't bother

about Aarsuing over trivia. If it helwms illuminate the life of the‘org'n—’”
ization, use it." Nowhere dces the vointlessness of the social science-
rumanities argument become more obvious than in the discinline of
anthrovology. One simnle examvle makes the voint well ¢ the nroductiva
"emic-etic" dichotomy. The model was adonted from 1ihguintics, in <hich

chonetie notation is 2 generzl system which c~n describe all rouwrds in

211 languarces, vnile phonemic notation is used to dezcribe sounds

which occur in one 1annuﬂ"e. The nueatinn of cultural values in

u31ng this dich otomy is vital. %e micht consider the faiibmlwr examnle
given by Brislin :

"If, for instance a German and an American motier ars both =msked
how they would ounish misbehavior both may give the s2me ~nswver.
Hovever, the fGerman mothner may have interonr -ted 'misbehavior' to
mean 'heing ten minutes late for dinner', the Americen mother
verhans 'not comins at all'. 21

Examnles of the annlication of this dichotomy to admiristrative
situations will rendily occur to researchers in the field,

The unshot of this discussion is the pressing need for a variety
of we-s of knowins to which resenrchers micsht turn 2mid the buzrins
coniusion of the orgsanizational-administrative-manasem nt-nolicy
literature. It vill be recalled that some years a2go Andrew Halwin
referred to “wavs of knowing” and made the point that inerec was more
then one gateway to the kingiom of knowledge. That, to me, eminentij
sensiblé and scientificnlly-resnonsible statement sums'up the tnrust £
this paper. “he same point is made well by Robert Henle, vho contrasts
Descartes with his dreﬂm of all hum2n knowledge in 2 sin-le copCQteﬁetlon;

concludes-that "the facts of human knoviing experience demand mn( dictate

9




va‘rluralistic enistemology." Hebnronoses five formzlly distinect refined
ways of lmowing : h | | |
| 1. The scientific way of knowing
2. The humanistic way of knowing
3. The vhilosophical way of knowing
4. The mathematical way of knowing
5. The theological way of knowing. :
These divisions are generic but individually different and therefore give o
rise to forma11y different grouns of d1scip11nes vihich 1nv01Ve iormally |
differenu methodologies. ‘ &
This call for a plurality of ways of know1ng opens the door to a massive

‘range of theory bases and hence of research technioues.th accommodates

‘a1l of the th:ories wwth vhich I am familiar, and ovens the door for

such unorthodox concepts as March's "superstitious learning" (1earn1nrr
‘gained from experiencebut not based on fact) and Boulding s "agoraphobia"
(1imiting of the ‘agenda because of the fear of . open spaces in the mind)'7
It also readily accommodates. systems theory while at the same time L
‘uwelcominp Descarte s .cog. ito, ergo_ ‘sum hand the extrapolation by Deutscher
cogitamus,-ergo est (we think, therefore it is). There is no implication
of superiority on the part of one way of know1ng, though there is perhanst
the implication that the more ways of knowing that are emnmyed the ﬂreqter
chances of arr1V1ng at meaningful explanation.,_‘
y | Further, the ways of Mmowing permit the use ‘of a W1de snectrum of
disciplines. Just as General Booth, founder of the Salvation Army,‘could
~ see ‘no reason why the devil should have a monopoly of the best tunes I rf
see no reason vhy English or Ethics, Art or Anthropology, Poetry ork” e
Psychiatry should have a monopoly of the best research technioues. Nor

t¢o I see any reason why any technioue, 1rrespect1Ve of 1ts unorthodoxy, @i
' 1rreverence or 1ack of "s01entific" base should ‘be excluded from the_rr7 -
’erepertoire of the organizational ‘researcher, 23 - . T

I supvose that an- 1nevitab1e criticism of this paper w111 be that

- because it does not take sides ‘it is a cowards way out of an academic"i_
impasse. I can only point out once ayain that I did not see an 1mpasse1¢r£
'in 1974 and that I do not see one to-day. I should also point out that
“my ovn ﬁraduate students have been emnloying a wide ranpe of ways of |
.‘knOW1ng und that inspection of our wares. 1s 1nv1ted' ' ‘

10 S 1




_ As we each adopt the way or ways of knowing vhich seem most apnronriate
for our indivifunl theorising and researching it v.-'duld be good for zll -
concerned if we could aveid emulatiﬁg the bull elephant, which, according
to no less en authority than Antony Jay, marches around its om ‘
particular dormain, trummeting loudly and defecating copiously. If any

one of us does wish to emulate- the elephant I suggest that the rest of

us give him a wide berth - and that we all tread very carefully indeed,

EE N
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Relatjonshin® Educational Theory, XIII, 1963

Heisenber#, Phvsics 2nd Philosonhy

Cronbach, Lee J. ard Patrick Sunves Research for To-morrow's Schools:
Discinlingd Fnouiry for Bducation. (Nev York: Fzcmillnon, 106Q) »lB8

Meehan, B+ Je. The Theorv 2nd KFethod of Political Analvsis {Heomewood,
I11.: Dorsey, 1965), nlk0 | o
Brislin, Re W., V. dJ. Lonner and R. Thorndike Cross-Culturnl Research
Wethods (New York: Wiley, 1973) v25 '

Henle, "S5Cience and Humanities"

Note, for ex2mnle, the variety of mnerspectives taken by the .six
speakers 1n "Barr Greenfield and Orranisational Theory : a Symmosium",
Bducation?l Administration (Journzl of the British Educational Admin-
istration Society) 5, 1976
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