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This paper describes a strategic (53\51tuat10na1)

model of governance that focuses on organizatiomal dec151on-mak1ng
activity. This model differs from other organizational models in that
it focuses on the issues about which the activities of an

" organization are focused. This situational model has several
advantages. First, it provides a conceptual framework in which to
viev and understand decision-making over time. Second, the model
provides an understanding of the types of situations Hlth vhich the
administrator must contend within the organization and the means of
identifying each type. Third, the model suggests what the most
effective denision-making structures and processes are in relation to
the conditions confronted. Fourth, the model explains why :
decision-making structure and processes can become ineffective and
fail as conditions change. (Anthor)
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the defiring of types ot typologies of organizations in terms of
of characteristics which appear to be.impor'tan‘c.(t These
typologies have been given labels denoting what might be termed,
styles of organlzations such as bureaucratic, professional,
collegial, political, etc. The work in the field has been to
accept the existence of such classifications, in fact to reify
these ~onceptual constructs, and then work away at delingating and
explaining their finepoints.

T am suggesting that the unit of analysis be shifted from
the search for and examination of types or typologies cf
organizations to an analysié of issues about which the activities
of organizations are focused in an operatlonal way. I believe
this shift in perspective will move the study of organirations
from the creétioﬁ and developrent of rather mechanistic, static
model.-to the development of what might be termed as heuristic,
action models cof orpanization. This change in perspective is
subtie and admittedly cannot be fully deliniated at this time.
Yet, there is the seiise that this change can haveva mjor inpact
on making the study of organicaticns more relevant
to administraters and manacers. This shift in perspective will
become more evident as the strategic model of governance is

presented in thls paper.




| The probiem is not that administrators lack thenretical
eoncepts and models. They have sousht for operational direction
from the social and manaperial sciences and have reeeived~mucn
advice. Among the medels which have held prominence are the
'bureaucratic, the human relations, the collegial, and the
professional. During the last five years the political model .
nas come to dominate the thinking of organizaﬁional theorists
resulting in the expected spillover into the thinking and
actlons of admlnlstrators Thus, administrators have a plethora
of conceotgven which to base action. The problem with these
models is that none of them seem to provide much in the way of
a conprehensive strategy of governance. A major part of this
problem, as has been sugcested, is the perspective underlying
the models and not the models themselves. The paradigm
presented will utilize this new perspactive to‘suggeSt
day-to-day strategies for the administrator. This new paradigm
has been called the "situatioral model."

NThe situational model presents a basis for moving beyond the
ideological dialein= occurfing petwcen theories by incorporating
the streniths of previous modzls instead of secking and defining
a single, "best" mocdel of orranizations. The "situational"
perspective permits handling the same data as previous theories

but using them in new and corbined relationshins.
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The situational moc:) conters on how decisions are rade, who
nakes them, what structures and processes are involved in their
developrent, and under what conditions they operate. The beginning

- point is the manner in wnich two dominate models of orcanization -
the burcaucratic and the péliﬁical - develop their view of decision
making and under what conditions these views fail. A review of
the chief concerns of these major models demenstrates their
conceptuzl limitaticns.

For many docades, most organizational studies followed the
concepts of the bureaucratic model, taking their cue from Veber.
The work of Etzioni (1961),-BIlau and Scott (1962), and Stroup
(1966) are recent examples.‘ This approach stresses classification
of organizaticnal elements such as bureaucratic.authority, rules,
supervision, work groups, etc. Organizational envirorment and
change ave considersd mainly in terms of formal and static
structure. This appyoach, patterned on the physiclal sciences,
attempts Lo control and stabilize the envircnment in order to
obtain "clean" wesuwlts. Thus, the researchers focus on the
structwre of the orranization undsr stable conditions.

The political npdel takes its cues rrom politdical science, as
in the work of Rfelunick (1949), iarch and Simon (1958), Clark
(1960), Dahl (1961), Cyert and March (1963), Thorpson (1967), and
Paldridie (1071). These rosearchors stress the process in

orranizations ana the environnental influences on declision procecses.
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They study the organization under the condition of change,
instgbility, and opgnness. Theilr concern 1s with the procéég
of decision making in terms of revision and chenge over against
"decision continuity" or stabillty. The fact that conflict
exists in the organization is a major concern. Thus, the research
delineates the structure and procedures of conflict and tactics
'of conflict resolution. .

Though these two major organizational models disagiee on the baéic

, y

premise, problem, and solution, tﬁ;re is an underlying similarity
in their concerns; For example, those using £he'bureaucfatic
paradigm seek to determine legitimate aﬁthority. .Those using
'the political paradigm seek to determire who attains authority.
Both models view authority as set within the structure of their ,
respective organizational images, thus creating en 6rganizationa1
fixity arising from their basic asswwptions. OCnce elther
position 1s acéepted as the way to view organizatiohs and their
operations, authority to maxe decisions is defineﬁ and its
movement is bounded. Such a ixed approach to authority results
in a crisis for these two positions and limits their utjlity
and applicatton to many organizatioral realities. It particularly
1imits their usefulness in developing a strategy of povernance.

A new analysis point of conceptual scrutiny is needed. A
new paradign ié required, focusing on the envircament of the

issue. Rather than the authordties defining the nature and

6
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structure of fhe 1ssue, In the new modei, the issue ccendition
defines the nature, structuré, and processes used by the
authorities. In fact; the 1ssue condition mayldefine the
relevant aﬁthorities. This shifts the perspective from a
typology-based conceptualization to fit éil situafions to a
situational approach which points to relevant structures and
processes under a variety of conditions.

The problem for the person seeking adminlstrative insight
from these two organizafional positions has been tpat eacﬁ
seems to be concernéd with a different game. Exchange betueen
these two positions in unproductive tecause problem definition
and solutions stem from different asswmptions. In his seminal
work, Thomas Kuhn notes that "to the extent...two scientific
schools disagree about what is a problem and what is a solution,
they inevitably talk through each other debating the relative
merits of thelr respective paradigms,”"(p. 103). The major
assumpticn of the bureaucratic model 1is organizational stability
and it wrestles with any aberration that contradicts the stable
model. In the political model, the imajor asswption is conflict,
the problem is keeping it within controllable bounds; stability
is an aberration. VYet, while these two mcdels can't seem to
reiate tégsther, there is much value in their conceptualiczationsz.
If there were not, they would not have become so promincnt for
such a period of time. Dut 1t should be rwasonably clear that in
spite of their stren-th, they are of limited use for adminiscrative
action. As far as orpanizaticnal thieory for the administrator

1s concermed, there is a crisis.,
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The crisis develops for the bureaucratic approach from the

rgality of the informal orsganization within the formal structure.

. Thé political paradipn has difficulty dealing with vast areas

of orgahizational stability which seem to remain unchanged while
conf'licts and interest groups come and £o. "Faced‘with an
admittedly fundamental anoraly in theory, the scientist's effort
will often.be to isolate it more precisely and to give it structure.
Though now aware that he cannot be quite right, he will push
the rules of normal science harder ﬁhan ever to see, 1n the area
of difficuLty just where and how far they can be made to work ,"
Kuhn, p. 86). This effort to "dig the hole deeper" results in
much research on informal_and small group dynamics for those
using the bureaucratlc model and in the search for continuihg

; ‘

power elites for those using the political model to account for

the anomaly of stability. Both these models of

~ organization hold that they have deliniated the structure

and process capable of dealing with any situation and issue the
administrator might face. It is.at this point wrere these "fixed"
and static nodels fail and are in crisis.

A new perspective is needod Instead of digging the hole
deeper and continuing the search for the type of orbani7a+iona1
structure and process of decision making on any issue; a new
nole is neceded focusing on the environﬁent of an issue. This

shifts the perspective [rom an orcanizational approach to fic

all situations to a situational approach which points to

- the most rvlevant structures and pror ses related tor an issue.
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This perspective is the basis for the new organizational model
for administrators called situational. This situational model
meets two all important cc: litions necessary for a new paradigm
acceptance as noted by Kuhn, (p. 168). "First, the new candldate
must seem to resolve some outstanding and generally recognized
proglem that can be met‘no other.way." The situational model
moves beyond the anomaly of instability in'the bureaucratiz
model and the. anomaly of stability in the political model.
"Second, the new paradigm must promise to preserve a relatively
large part of the concrete problem-solving ébility that has
accrued to science through its predecessors.'" The situational
model builds on and incarporates a vast amount of the insigﬁts

and concepts of both these medels. "(A) new theory does not have

| to conflict with any of its predecessors...the new theory might

be simply a higher level theory than those known before, one that
linked together a whole group of lower level theories without
substantially changing any."(Kuhn, p. 94). This linking together
of several corganizational theories is a major feature bf the
situational model.

Each theoretical position, (i.e.) bureaucratic and political
can be conpared to a lens of a telescope since each provides a
perspective and mayrification of an aspect »f the scene beiny;
viewad but their power 1s limited and incomplete alone. Only
when the conceptual lens relate to each other can they provide
masnification and 1lluminacion of the orpanizational action and

activity.



Sources of tﬁe Situational ilodel

The basis for the situational approach develops from generél
system theory with its concern for understandinr, the contesxt
of the orfanism as well as the organism itself (Bertalanffy, 19%8;
Buckley, 1967 and 1968). This shift in perspective to focusing
on the context of an organism has had its inpact orn organizational
theory and research. Thus, while the underlying situational
concept 1s not new, its conceptual unity and application to
organizational theory and practice are recent, though not, fuily
appreciatéd.

The situational approach has major heuristié value in dealihg
with orgarizational concerns such as structure, procedures,
leadership, coptrol, and planning. The research studies vnich

lthe basis for the situational rodel include the work of

Burns and Stalker (1961), Lawrence and Lorsch (1967, 1470, 1971),
Fiedier (1967), and Thompson (1967). The conceptual basis of
the situational model from these sources can be summarized.

When the relationship between management practices and the
external envir-om‘.:en‘(‘j of the organization 1s examined, two
organizational forms stand out which have the characteristics
of the bureaucratic and the political models. Out of this
finding has developed a "continéency" théory of orjanizations.
This approach holds that the ;nternal functioning of
orsanizations nust be consistent with the demands of the
oryanizavicnal tasﬁ, technoioyy, and external enviroreent.

i

10



10

The theory posits that ap; opriate internal states and processes'
+ of the organization are contingcﬁt upon external'requirennnts
and internal needs. The contingency position is éxpanded in |
the work on leadership which holds that different leadership
styles result in high group performance under different conditions.
The limitation of these theorists for administrative strategy
1s their focus on differences between organizations unde
different conditions. Cne study did shift the perspective to
differ%nces within an organization under differeht_conditions
(Galbréith, 1970). It éhows a change in the structure and
process of the organization as ccnditions change.

This change in perspective provides the basis for the _
sltuational model.. Tre implication is that regardless of the
particular conditicn of the generél organizational environment,
the cheracteristics of an issue within the organization can
change. Thus, while the nafure of ﬁhe overall environment df
and organization may te of a particular type - stable, certain,
and routine, or dynaric, uncertain, and exceptional - particular
~ issues within the orranization requiring decisions may . from
a stable context to a dyaamic one énd back ajain.

The key roint is not whether the orsanization or some semnt
is stable or unstable, but rather the perspective is shifted to
focus on whether an issue about which decislon making occurs is
stable or not. This leads to a major propbsition for ¢overnance.
and its decision making action of the situational model - changes
in the condltions of an issue produce charygies in both decision

making structure and process within oryanications..

o 1ig
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Using a typology of Litterer (1965), three types of issue
conditions can be defined: stable, dynamic, and criticai.

" The situatiénal mecdel holds that each issue condition has a
éarticular structure and process'associated wiéﬁ decision making
under that condition; The situational model holds that no one
organizational structure and” process operates withiﬁ the
organization. Rather, several modes exist and whiéh one is
’operational at any point in time is contingent on the

" environmental condwtlons of an 1ssue. In‘fully-deveiopinq the
situational perspecbive, the bureaucratic and Dol¢t1ca1 wodels
are subsured into the situational model and an add1t10nal model -
tne crisis model - is added to relate to the trilogy of

issué conditions.

What occurs then, is a change from a static‘organizational
nbdel or models and perspective to a dynamic issue perspective.
As the intensity bflconcern sﬁrroundlﬂg an issue changes from
low to moderate to high, the issue condition changes from a
stable to a dyﬂ”'lc to a cr1L1cal ‘condition. The major
prop05lulon of the SltuauWOﬁﬂl model holds that since each issue
condition has a particular decision structure and process
assoclated with it, then any chgnge'in the issue condition calls
for and ¢reates a different declsion structure and process than
was opcorating pmv*iously.-' This chan;j,e thr’ou{;h- the differeont

t

issue conditlons is the issue cycle
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Figure 1 shows in simplified form the relationshilp of the
three issue conditions. The intention of the 1ines and arrows
is to show that, over time, an iésue condition can move from a
stable 1ssue condition either to a dynamic condition or directly
to a critical condition. An issue can also mdve only to a dynamic
condition and then-refurn to a stable one. It is éssun@d that
the efforts of the organization are to routinize and stablize
decision making and since the level of importance of an issue
changes over time, the stable condition with its bureaucratic

features is considered a base point in the issue cycle.

FIGURE 1

The Issue Cycle

]

T S

Intensity of Issue Controversy Low Moderate High
Issue Condition | Stable Dynamic Critical
Theoretical Model Bureaucratic Political Crisis

., % %

Furthermore, agrthe figure portrays, each issue condition has

a particular structure and process assoriated with decision malding
under that condition. What is beihg arpued 1s that problens can
increase for the orymnization and the administratovrmﬂphu;decisions
if an issue condition chanxﬁs and the administrator 1s slow to

respond with the related decision making stiructure and PIoCess.
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"'{hc;\s,;tuatiional model, which ties together previous views of
organizations ~ the bureaucratic and political along with a crisis
model - pr'ovidos a conceptual franework for mﬁlyzin: a variety

of cases and contexts. To the degree that it accurately represents
reality, At can assist the administrator or rmanager in determining
what action is needed to see that the most approprizte decision
making group exists at the proper time to fit the demands or

context of the issue condition.

'Mé,jor Propositions of the 'Situat.ional Model

There arc a vzwiety of propositions which flow from the
situational model on which adninistrative and organizational
research can focus attention. These will be listed.

1. An issue varies in terms of the level of the. intensity
associated with it.

1.1 The level of intensity is subject to chanres in
the orzanizational envircnment which affect the iscue.

1.2 The level of intensity can be determined by the amount
of attention siven to the issue within and beyond
the organization.

2. As the intensity of the issue varles, there is a
concomitant change in the conditicn in which the decision
making on an issue occurs. _

3. There 1s a distinct decision making structure and process
related to each issue condition.

3.1 The decision maluing structure and process of each
1ssue condition is rerresented in previcus
organizational riodels. -

3.11 The decisicn saking structure and rreecoss of the
stable issue condition is test reprecented in
the burcaucratic nodel.,

3-12 The decision rukinge structure and nrocoss of the
dynamic issue conditlion is best represinmted in
the polivical model.

3.13 The decision muiine structure and pro
critical cendition is test represontco

crisias nmodel.

L. A chane in the issue condition reauires a chane in the
structure and process ol docision i on an isous
withln an orvmication. ‘

4.1 when a chuvy from a stable to o dunamic dosue cordlition
occurs, drelslon rodilngg chaneos Lo a political mode.

§.2 Vhen there 15 a chine in the issue condliilon ‘o a
crltical Isoue condit LOH, a crlois mode of decision
making 1s ruquired

B.3 then there is a chanee in the issue condit len to a

stable losue conditlon, do Ll lon malidng chouyes to

a bwvaucratle mode.

2oas of the
d in tihe
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What is created, then, by the change in the issue condition
over time, is.én issue cycle in which the various theoretical
views\of the orgahization contained in the literature have
applied utility for the administrator. The situational model
links several organizaﬁional theories and models which have been
utilized separately into a comprehensive approach. This
situational approach can describe and predict the characteristics
of and the changes in the structure and process of decision
making on an issue within an organization over time. The result
is a dynamic model for organizational governance which overcomes
the'limitations of a static perspective‘which cannot acconcmdate
changing decision meking conditions which are faced by an

v

administrator.

-VThe Tmplications of the Situational Model

The implicaticns of the situational model are several.
First, there is no single, most officacious way to Orfaniz
decision making structures within the organizaticn repardless
of its general envirornent. In fact, at least three decision
making, structures and processes develop according to the
condition in-which the decision makdng occurs. This .sheuld
help to overcone the ideoloyy of 2 particular‘school of
orpanizational theovy. No sinple orranicational structur
or administrative style wlll be effective in all decislon makling:

on isscues which face an administrator.
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Second, the situational model provides a strategy for the
adiministratcr to respond to chanjes in the issue condition and
to create the apuropriate decision making process ard structure.
Thus, rather than tied to g single approach the administrator
can adapt and creat the decision making approach required

7
according to the insichts provided by previous 6fganizational
models. The situational rodel provides guideliines for shifting
between organizational approaches.

Third, the situatioral rmodel suggests several indicators of
change in the issue cond;tion. These include sensitivity to
changes in the intensity of interest and concern focused on an
1ssue either within the organization or its environment., Other
indicators include determining how broad the issue is in terms
of affecting many persons; the amount of control‘the administrator
has over the decision issue, and the type of tire pressure involved.
For ekanple, Qnder a stable condition the issue is charac:erized
by little impetus to examine broader concerﬁs of an issue tl.an
are represent=d in a speciflc problem needing attention. However,
when the conc. ».s about an issue begin to braoden, it can e
indicative of a beginnins shift in the issue conditicn. ¥ therc
is also an expansion of the declsion area in terms of orcanicational
menbers who had expressed little or no interest in the Issue
previowsly, thisﬂrepresentslanother indicator of cenditicn change.
Talken in corbination, these indicatdrs provida stronk:evidcnce
to the administrator that a now stale of affairs ls developing,

concernidng; the issue and the curront approach may soon be inadequate.

16
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Fourth: the situational model clearly sugrests a situatlonal
basis for effective leadership with the demands of the organizafion
requiring at least three distinct strategles of administrative
leadership. What seems tc be called for is an administrator ﬁho
can change his style and orsanizatior! to meet the demands of the
changing conditions of an issue. The.model provides direction
to determiﬁe when and hew such actlon should be taken by the
administrator.

The advancement of knqwledgé about governance provided by the
situational model is suggested In several areas. First, it
provides a conceptual framevork to view and understand decision
making over time. Second, the model provides an understanding
of the types of situations with which the administrator must contend
within the organization and the means of identifying each type.
Third, the model suggests what the most effective decision making
structures and processes are in relation to the condlitions
confronted. Fourth, the model explains why decision making
structure and process can become ineffective and fall as conditions
change.

In a theoretical sense, the situational mocel subsums and
relates previcus medels of organizations into a uwnified ard
strateric model of organizational decision ruldng for the
administrator. Finally, it represents an effort to chanfe the
perspective of administrative conceoptualization from the current
static definitional theory and modeling about organizations toward

a more dynamic stratesic theory bu 1ding and modeling approach.

17
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