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This study originates in the experience of INTEC in running a
numbar of international seminars concernsd with the managemant of -

innovation in education in which cass studies ware a major featurs.

'Cése-studies have a ldng history in management education but thsy are

by no means the only way of introducing management ideas. In this

book we discuss the reasons ,cass studies were chassn for cur purposss,

" the kind of case study we used and some of the problems encountered.

But first of all we éhuuld ba clear as to what ws mean by a 'cass

ctudy! or a 'case'. A case may be used as a means of research or

invastigation in which instance the term refers to a critical and/or

analytical account of an organisation or a phase in the 1lifs of an

_organisation. Saveral cases may bs used in order to gensrats.’

hypnthéses, or conclusions, models or explanations, clérifications

or taﬁdnomies.- .In this tontext ths case is sssentially a ressarch
tool. The uss nf'casss iﬁ teaching is somauwhat different. For
teaching purposss a case Or casa study is a presentation of selected -
data on which studants work in order to deuelob thsir understanding of
the processes at work in the organiéation on.organisations undsr
examination. in neithsr teaching nor reosearch nsed a case bé com-
prehensive (if indeed such wsare possible) for tha.purposa is to uncovar
critical factors - in one case to understand something nsw, in the other

to understand theories already current. There can be no such thing as

a complete case but nor is there any need for such a thing.

The use of case studies in an international setting is almost a
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forced choice in the interests of safety and fairness. The
linguistic ébility_of members on international courses can naver
be known bsforehand and.tﬁe methods of selecting participants is
so uncontrolled tha£ member'expérience will vary enocrmously.
Hence the case presents a means of prouviding security for both
ﬁeﬁbars and organisers — forx memﬁars becauée they have something
theQ'can_take their time over, and for the organisers in th;t they
_can aluways fall bgck on universally available déta and material.
éurtharmore,'tﬁé preparation of ths case material itself ensures.
that tha.orgaﬁising team alwaYs ﬁas a pdint of refefencev;n

determining the progress of* the seminar or conferencs.




U I The Rationale for Casz Studies

A. The Case Studies themselves.

Cases do not writs themse;ues. Each cass study repressnts
the perspectives and selection of the case writers and this will
aluays be iﬁ sgma measurs (evan in larga measurs) sub jective and
reflscting personal intsrests, biaées and sven prejudgmants.
Bué'caées are not complets dascriptinns.of'prganisatians or
inﬁouatiue héppenings in an existential:ﬁorid; thay are des- .
criptiéné mhich illustrats some predatermineq facets of organisa-
tional life. For instance, one case study is wrikten to illustiate

: mhy én 1nnovatlon occurs, ‘anothsr to'illuatrate'blocks té'prcgress,__
yet another to shou how ons aspact of organisational lite dominates
others. It is probabhly 1mpossxble to mrlte a casa study uxthout
iﬁ soma way predstermlnlng most of the issues to ba raised even
though critics may be able to raise additional issues, . The major |
comp031ng ‘problem fo; the uriter is how to dec;da'uhat to put into.
the casa study and what to leave out since élearly he cannéh put
eueryﬁﬁihé in (even if he wanted to) and his decisions ab;ut what
to 1eaue out may 1nvolus the exc1u31on of what ta some readars ara

.crltlcal issuas. In tha end, nnly exﬁarlanca in urltlng cases and
USiﬁg them with spaclflc groups of raaders can tell the urlger mhat
is liksly %o prove ussful and what is iikely to prove superflucus.
Iﬁ.hé adopts_ﬁhe teachsr rnle,‘theh he can taka a pedagogic stanée
on what he believes should cﬁmé out of discugéion.. (whan‘the -

" presenter has not himsslf uritten tha casa-ﬁa may miss the original

purposes of thé’material).

Tuo major hurdles in wrltlng (internat 1ona1) case studies ars in

firstly pravidlng enough background and explanatlon, and secnndly to

use terminology which is meanlngful and of the natlnnal context of th«x
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case (e.g. not to translate the Norwegizn "gymnaso by ths English
grammar scﬁcol). In our experience even the term *elementary education!

provided cultural problems.

It wight uell be assumed that case studiss are based on real.

situations and an historically correct sequence of events. But

there are significant problems over %reality! and *sequence!
T

* sSince almost all case-writing is based upon memories and perceptions

collscted at bes£ at secondhand. ‘ Human memory is ineclined to mis-
remembar the séqﬁénce oF.euénts;' human psrception tc misread uhat
actually Uccurred. This being so, the case mritéf mus£ insuitab]y
add a d1m9n91on of fantasy or 'creat1u1ty’ to th° compllatlon and 1*
might well be argued that éass studies are the batter for being written
imaginatively raﬁher‘than coldly ané élinically‘f éo that the cass is

: ) . . )
manageable and readable, it must be fairly short becausa pecple just do

not read lengthy matariai and evsn fewsr peopls read anything that is
sent out\bsfora a course actually commances.: At ths best, tha procass -
of selectlng may be con31dered a means of thhl;gHtlng problems~ at its

worst as_a means of omitting problems which are important.

It is the haps that case studies wlll provids a common ground of

-

experlence to people wha come from dlfferent bacxgrounds and with
different experiencss. . Certalnly for international -audiencas ths |
cass stﬁdy_is probably the only means of ensuring that the common -bass

is, at least theoretically, commonly understood though there is never—

theless a strong tendency for most people to ihterpret what 1is geoing

on in other countries in terms of what is happenirg in their oun

without understanding the differences and locking only for similarities.

Because pebple bring with them so much of thair oun axpsrience
{and their own interpretation of their own experience) the first barrier

to using a casa is that of 1nd1U1dual preconceptlons. It'is tempting to
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o TeE mEn Me rvetcame Dy providing f*raw data' but in
practice this is no help because many peéple find raw data more
difficult to intsrpret correctly or appropriately than bandling

: ouért'opiniohs and clear biases in the case presentation. The
problem is not only semantic but there is the emotional response to
1nf0rmat10n that is puzz;lng or dvfflcult and tha nead to translate
it into knoun forms - the forms of experience to one's own countrcy.
In spité of this, wa believa £ﬂat the case discussion cén be thrown
open'tn‘perSOnél and national prejudices’and ihtsrpfatation and with
- careful’ gu1dance the issues can be shown to be challenging both in
themselues and by comparlsonhulth natlnnal 1nterpretatlons. Thus
whils personal perceptions can be a graue weaknass, there can be a

very 1mportant bonusa in 1nternretat10n when carefully and sympathetlcally

handled,

Uh;le still regarding the case study as bnlng a pPruonal inter—

pratation oF the mrlter, the case itself must cmntain Yacte ox neaf~

" facts which can be examined‘in samg wéy‘mure objectively by :eadsfs in

" discussion. ~ There is a.uay‘in which facts an& intesrpretations beééuse
they ara embadded in the casas study must ba exanLnsd in relationship ta
their context and the ua‘us to the internatlnnal study group is that - '
the exsrcise of checking out the velatlonship betwsen Pacts and euents
bacomss a’ szgniflcant part of the clarificatiaon process and individual
understandlng. In any case, the cass study enables discussion to
centre on tha casse rathar than vague'ideag of ltraining?, *management?,

'innovation?, 'reform' or whatever. : .



international Ferspeciives

We have used no cases wvhich could be considered as inter-—
national in themselves.  All case studies have been based on
mono—national.events. The implication of this has meant that

the writers have had to bear in mind the needs of an internétional

readarship Uthh has led in some instances. to the casses bslng

presanted in a pedsstrlan and ovarslmple wayg But thls has only

-_exceptlonally occurred and ?ar the ‘most part tha .1nternat10nal

readarship has been a spur to examinatlon and clarity, sC that
nationals héuélbéen forced into rnlslng questions about their oun
innovation énﬁ indeed about the educational process in thslr nwn
country° ‘The case study for 1nternat10na“ presentatlon requires

a much deeper nrablng of assumptions than a study for compatrlats;
Sometlmas, of course, presentlng countrles hava been remarkably |
uncrltlcal about thelr 1nn0vab10ns, often not realLSLng that other
countrles have pragressad further so that uhey ara somemhat shocked
to hear the klnd of searchlng questlcns others ask, but then | |

occasionally national pride has encouragsd rsaders to be mors

: critical than the case deserves - théy have forgotten tnsii own

vulnerability. .

It can hard;y be ouerempha51sed how perva31ua natlonal cultuna '
and assunptlons can bs in the compllatlon of the.case, in its 1nter-
pretatlon and evaluatlon concepts of the nature of educatlon ltself '
vary frcm country to country so.that the idesa of 'elementary |
education', for instance, must be carefully and thoroughly explalned
befFore discussants fly off intao abstract debate in which individual
values are skated over. IUB havevtried as far as possible to bes aware
of this but the problems betueen people whs share the same mother.

tongue can be esven greater than batwzen thosa who speak differsnt

tey
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- Yanguages. One way to avoid this problem is to examine not so much
the case itself as the values and concepts that are raised by the
casa — with a constant moving tetween the levels of abstraction and

concreteness.

_In spite of Ehis; some cultural differences are more apparent
than real. Administrative Eahauiour, for instanca, tends tao fullom.
.remarkably similar basic patterns whether a country be centralised

- .0r localissad; thgt is, bureaucrats are bureaucrats wvheresvar they

~ -
-

"are. ’Compréhsnsiuaf may have different meanings in natignal naonem-—
cléture bdt‘n0 one confuséﬁ *comprehensive' with *selective!? éducation.
Peoﬁie themselves also.beﬁaue in remarkgbly similar Qays and.it comes

_sdﬁstimqé as a.sﬁrpfiss to.discousr that teachars iﬁ otha: schoolsg

: fesl just the same as we dd abouk tha_samS'sﬁrt of problems. "For
1$oms péoble,,fhs most importéﬁt ravalation a5qut cases is éhaifi

closensss to their cwn situation.

S Housu;r, ﬁhis is to speak of.tha situation in gensral. duite
cleé£Iyinatiﬁn§l differances ars Qéry reai in pafticﬁlan and specific
casa§ and.tﬁé.visupoint of another cduntry is a ualuébla way ﬁf seeing
‘the siénificaﬁcé of the differences. - ﬁéch'cnuntry sees its préblgms.-
in its own'day:and the iﬁtsrplay of issueﬁ ﬁakes on a naéional dis- |
tiﬁction; Hencs in soms‘count:ias political issues pfsdominata,_ f
in others sacial, in fet others.ecbnomic factors aﬁd so on; The
daﬁgér is thét a.giusn countTy may value cértain issues as against
l others and igﬁora.ths relesvanca of othsrs.In fha intarnationél.seminér
people can give forceful arguments fbr their taking another ui;z of
things and one can bs made to realise not only that there are
‘different uayé of looking at a situation but that there are dif?arent.
vays of dascfibing the elements thsh maks up the issues and hence more
opeéings for finding situations. In other wqrds, in the intsfnationai

el mars mrmaYmame arm BRraimalkbtE Ak SAakAa Fhe Ao Fhabf Baun .'In-Tn B3 Al



TN REE RLIEL peEroptiLliVE, as being inapplicaole - Yif you
really kneu'uur.situation, you would know that ish't possible -
further discussion can be opened up by the other non-nationals

simply seeking far more explanation and information.

It goes almost without saying that it is absolutely essential for

.

the general climate of an international seminar to be open, supportive

~and frlendly. In practlce, many people arrive feeling defen31ue ar

aggr9531ue about thalr oun country, ready ta defend be?ore even the

sign of attack. This is’'a natural reactlon to an unfam;llar 31tuatlon
which is common enough in crdlnary courses.and conferences let alone
1nternatlonal ones where thare wlll always be pOllthal overtones.

Tha soc1a1—psychology is a natural study in itself and et thls point

we can do llttle more to refer to it as an elemant in conference culture,
Qunbexper;enca would suggast, homauer, that the usse of a case ig a means

of defusing potential conflict situations becausa issues focus classely

. on the cass study rathaer than more diffuse issues ,and disagreements can

ba ccntalned on an lntellectual and cerebral leval yithout too much

emctlon belng generated

Bacause many questlogs of clarlflcatlon and fact arise in the "
dlSCUSSIOH of the case, tha early stages of analy31s ususally take a -
gentle, iou key teons wvhich does much to easg the anxietises of the.
presenting COQHtr; geﬁbera. from time to tima.aa individual will be
blugt or ruds but it is very seldom that an.outright.attacklis made
vpon the innouation described - and if it is, the critic has probably
sgoun other.problems of reiationship whict isolate him from his fellow
countryman. Same of these 'alementary"quastiona can be the mast
searching bacagse they touch the very roots of administrative assump-
tions -~ the role of the American Superintendent ar the'Scottlsh Director

of Educatlon are cases in point. Since course members need to know basic

facts, the qusstioning about roles and status, goals and objectives,

7
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values and assumptions o?tén reach the heart of the matter ﬁot
because tha questioners ars brilliantly analytical but beﬁause as
quite ordinary educators they need to know how one inngvation relates
to their oun unders,andlng of educatiocnal changa. Soms of the most
perceptivs comments about, for exampla, open plan schaélé ﬁaue come
from teachers.morking at thé ﬁraétical level rathsz than academics

concernad with high theory,

Du¥ use of casa studies has been on conferenceg uith practvuloners
and nat u1th students in training. Hence mambers' experience is
sxceadingly varied; some are schoéi and classroom practltlnnsr
'concerned with the daily running of educatxon face to Tace with the
pUpl; and studant' oth;rs are adminlstratnrs from all levals of the
systém; vet otﬁers are tralnsrs and theoratmc;ans. By no means is 
evérybody 1nvolued in innovation at the present tims. Hence fhare
;are many levels of understanding. Teachers nay expsrlénce dlfflculty
with the general abstractlons of tha acadsmlas, academies may fail ®
to undarstand the realities of the clasarnom, trainers may feel
uncomfcrtably in the mlddle whlle administrators may bs bllnkeraa by
a tao 1mpersona1 bureaucratzc view of thlngs. The hope is that they
will 211 come togﬂthar and chip amay at one another?s biagesa. In
this regard the role of coursa tutors and consultants becomes important
éllied to the may the con?erence is split up 1nto work groups or 'famlly'
groupa. Group tqho;s cannot a?ford to be didactic or missionary but
have the fask of c:eatipg a good working ;limate, prouoc;tiuélyet con—“
ciliatory, comfortable yat intellectually awars — but here'mévara on
the familiar ground of the qualitieé of the Qood tea¢har.  We have
found that only if there is an atmosphers of trus collaboration wifh
tha.conferencs'mémbers éll considered to be equals-Can good, psrcepéive,

critical, analytical work be achieved; any attempEs.to blbdgacn or

force people into an attitude favourable to a particular innovation is



‘sure to fail. An interecsting aspect,. hduéver, of the mixture af
peopla with different status in their own ccuntries, is that the intor-

national conference is a great leveller. A high bureaucrat is saon

.put in his place by a teacher from anqther'country;._a superintendent - .

and a ﬁoiitician Pind they'arenft even interested in one another's
back homé status; an académiﬁ and a practitioner find they Ean discuss
as equals an innavation tﬁa; would have polarised them in éhéir homs
country. All éf mﬁich indicates that status probiemé may be a iarger
-factor ih-fgee<discussion of béck home problems that wse afteﬁ giué

1.

attention to. Perhaps ths international setting is necessary if
there is to be genuinely frea'discussion.
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II

. exparts?,

Types of Case Study

Tha term 'case study' is one of those generalised terms much .

used:in education that can cover a multitude of quite different
ideas. The cctg meéning appears to be some form of presentgtion
about an organisational or administrative situztion which is
follguwed by a discussion and analysis. There ars é numbar oé mays'
in uhlch this may be done znd one of thse 1s;ues in our exparlenca
Sas been over the teaching attached to the learning process ~-.

that is to say, whether it was necessary to have ’tuuors"uho

~would £ry to ensure that learning should take a particular form

and be basad on some clear academic principles as with traditianal
gase.study teaching in the major business scHools.. On the whole,
wa decided that the tutor role would be facilitativa rather than
dldaulc on the assu mpévon that thore was enough e%parlanca and

expertise in the groups as a whole to ensure member satisfaction

. with the learning inuoluad. At all the seminars there wera'penple.

-wlth 1nternahlonal reputatlons who we used as resource peopla but

the essent;al quallty of the seminar was brlnglng peopla togsthar |

tu make thelr eun positive contributions rather than to ba'taught byf

Various forms of presentation and examination of éééas'wera '
uséd but the essential format was (1) some pre;reading'of uritten
material, (2) a presentation by those involved in tre 1nnavat10n,
(3) d1$cus91on in small groups, (4) some form of. recordlng of
findings. We should like to con51der here the uarlous glnds of

study opsn to us, though not all have heen pféctical or passible.

All cases represent a slice in time of an organisaticn ar
innovation, There is probab Y no way of lsolaulng an event from

its pre~and post-history. Indeed one of . the difficulties is



knowing when an innovation bzgan ‘and whsn it ended. - Thero seem

to be two common devszlcpments te innovatians - either thay fail or

ara abendoned, or they are raformed in a sort of counter—innovation.
H;nce it is aluays difficult to know what phase of an innovation tao
deal Qith. Nost inﬁauaticns that ws used appeared to bes in a healthy‘
stage of daualoﬁment but that was becaﬁsa the international context -
.of cur.situation seeméd to call for contemporaneous innovation. Ua

need to consider the use of completed innovations as a learning resource.
.At any rate, our choice of a tlnéms11ce is 81gn1F1can in itself hecausa

it has implications for the analy31s cf the case in that we may

unconsciously have excluded essential information.
. -

Somatimes caseé are pfesented phass by.phasa ouef a periaod of time -
in sﬁch a way that analysié of one.part must be analysed subsequently
in the light of further iﬁfcrmation. This would appear to bs a useful
"ieachiné methﬁd wsre it‘not for the fact that phased casa studias tend
to be fTar toco bulky and the writers tend té contrive what ﬁappens én
that theliéggéﬁ have been predetermined. It is almost a dishonast way
of teaching %Séugh_fairly uidely préctised in management teaching. Our
ccncern'waé not.to>lead on bith adulterated informaticn becauss our |
ob39~tiue was to 1ncrodse our understandlng as much as that of our
fellow seminarists and we felt that geing to and ¥fro through a cass -
was a more creative way than moving oﬁ fram arti?iéial phase to artificial
phase. .It was also felt that infTormation anut the situetion in which
the case wes embeddéd should be freely available at the outset, and

essential information should not be withheld for the sake of the 'game'.

Probably one of the most useful forms ofcase study is the incident
study when a single incident has to bz discussed without the nzed to refer tc
too much surrounding information. But again this is good teaching method

like the 'in-tray' exercises where the studant has to respond to a specific

- 52’* -
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proolem in the form of a letter, memo. or communication that has ccma
into his in-tray. The nearest we got to this was the isolating of
tcritical incidents’ in tﬁe innovations themselves but this was

tﬁe praduct. of anaiysis not presentation.. Our interest was not to
present saﬁinar membsré with simple problem§ but to help them to
analysa situations comprised of a complex sequence of inter~relgtea

events.

The csses we usad wers real in that they Qe;e accaounts of uhat
was beliéuéd éo have actually occurred. There is some-merit iﬁ using.
cases that have been made up but only 1f they are romantic fiction.
whaLa thare is a pranence at. rgalism this falls fiat as patently dis-—~
honest but a subjectiue, rcmantiCised account of an event which is
also clearly knouwn as such as the marit of raising issués in fres un-
inhibited discussion. UWhile we all had our fantacies about the cases
wa used, the method of réalistic Fiction was not used By us simpiy
becéusé the auéilability of real national casas was nuch mcre usaful

to our purposes.

ﬁe gttempted to present all fhe eases, even the smaller ones which
participants brought with them and consisted o?la few pages, as general
ones and not oriented to onz discipline or perspective. In actuality
this is ﬁot passible; all educatiﬁnal innovations have a ﬁedagogic
bias and political, economic and social overuones predominate. But
we uwere énx10us not to have 'political! cases; or sociological cases
because we were keen to use the multivariable responses of seminaé
participaﬁts, 0f course, pezople tended to exhibit role perspectives —
teachers saw things from a teacher'sviewpoint, administrators from an
adminisﬁrétive, academics from a theoretical and trziners tried to lock
at them from euery.point of-view but their own. In this way both
presentation and analysis were hopefully comprehensive and all;embracing,

Q at least in theory. Far clgarly certain issues did dominate and a

- 1% - _‘ ,




correct snalysis required an understanding of the balance of factors.

-Ouf hope was always to provide a comment—Free presentaticn znd
analysis but in the event the biases in presentation proued Qenerally
to be an éssaﬁ in analysis bscause it provided a fair starting point for
discussion. Whare the presenters spoke of their innouation as
*successful? the obvious question was fhow do you know it was-sﬁccess%ul?’
}whera tha présentipg group spoke of the issuss as no% baing.Financial a
leacing questiaon concerned a comparison of costs of the innouatiﬁa and
non-innovative situations. Naturally, too, member bias was appa;ent in
discussicn.since eueryoﬁe has preferehceg for aréas af‘qiscuséion and

~

classes of causzes.

The presentation of a case is oéten followed by a number of qusstions
students might ask about the situation. Generally speaking we did ﬁot.'
dohthis but preferred to leave the discﬁssion open. In som9 cases this
was a wezakness becausa it allcwed soma people to domlnate the d;scus31on
groups, left.areas of cencern teo chance plcklng up, and may haus con?uséd

'}less academic peoplg whp:wanéed clearer lines to mark‘along. How much
dependenca the teacher creates is a largs pedagogic quastion and fér.us
the ansme? had to éaﬁtra round the dégree}of trust we had in our

colleaguzs and our unwillingnass.to dominate not only the seminars but

the kind and’ qua ity of thinking that went on there. Y2 had no doubt

about the collegeality of our learning.- .

Presentation of cases during a seminar presénts problems q? boredom
and fatique. There must be variety in presentation and we achiecved this
with major cases., All the usual mzthods of presentation were used -
uideotapes; transparencies, overhzad projectors, wall displays, films
and dramatisation. - The difficulty with a lively presentation is that it
is the mode of presentation that receives the discussicn not thz content
of the cése. Furthermore, the presentation highlights some issues at

the expense of others and this was certainly the case with our major
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(n) .

"Anatomy.of Educational Innovation! if only beﬁause the whole was
far tco large for aﬁy presentatinn othsr than a complete reading of

' the.book; Also open to our use wers simulations, games and experi;
ential situztions but we used thenm oniy oﬁ one courge in addition to
the stréight case studies. Their use as adjuncts to case historias

- has yet to be explored and it would be our hope ta draw on experiences
‘glééuhere ta_examine the implications of ekpariential learning (élso n
balow) gn an international sétting - a s;tuation wa view with soma
ﬁaution at ths pfesgnt time though we Teel that some useful develop—-

ments can be expected during -tha next year or so.

(n) Smith, Louis M & Keith, Pat M: Anatemy of Educational Innavation:
An Organisational Analysis of an e1cﬁ=ntary school
John Uiley & Son, N.Y. 1971,
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Casé Studies have to be written or compiled with some framework,
some objectivaes and some purposes in mind. lﬁnyons who has thumﬁe&
through a book of case studies or incident studies has experienced

'the'frustration of not being able to find anythigé suitable. And
_it is no usé agking someone just to mrite.a case study without
télling them why it ié réquired - For'mhom and fqr.what pUrpaosa.
So.euery case study is constructad acéording to some sort 5? madal'
and guid=lines even if these are only imperfectly perceived by the
mriter; Thus there afa'a number of ways in which cases may ba
described uhicﬁ will greatlyrinfluence.the wa} they are usad sincs

the utility of a case is dirsctly related to tha congruence betusen

the construction model and ths analytical modsl.

fhe commonest models for cases are tha.closed and open systéms
models.  The clo%ed systém model assumas ghat.the'casa episade i3>
_ isolated'éad'éanibe.discussed.in itself and Qithout referenca to other
enulronnental faccors. In.all likelihood the uieu of organisatioh.
'and 1nnouat10ns is that of a closed episode in which behau1aur is
either ef%ec»iua or ineffective. Dauelo#menb m;tnln the episcde .
is sequentizl 5ut not necessarily rolationalf The open.syséems
madel takes a difierent view because ﬁhe boundaries around the
episode will be seen as open and permeable and relaulonshlps ars
sean as causal as uell as sequential. The use of Open—systems models
to descrihe crganisations is now almost universal as a means of
analysis though there are a number of considerable objections to the
oversimplification tc which they seem almost inevitably te ba reduced.
Whichever model tha case uriter uses, he inserts categories af bshaviour
into the nndel and ensures that he provides information about it which

the case readar is expected to pick up. ThUS if he uses an open-—

systems model with‘feedback loop (which is the commonest type)(n) and

() Lawrence and Lorsch 1



*jncludes the reward system as zn elemant hz2 will provide information
about tha consequences of the failufa of thz innovation to pfouide
adequaté reuards for its members. The advantage of an open-systems
medel is.that it shows rclatiﬁnships, ceuses and modifications in a
systematic inter-relational way. On the otﬁer hand, a closed-systems
modél;tands touards the check list of aspects of organisational
functioning. This is not so bad as open-systems enthusiasts would
saggest since often psrceived relationships'ara spuriods and the
examination of cause and efFecE can become exceedingly tangled.
Closad system models may be more opan to interpretation but from a
learning point of uieu(?inca th2 'truth'! can never be known only
speculatad uﬁon} intarprstatian may provide a better besis for be-
havioural changa than ths intellectual undarstanding of a complex
modél. There may be a Eendancy for an open-systams ﬁodsl toc give
all elements parity as against the closed systems modei giving undue

importance to onz strend in the innovation.

The simplesﬁ madel from a leaﬁning/teaching paint o yieu is
monc-disciplinary;_ That is, it takes a clear econcmic or poliﬁical
or séciﬁlogical Qiem of ths case episade and déals with it fro& that
point of vieu alone. There is much to be said for this apprcéch. At .
least the perSpactiﬁe js claar and the ensuing aralysis and discussion
can be clearly focussd without hedge—hogping'afound.othsr issuss. It
is a way of conceairating the mind though %he advantage is to those.
who have the appropriate intellectual disciplins whils the others ar
left out. Neueftheless, becausa attention is focused ;ithin the
mono-disciplinary area the debate itself cannot easily be initiated -
by introducing irrelevant perspectives. - at least? that is the

theoretical position.

In practice, most case studies are multi~disciplinary, or, to

put it unkirdly, Just mixed up. :Ef is impossible for a single writer



to keep all.the elements in balance and the tas& for a team of writars © .
is not justified by the use the st tudy is put tO. Case Studieé Tun

the risk of requiring much more of the writers than the users and it

is the writers wﬁo seem to be the main bensficiaries. It'is a great
temptation to aim at compreﬁensiveness-only to be frustrated by the

impossible - because data is unavailable at the time of writing, or

the writer is carried away by some= interest or enthusiasm, or the

. narrative comes out of skew as ona facet is developed so that no

place can be found to fit other events in; time, too, has a way of

p5351ng QU1ckly in the wrltlng. Complexity often ;eeds to obtusen=ss

_end if the situation is resliy complex then ‘diery notes Pro'm one actar

or an ;naglnatlve narrative by anothar will serve Just as uell For

"one thing is cu1te certain, only too often what passes for compre—

hensiveness in the eyes af the writer appears as absalute confusiaon to

the reader.

Une‘mefhod that we used, quitefsuccessPUlly it would aheedr, was
to give, outllne instructions to writers of what cams to be called
Managenewt Analy31s Papers ar m.n.P.s These included a description
of the kind oF points it was felt one could expect to be raised wlth
at the end a summary of polnts or issues mhlch favoured and/or dis-—
Favoured th= innovation, The ;dea of tha pro's and confs was that
of a Force Field Analysis but,as thaose who have exesrieneed this techniqua

know, it is d=cvdely difficult to give any quentlﬁlcatlon of *Tield

forces® znd such exercises to quanti?y the unquanti?iable are best

avoided.‘ Nevertheless, having to ask the questions 'How strong do
you feel this influence was and what did it assist and what prevent”,
was a useful starting point in analysis and a helpful pointer in the

compilation of the study.

The use of a model appeals to the nzat and tidy mind; perhaps

one already closed to issues and there is certainly the danger that
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ability to order idzas in ways which represent ths author‘sAgun'uiew

some writers believe they have everything neatly sewn up. Since it
was tﬁe expectation that cass uriters were as much in the learning
situation as case readers‘anything wvhich impeded learning was to be
avaided. Unhappily, thers uas strongArasistanca of many case mriter$
to learning about their own cass and a cass uritgr may even have a
reaéy aﬁswar .- "well,-I think I can assure you that your point didnt't

apply in this instanca."

So in some ways, a narrative and historical account of what

-happehed in the innovation may well have besn as good as ths attemptad

technical accounts we askad for on at least ons of the seminars. I= is,

of coursa, anocther qusstion as to whesther many people-have ths narratiés'

-

. and descriptive skills to-outlina the history of an episada in mhich they -

have been involved. Sslectivse.perception and sslective memory ara but

two of the problems. Writing is itself a considerable skill and so is thi

of things. Few psopls can properly separats fact and fahtasy yst are

often more convninced of the truth of a falsely remembersed incident

. than ths correctness of a neutral yst crucial developmsnt. At least .

these ars the kinds of issuss in narrativse writing. Yet in soms ways

fiction is more useful than th=z varnishad "truth".

In the process of compiling the casa study, tha uriter may be ac}ing
as intermadiary and not as ons of the ;ctual participants. Addiiionélly,
the uriter might be relying on researchars'po ébouida him with in%ormation
and all £hasa.éiltérs pfouida opportunities for distortién; In soma
vays this is unimportant prouidad-tha usars (the tutors) acknowladga
that the case in no way represents tha real event. The intallactuél

dishonasty arises when the 'teachar' belisves thz case to bs rsality and

hence alsoc that ﬁis interpretation is an understanding of the realit&.

Yhis caution, of course, represants a phenomznclogical view of ths use

of case studiss but an important ons2 in the international context bacausa
2.0
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most seminar members will have very little experience of othsr national
contexts yet they are expecﬁing and ars expected to 'undarstand' the
cases under review. And one of the ecrunches comes when the partici-
pants in the case discount the arguments of the other seminar membars

. by such statements aé, "Yes, but things don't work 1ike that in our

country,”

Therelgra four major danger areas in thes éon;tﬁucting of case studieé
which deserve our ;tténtiop.. fhe firét is bi;sad perspactives in
‘selecting matspial} we have discﬁssed that at sems length but it is
~an inseluble problem with any kind 6f.fepor£age and in a senss, ths recogni
of it_isltﬁe best.defence agaiést it. Ths seéond is'omissiqﬁs eithsr
unconscious og délibsrate Jﬁich lead'to.a falsification of the matsriél'
présented. Tﬁere is nordefence againét this becauss ons cannot aiécuss

;'Qhat is not present at all and the exercise bFAasking abﬁut possible

; omissibﬁé appeérs obstructioﬁigt if nof destrqct;ueo And.tha truéh
is, most people are quite unawars that fhgy hage.missed out tha most
importéﬁtf%épts, idsa3‘or incidents if oﬁly Eecauaa the most obvious_ are

" most gasi;y takan fcr_éranté& and the most threatening the ﬁosé liaﬁle ta
suppression. Tﬁé thira danéer is bias towafds certain- answsrs énd
"solutions Foé a whole host of possible reasons. Fe@ participants in
innovative episodeg like to Fesl they canﬁot entirely undarstaéd what
is going cn so everyone has éﬁ éxélénation; The.need to explain alué;s.
precedes ths willingness to analysa hence.egpléq;ticns ara mors common}
than reasons and the undérstanding of Cauaéé. In any_casé, ths studyu -
itself was doubtless chosen because it illustrates soms.particular.
theoriés and this is decided befors the case has keen exaﬁined, Just
occasionally it does happen that the selected case turns out to be quite
inappropriate for its purpose and so.it becomes an embarrassment rathar

than a new opportunity. The fourth danger springs from the nszed to

IERJ(j give 'closure'! to events and incidents. As explain=sd earlier innovations
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4o not have discrete beginnings and endings and tﬁe sélection of a case
is almost impossible without leaving loose ends either side. But
because péoplé like neatnéss, writers often wrap the case up with a
nice sense of flnallty wvhen closure jis Just not a Teature of tha tase.
In this connectlcn 1t is worth remsnborlng the concept of ths counter-

;nnouatlon mhlch Trepresents tha reaction against the innovation to bring
it into line or consolidate 1t into tha system, often this is a dvs inc t_
but related episoda (e.g. the changs of Heads at Countesthorpa) IF'
the urltar or tutor has a nead to bring the casa o c‘osure, it is more
" likely that he has mads quite specific Judgements abaut the event in
this cass he should ba wary of omp091ng his judgments and avaluations

on his students and colleagusas,
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IV

Analysis of Case Studises

Much of this section relates closely to th2 previous one on the

compilation of cases. At least the two Processes of compilation and

-

analysis should have a relationship, though it would be a dangerous

assumption that because-a study.has been-compiled on tce basis of ane
model, the analysis must procssd according to.the same ﬁodsl This
would bes at varlance with good academic practlce. But the basic issus .

of analysls is tha reconcxllng of the dlfferent perspectives and needs .

- in the study group and since almost invariably groups hava leaders, thse’

nominated leader must decide on his role - facilitator, teachar or

| colleague. In this situation they -ers not'compatible.

A mono~d1s01p11nary analysis is clsarly ths easiest prou1ded thsra '
is a good gsne;al undexstandlng of thaL d1301pllns in the s»udy group,
ntherwlse thare are important issues of group dynamics - status, authorlt'

leadership, dec1svon making. Even with one dlSClplln° llke pOllthS oF

_soclnlogy, it is unllkely that therse will be nuch agreement but the dsbate

can proceed on ag*eed terms fcr the rules nf tﬁs d1301p11ns are undarstcoc

In the end there may even be conciliation and ag;eemont though 1t is

likely more of the discussion will have been about the thsories of the

discipline than the realities of ths casa. .

A multi~disciplinary approzch is morae difficult thougn easier 1;
one way for the leader - he can avoid taklng 51d°s.‘ The problems wlth
tha mult1—d1s01pllnary approacn is to find some common ground. \:Fuen
agreemant on differences would be an achievement but toc o?ten agreeﬁsnts'

take place on conflicting premises, In any case some of tha concepts

u1th1n a discipline are not easily compatible  with 31m11ar concepts 1n

other disciplines - for example the idea of contract in lau, economics,

sociology and psychology. In any case, in analysis a facile discussion

of issues and anecdotal discussion like 'He shouldn't hava done that —
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row what I did when I was in a similar positien was ——- Y The
analysis must be academically reputablse and aAalytical schama are

very tricky things te handle - for instance the concept of pouer
relationships cennot be dismissed in a five minute interchanga. The
purpcse of case analygis ;s not just to respond ta the situation des—
cribed but - to examins the thearetical explanations for bzhaviour and
eventé. Thus,-fop exXample, whan an issue of interpersaenal relation—
ships érises.there will be some -quite clear thecretical explanations

in social-psychalogy. Whether these are the same or not as explanaticns
in econamics or polities is an issua for.dgbata but ﬁot a reason for
ignoring an examination of thé socio-psychological perspectivé in ariar
to gain insight from at least one valid perspectiue.. In this.process
thé temptation to offer opinions rather than developed rﬁtlonal explana-—

tlons has to be r931sted. .

Une approach to case studies may be term-d "ecomprehensive" because
some people try fc reach a complete understanding of euerything in.the‘
innovation.  That just is not pgssible and.the analyéis generates intg
a turgid.exchange of opinions. A case requires only one cleér-insight
to be justified in its use and it i; é bity'that some@ people try to
squeeze more from the situation than is really in it. Cbmprehensiue
analyses on the scals of a short saminar cannot. b2 mountad or
defended and_in aur experience there was no nsed tc worry casas to

death just for the saka of looking at it from all points of view,

-

R fruitful approach to analysis is what might be termed the parametric.
In this approach a number qf critical issues or pafameters are offered as
a basis for discussion and exploraticn. Thesa may be Msad as a Klnd of
check list of aspects or facets of the innovation but the difficulty is
in relating them to one another. Of course, inter—relationships are

problematical anyway and systems modals do not deal with this issue
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satisfactorily. It may be that relationships are less important thzan
is scmetimes suggested becauss an individual's conceputal models may
ba erraneously based. Ths difficulty with all models is that thay

“tend to bz too simple or elsa unmanageable.

‘ereadg oﬁ several occasions comment has been made a2bout tha
anecdotal responsz= to cases. | Many praétitiuners find it difficult
to daél in general conceptuélising aﬁd they tend to generaliss thein.
.particularities ané particulapise mheﬁ generalities are required. In
other Qoras, ﬁany teéchsrs have to be induced gentl& into.uays af
conceptuél.thinking. For this reason, the‘uss of personal reéiniscences
aﬁd anecddtgs is a means AF.aqhieuiné sécurity in the group and there is
nﬁ.reason why persoﬁél anecdotes cannot be used also to develop
" theoratical concepts. At least éo retail an =znecdota is a positive
response.. Further, lt is sometlmes only possible to explain a hypoth931s
by illustrating it with an incident. UWhat has to be au01dad houeuer, is
the cantlnual suapplng of anecdates merely capping one story wlth another.
Sonetlnes arauan1cs who have themselues been floored by tha case study,

hava recourse to story telling and paerhaps sometimass the stories are.

more insightful than the theories.

fMast groups have a ﬁead.for an expert, a Quru. The graoup leadar
'can 211 tco easily fall to the temptation to offer what is wanted, though
na£ needed. | W= are zall Tlattered when listened to and have to resist
tﬁe uré to dOﬂlnaue tHo group. There are ha clear cut "answers" to
cesae studies only ln-ormed and intelligent dlSCUSSlon in which 211 ban
take part equally because that is the learning pracess that ue haue most
valued. This is not to say that individuals cznnot maks analys=s and
share them with the grcup; indeed, that is to be encouraged. But the
‘nature of.cass learning is based on mutu=z=l1 sharing.oF explanations and

ihterprétations and no one can be permitted to becomz know-all to the

group. ' 25



There are a number of methods by which the anal}sis process may
be achieued. Individuals may make an analysis and present it to
the group; tha graoup membérs may work in sub-greups or groups
themselves mightljoin taogather after some initial work. A tutor
might take the groﬁp th;oqgh an analysis procédure according to his
preferred ﬂteaching style', or 'experts! may be imparted intc the
graoup to facilitats analysis. In thes end indiviéuals will only
learn in propqrti;n to what they put inta the process but the climate
of the group ought tg Ea.such as to encourage participation, not deny
it. As part of this process,or additional to it, an expsrt, authority
of.membar of the innovation umder discussion may provide an analysis
for the group but there has sometimas been an interesting tendancy for
a case uriter tc attempt a final and conclusivae suﬁminé up in térms of
his presentation af the casa‘evan though general discussian had &ada
clear that same of his interpretations and percépticné had bsen
erronaous (in that he ad%itted to other possibilities). In a quite
'seriéds way such, and similar; attamptswto bring finality can undo a
gaod QGai of sympathstic work that has bsen done by ather study érUUp

members.

It is most unlikaly that there <an bs any pianning of fuxnthsr
'actioﬁ iﬁ the casas studies we have discussed baéause altﬂaugh mahQ'o?

" our cases were aof innoua?ioqs still in the deyalcpmen§ stage, they had
all completed certain critical stages in their davslopment.. " Henca the
necessary exercise was an additiaonal ona,-that of exgmining the nature
of the new situation. In practica'this was an oppartuﬁity'wa did nat_ .
take and uers unable to take becausa these wers early deys of theory
building for a1l of us. ‘But there can be no doubt that théinext, and
presant, staga to latch onto is the ongoing aspsct of the innouatioﬁ and

work ndt_so'much on prediction (uhich everyones would like but which is

a very dengerous practice) as our dealing with the situation in the hera

Aruitoxt provia c



R HOW.  dhis will in itself require the dsvelopment of 5 whole -
range of new téchniques and approachas, noi nacessarily the obhvious
one of Urgénisation Developaent or Curriculum Davelopmeznt that have
been much discussed in education everyuhere. t seems likely that
new deuéloﬁments in our teaching pfogramme will ba ; ssarch for

helping skills rather than analytical ones.
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. themselves, or colleagues of thzirs, are the presenters there is the
double probiem of partisanship end over—reactiom in dafence against
attack. It is very difficult for students to be honest and open |
wﬁen they ape face to face with those involvad sinpe almosh.any
"cr*tiqde" is liable to be interpreted as cr1t1c1sn and euen con-—
structlue suggestions have an 1np11°d superiority. Yet the temptation
to dpfend_has to bg faced up to if *he discuss 10n is to be a real

’leprning situation: what is passed has hajpened and cannot be undeone
but future situations will have to be faced and true experienca leads
to adaptability.’ whiie rpal casss are open to the debating of falsse

" issues, they are discussed in a context that prpuiQes additional in?opma—
.tion end i%t is a legitimate use of studies to uss this resource in
prder to 'go beyond! the presented cape, evan to tack;ing head on
fhe bipsss and partisénship evident in the.selection and present;tion

af materiai.

Related to partisanship in which the pr esenters may be doing little
mora than oFrer a Jusn1F1cat10n For thelr oun StDaueglES and appruaches,
:are the biasss of the studsnts and teachera examlnlng the case. - It is :

only too easy to adopt an ideological'app:cach uhich is not appropriate.

. So somé cases may be prasented as a JUSulFlcatlon for a cﬂntrallsed systeﬂ

.
.

‘or a. décentra1lsad ons and the Suadants may tak9 ‘an oppos1ng view and
ﬁﬁtack frem an idealogical palnb of vieu ulthcut engagxng the proper
intellectual analysis. Equally, a teacher may prefer a particular
analytical nodal‘or p:‘adlgn and insist on a ba31s of approach mh1ch is

: lrreleuant but suits his position or discipline. | Thus econcmic models
may be used instgad o¥ political ones and political ones_instead pf
sociological. UWhen there are dominant members of study groups their
personalistic aporoachzs are a considerablé d;ngpr and groups are oftep
.unable to deal with the situation unless there is.caraFul leadership from

trained case consultants. In the I1TECgﬁ§s y the internationalism

of -the chosen staff members was generally an adequéte sa?eguard against,
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In this section we shall drau tog;ther at the risk of reﬁatition
sone of the major issues that arise out of our use and experiencs
of caseé. Wa shall bé critical of what we have done because we
ar; anxious not to beéome ccmplacent about using a techniéue that
can becowe uefy automatip and cbscurs a_uhqle nultitude of learniﬁg_
and teaching ﬁfoﬁlems; We sea tha use of cases as an esssntially
.teaching and research approach which can give insight into the
problems of ﬁanégement but ghich does nat of itself provide ﬁanaga—
ment skills:‘ OF course, skills carnst bs learned withoukb insights
but'ﬁhé learnipg of insights and skills reéuire tuo»differeﬁé
procassas even if in soﬁa ciréumétances.these.processes can go on
. 8ide by side. ws.are concennad mitﬁ two types of learning -

cognitive and a??eétiue(n). There cen be no douht that ons of the

unresolvsd problems of managzment education is the dichotomy between
P

intellectual understanding and behavioural competence. The situation

is cnmplicated because teachers of management are not always good
managars;thémselyes_but e*pect their.studenté to be; -Un our courses
we tried to have no 'tsachercs! but this was wishing for the moon.
Even when intellectually a p=arson has understood ths ?roblems of

a case study, there is.no cartainty that the situation would Ee

much changed if hé could-haﬁe his time ouér again. 'IE is no dcﬁbt

particularly fortunats, that in regard to innovations at least,

history never repeats itself. . —

People tend to take sidas very quickly whan discussing a case
doubtless becaﬁse tbey wish to defend their own behaviour yhich they
sea reflected in the cass. This is especialiy so with incident
studies when the>t96ptat16n to giﬁe a quick, forthright solution

is very greet. In case studies‘g?ere th= original participants

,~

(n) To use two of Bloom's terms without being necessarily committed to

" his definitions. _ L . . . —



[ at least, parochialism and narrouwnass of thinking.

Not only specific to international seminars but also to others’
where several acadesmic disciplines are involvad are differences of
usage and meaning. Printed uszges are more open to observation and
caution their collogquialisms in spsech - for instance in American
English "it went like a bomb" msans Vit was-a disaster uhile in
U.K. English it means "it was an enormous success”. Phrases siipped
out in speech can ba_passed by without being caught while the printed
word can be retriqued. Somatimes, considerabls misunderstandings
arise from linguistic usage and tﬁese are compounded uhen‘some ércup
members have lesg thaﬁ éﬁmpléte command of the languaga. Clogealy

”~

al;iea are cultural dif?erénces and thess were noted over such terms
as 'opzn school;, comprehensiva school, g;ammar school, gymnasium énd
of coursa the English eccentricity and psrversity of calling 'private’
schools 'public? schodls. . Sometimes 'elementary‘educationf.has widely
.differing connotations and many facts of éducatipn'are jusf nét kﬁown
" or remembered such és the ags of starting school. The Norwegian
term '9 year school®, or Swadish 'folkskule' are examples of tgrmé
which can only be understood from an experience base rather than
. a_dictiénary.dafinition.. If educatiocnal cultural differences from
e  country to country are not well understood yst takan for granted by
nationals (the.English.and Americans tend ?0 assume everyong knows all ‘
about their educational systems!), ﬁolitical systehs are even less well

understood. Even wvhen a system can be explained - and politics are

too full of cultural nuances ever to be understood simply by definition —

-

its significancé car seldom be grapsed by a foreigner. Yet most
educatiaﬁal systems are expressions of pelitical systems in a remarkable -
way since they express the central political ide=ologies. The decentra-—-
lised £nglish system is a case in point since it amounts almost to a’

laissez~faire attitude of live and let live and compromise rather than
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a clesely dafinad lcéal sapatvation of pouw3rs. This makes it difficult
for Englisnmen to understand the ceniralisad Nnruegian system as

against the centralised Swsdish and the German State systems as

cdmpared with the Dutch religious divisions. This often means that

case discussions hover on the edgz of being political discussicns'(end
certainly they.concern themselues with political issuss) rather than
looking for academic disciglines to seek analytical models. In
centralised systems, for instance, political issues.heve greater salience
than in decentralised'SYStems where sociological perspectives are more

oincusly relevant. Since emotions are strongly inveolved in political

issues, it is not always easy to adopt a neutral and uncommitted approach

tc issues uhere a complex1ty of political 1ssues is evident or even

partly submerged..

_There is no such_thing as a complete case,study cr.a ccmclete case.
It is.nct Jjust a mattec of the difficulty nf deciding uhen a .case begins
and - wﬁen 1t ends, but to choose approprlate perimeters within mhich to
contain the study.- All human events take.place in a'scc1al context
and the whole cF life is presentbas background to every cass studied;

Tne_mere actbcf_selecting matecial and content for a study is an act of _'

evaluation and interpretation. Clearly when the participants write the

study thzir .selection is 1nterpaetatively 31gnif1canc but even an out—
sider who has been chosen for his 1mpartlality must select and in so
doing exearcises his Judgement and evaluates relevance. Though this
incompleteness is-quite obvious, the implication is tnat there may not
only be more to'uncover if one digs douwn desep enough'but.that the.best
way to understand the case may be to understand what surrounds it, in

the way that a naughty child can only be understood if his parents and
family are understood. The danger of incompleteness is that techniques

-

of analysis may also betray into a quite wrong interpretaticn of the

-

situation and so thes learning is false learning because the situation zs
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seen by the students was not the siéuatibn that actuélly 5btainad.
It would be difficult to know tu wvhat extent this happened on the
INTEC courses, but it céftainly happened with snme cases. Those
tﬁat were brief and lacked back-up ré;ources such aé participants’
and additional data. But then misinterpretation is possible with

even the most richly provided case.

Associated with iﬁcompleteness is the retrospective naturz of
nearly all cases, few cases are written uwhile they are happeniﬁg and,
therefore, they are a recollection of and reflection on what has (or
is believed to have) occurred. Sometimes this can quite distort the
time sequence of events orfthe salience oflcertéiq events; ‘there is
already a strong element>of explanation in the writing. . There is na
way of évoiding this other’ than by the most careful attention to diaries
and recordé yet many innovations are not well recorded in this way
since:almost by nature an innovation does not fall inté estagiished
fecorﬂing patterns Jnless it b= a bureaucrati; inncvation or ths result
of long political campaigning. InAthe very pracess of its development
an innovation sets down new linas of progress but it may also Qgé the
structures already existing but imbue them with ns2w meaning. In éhis
‘waQ, a Director ofvEdQéation may appear to bé the key figure in anvinnoua-

tion wvhereas in reality it is his deputy's son whose responss to the

present system thrcows up its deficiencies. .

It is an undarstatement to say that pase'studies are difficult to
write, though a uell-uwritten one appears deceptively so. All m:iéing ébou;-
real life involves selection of material but cases require the skill of
the detective novel. For not only has the writer to have a clear
paradigm in his own mind for construction but he mﬁst also'plant enaugh

clues to lead the reader to wish to examine the zvidence. _ This is nat

to say that the INTEC cases were works of fictional narrative _nor that .

they were simply teaching party tricks, anecdotes intended to catch tha



unuary student out. It is Just impossible to write an account of a
sequence of events without giving some limits of what is to follow as

the writer becomzs aware of the need. For these are case histories in
the proper (and aimost clinical) sense of the word. They were what
actually happened and in thest way were quita uniqus. This raises
problems of abstractadnesss, generalization and extrapolétion. If a
studied case is unique and aistinct; rhat gensralisations are-possible,
what level of abstract thought can be applied and what inferances can

be legitimately made from it? It raises,rtoo, the level of abstractnass
with which stbdents_themselves cah copz, since soma students (especially
teachers) find generaliéed abstractions most difficulﬁ to deal with.
Teachefs ofteﬁ appéar to cail for concreteness when they nead generalisad
prlnciples and to shy away from practical dstail by calling for generalised

theories. This is a ha?ard of teachlng managemsnt theories to teachers

but a real problem nonetheless. How does this apply to any 31tuat10n°

The teacher crias bﬁt seldom waits to'héue it explained mhy. A reason

"for thls may be the rich compleXLty of the teaching situation which can °

_-

- never be prOperly organlqed s0 that events can be predicted. Yet a valus

of studylnq cases is to dlscover if thers is any predlctablllty and tha
management teachar assumption is that there certalnly is. But how can
learnlng be transferred from an undnrstandlng of the case to behaviour

in a new and 'real! situation? There is emplrlcal eu1dence that 11ttle

transference takes place at a2ll; the individual who is good at case

-

studies is not aluays-good at managaﬁent (and,of courss, vice versa).
There really is a very real problem here for it asks the most basic
question of all ab;ut the use of case 'studies -~ what effect does
learning from case studies have on the behaviour of ﬁhe-indiuidual?
Of course, othér means of learﬁing have been used on all thes IMTEC"
courses, but the case study does appe;r to'give a cognitiue-Framgpark -
for discussion and analysis and in questionind previously held vieus,
o 3a!
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interpretations and opinions rmust provide something of that essential
shack to the individual that is necessary before experiential learning

or even further cognitive learning can cammanca.

The awarenezs of the two different levels of learning is essential
if unrealistic optimism about the cese study approach is not allowed
to cloud the issua, and the good as we2ll as bad points about cass

studies. Changad behaviour is the result neot only of cognitive

j¥

learning but affective or emotional learning. Affective learning
alone is nécessary for changed bzhaviour but for thét behaviour to be
rational and subject to ratipnality.there must be a parallél cognitive
learning; : Tha_study 6? tQ?-case providas.some of that cognitivs
learning, espacially if theoretical models are used to sxplain ths

éasa. This cognitive learning should alsa help tha.studaét to make
gfeater'sensa of his. previous expsrisnce and to.ba able to davaloﬁ
édequate mental schema to use in the-énalysis of frash and sinilar
.problems. Cognition also provideé a common-fraﬁe of feéereﬁcs fo;
~intsllectual discussibn aéd tha study.éf the case itself is an effective
experience as well as a cognitive one. Uithlfhis in mind we cannot
claim.too'much for tﬁe usa.of internaéioﬁal cases .but it has bezan ciear
that_thsyﬁrouide a stimulating bess for inteliectﬁal and sxpariantial'
exchangse in a way nbthing élsa would appsar tq do in thé inter—culturql

setting.

Where students ﬁ;ua é high level.of egpartisa; arse hiéhly educated
and experienced in the matter of thé case studies,>§raupé éap handie
a case very saiisfa&torily unaidad even by writers and pgrticipants.
But th;fa.are a number of situations in which students .will require
.assistance.and hare.tha problam of instructor agpendancé and inter—

pretation becomes crucial. In the IMNTEC seminars there was alwaysvenough '

>~

skill and professional expertise available but when the cases are

. publiéhad and usad elsachere there will be the serious issue of the

~s . - L .



mommmmhiEs MRS MEs gy RRID Mepisiiutie o ul VR Ahisvrdutil s ar tneir lnier- |

pretation. When the 'instructor' does not ecven knou the country in .-

which the innovation %fook place, the cansequznces can be grave indeed.

In many ways, the case study is a highly sophisticated approach
to learning. Certainly many of the IMTEC cases were mell documented
and imaginatively presented 2s well as dealing with almost all levasls
and'dspths of innovation. Tha key to the use of cases is the process
‘of analy51s and this requ1res a. researcﬁ skill to sense out Uhnu models
paradigms and thuoretlcal concspts mast ussfully relat° to the case and
multifarious incidents tharein. Hany students cannot cope ‘with the
‘apparent haphazardness ‘of sslection of an anaiyticél approach. Although
there was a soft of 'IMTEC ﬁ;del'(n) of changa ;,no ane couid uselthié
.slaV1shly to examins each 2nd every case and all the parus and facets
of it. Yet to many‘thege must seem to be-a dlsconcertlng flelBﬂBSS )

" even uh1m31ca11ty, about the ch01ce of analytical prccadures and

‘\

- since this is the essence aof manag=nsnu th°ru 1s no way oF auoldwng this

1ntU1t1ve approach. Furthermzore, it requ1res 2 level of conceptuallsaulon'

that many stqdents are inexperienced in. As innovators ourselves we tend

to gaze at the 'top of the trees, forgetting that our colieaguss are -

stumbling among the roots.

Somzthing h;s already been said'abéut emotional, affective and ) .
experientiai learnihg; ‘The case study itsel?lis basically én intellectual
tool and ways to sdpplsment the learhing have to be discovered. = Ona uay
of doing this was by means of what we called a 'r1n1-—un1uers;ty' which

was 31mply a programme of lzarning experiences ranging from lecturzs to

a kind of socio~-drama. The hope would be to extend such a programms

but the difficulty is that the langusge and cultural diffepences becoma

so much mare sharply differantiated that in the internatiocnal cantext

they are not really practical -~ ths lecture is the Vsafest! interﬁatibnal

learning situation and the case study mzkes a real advance touards a

fin) Maite an Bor Dalinte Procdele? 2 £
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sharod experience.

Sometimes the cassz study becomos almost an end in itself in that
students become so preoccupied with their discussjion, sharing explana-
tions and scoring poinis that they forget that the purpose'é? the study
is to gain understanding of a situation and to translate that under-
standing with their ogn experiencs. And somstimes, too, people become
obsessed with their own explanation and interpretative schemata.. Again,
there is a temptation to blama the actors in the caée,or to apportion

blame among them — to say simply what was ‘wrong'! rather than ta ex-—

trapolate gsneral principles. Thass errors of approach spring in a way

. from one of tha.strengths of the casa~study approach — the immediacy

of the situations concerned. And occasionally this very immadiacy

is the cause of the blind spot because som2 part of the studies catches

the imagination and the whole is misssd with the singular preoccupatich.
Yet even this may be an advantags if it is genuinely vicariousa experience

with learning involved.

Relatéd to this problem_is the dangsr of identification when a student .
or group of students identify éo clossely éhat they themselugs arae part
of the casé. . Such apparent realism is realiy a féntasy for théy héQa
created a manageabla world in their imagination in whi;h to act éuE
some of their unexpressed praoblems. There are a numbef of psychalogical

problems like this and wa have concernad ourselves uwith none of them

‘because of their considerable intractability. Thesa case studies are

not the occasion For‘depth studies in the péychology of individuals involved
in innovatiocn th;ugh this is an area we shall have in duz courss to

becéma concefned with. Romanticising is certainly a danger in the use

of cases but the IMTEC context has always had a strbng elemant of earthiness
and commonsense because so high a preportion of seminar mambsrs have Qgsn )
practitioners who if ﬁhay do dream, dream without the presencé of

theorsticians. U



A remeining prcblem that does not lie within the province of
IMTEC Chbéiviéj is the application of learning to the baclk home
situation. This is éludys a problem with all courses but with
internationél courses it is a particularly Ffustrating situation.
Members attend in such small natiohal numbars and are at such a
disb;nce that follow up is virtually.}mﬁossible and taking action
can hardly be understood by those who stayed at hbme. But then
case studieg are an exercises that preﬁares the mind for fresh .
things and the back home situation is where the fresh things .

_ occur. ‘None of us can leave our experiences completely "j
behind us and all our %utuge.actioné hava much of the past

within them, . . - .
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