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Abstract 

In this research, Morgan's (1 986,1997a) metaphorical method of organizational 

analysis was chosen as a way to a c m e  knowledge and skills that might enhance 

abilities to better understand others; hence, organizations as social constnicts. 

Morgan's quasi-ethnographie component, but not his action leaming cornponent, of 

organizational analysis was applied by the researcher in a postsecondary educational 

institution context. 

Working with the interview responses of 12 people to four coilege scenarios that 

depicted institution-wide activities, the researcher endeavored to interpret and 

correspond respondent' s views with Morgan's (1 986,1997a) eight metaphorical Images 

of Organimion. The hdings suggested that study respondents' comments tended more 

fiequently to be associated with orthodox views of organizations as machines, 

organisms, brains, political systems, and cultures. 

In t e m  of using the quasi-ethnopphic process, the researcher determined that 

Morgan's (1986,1997a) method can be used by people at various levels of leaming, 

fkom basic to more advanced, with positive outcornes; can enhance critical thinking 

skills; provides an outline upon which to base recommendations for fiiture 

organizationd directions; and provides the opp~rtunity~ for those inclined, to rethink 

and atnrm their o m  personal views and assumptions. Various features came to the fore 

as each "reading" of the organkation was completed, metaphor by metaphor. 

Subsequently, the organi;rritiod analysis method was effective in pronling 

organizational characeristics and irnagining possible îuture directions. 

Another step was added in this research to augment understanding people and 

organizations, and that was to explore which world view paradigms might be associated 

with each metaphorid image of organhtion. To achieve this, the metaphors in 

Morgan's (1986,1997a) Images of Orgonfzatioon were considered in relation to Burreli 

and Morgan's (1979) Sociologicol Pmodigms and Organisational Analysis. The 



hdings suggest that Morgan's eight metaphors were spread across ail four paradigms 

(hctionalist, interpretivist, radical humanist, and radical stnicturalist). The 

organkation under study tended to espouse assumptions related to the fiinctionaiist 

paradigm at the t h e  of the study. The recommendations for future directions that were 

outlined by the researcher for aii four study scenarios repeatedly spanned bctionalia, 

interpretivist, and radical sûucturaiist views. 



Everyday . . . 

I am here with you, 

responsible to you. 

listening . . . 

Do I really hear what you mean? 

I stay with you, 

committed to you, 

fieling and thinking . . . 

Do I enter even a small part of yow world? 

Our voices blend or contrast in forms of comtersation, dialogue. dialectic, 

randomly we express perspectives, perceptions, aims and beliefs 
making meaning . . . 
Were we ut all reflective, critical, iinsghtfu mindful? 

We create a reality 

and invite others to live the experience 

rezBing values, power. sensings . . . 

Do we understand whut we have done when we create a realiw? 



A PERSONAL NOTE 

To my Motker. ... 
When I was young, 1 can remember asking you fkequently if there were any 

other or secret rooms in our house that 1 had not yet seen. In this thesis, 1 am still asking 

that question. Are there rooms I have not yet seen? 

To my Fafher... 

The whole time my brothers, my sister, and 1 were growing up, you were 

building and renovating our house. 1 do not believe there was one wall in that house that 

you did not change in some way. You aiso Mted the house fiom its foundation, 

examined it, and put in a basement where none existed before; you then explored the 

attic and built a new second floor. Maybe that is why 1 kept asking if there were other 

rooms to see! You showed me how a world can be transformed; you showed me how 

we can create our own world; you showed me that other worlds exist. 

To nry Hwband... 

You helped me to find a house that was mine, andyours; a place to spin dreams 

and build a life. You helped me explore so many new dimensions of life and l e d n g  

that without you 1 would not have tried to fhd or create. This study is yet another of 

those dimensions. 

A recuming dream.. . 
ûver the last 20 years or so, in a recurrllig "asleep" dream 1 find myself in a 

house not known to me. 1 do h d  and enter a secret room. Each tirne, though, 1 do not 

stay in that secret room. It becomes more a passageway than a place to stay. Each time I 

pass through the room to the outside; to a wider, yet natural, place to explore. 

Questing and questionhg are what leamers do. The major reason I undertook this study 

was to leam, and in so doing, to understand the foundations upon which people build 

their worlds. Tester (1993) discussed how people mate a sense of identity and being. 

He considered two basic and opposite ways that people can view and approach life. To 



convey his ideas, he used the metaphor of one's dwelling place. Tester (1 993) suggested 

that there are times when people accept theu present dwelling as a warm, cornfortable 

" d e  of certainty and confidence" (p. 30) where 

great efforts will be taken to improve on the architecture bequeathed by the 
parents to their children. Great efforts will be taken to forget the possibly shaky 
foundations of the house and, instead, no expenditure will be spared on the 
improvement of the wall-paper and the omarnentation (the abyss outside the 
fiont door will be hidden). . . . The house itselfwill become a place to be taken 
for granted. (p. 30) 

Tester (1993) felt that this way of approaching life and assuming a sense of 

being is characterized by a bounded rationality. And, when people accept given foms, 

they tend to act in restricted ways within those forms. There is a time to accept, but ody 

after exploration has provided rasons to consciously accept a state of being. Along 

these lines, Tester's urghg is for people to reach that point consciously and mindfully, 

after exploring and testing places to see if those places are where those people want to 

be. Otherwise, Tester's concem is that people who do not question or quest "do not 

want, do not imagine, do not understand, any tramcendence of the existing bounded 

forms" (p. 3 1). Things would be accepted as they are, and people would busy 

themselves with patching up, dressing up, and decorating what already exists. His next 

point of view, then, becomes possible when people give up their will to be certain or 

unquestionably accepting and are overtaken, maybe for the f h t  t h e  or for a repeated 

t h e ,  by a will to quest and better understand. Tester put it this way: 

Alternatively, however, it is possible that some of the children will look to the 
building of the parents and, instead of accepting it as a gift and as a haven in a 
stomiy world, they will try to have a look at the foundations. The house will not 
be taken for granted as the inevitable and only possible sturdy dwelling. Rather 
it wiil be approached with pickaxes and drills as the children try to find out how 
the parents did what they did (p. 3 1) 

As 1 undertook this study, 1 was looking for ways that 1 could enhance my 

abilities to better understand situations and people I have encountered and wil l  



encounter in my life. And in the course of doing that, 1 need to look at the foundations 

of dwelling places and the various rooms built upon them. This was my a h  in the 

present study. 
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INTRODUCTION 

This study is an attempt, firsf at understanding and using Gareth Morgan's 

(1 986, 1997a) metaphorical process of orgmkational analysis and, second, at initiating 

an exploration of its foundations and contributions to organizational analysis. I was 

introduced to Morgan's Images of Organization (Images) as a core text ixi my PhD 

program and became intrigued with the message that o r g ~ t i o n s  are complex hurnan 

creations that cm be better understood by viewing them from multiple perspectives. 

Using metaphors, Images presents eight ways of looking at organizations to gain 

insight into thek fomdations and ongoing development. The metaphors are 

organizations as machines, organisms, brains, cultures, political systems, psychic 

prisons, flux and transformation, and instruments of domination. The metaphorical 

views, when taken together, provide a window through which a more extensive view of 

organization cm be comprehmded, compared with bounded views that often result 

fiom seeing organilation through one's own preferred and accustomed fiames. The 

work also provides suggestions for how, by keeping open analytical and intuitive 

frames of min& one caa develop actionoriented storylines that are based on a 

muitiview analysis of the organization at a given point in tirne and that outline potential 

next directions* 

Images of Orgrniraton (Morgan, 1986,1997a) itself is a complex work that can 

be viewed and explored h m  numerou vantage points, such as its metaphorical 

dimension, its organizatioI181-analysis dimension, its rnethodologicai dimension, and its 

epistemological and ontological foundations. This study concems itseif with the last two 

of these areas, its methodology and its foundations. The method is accessible at various 

personai levels of leaming and application h m  a beginner's level of acknowledgement 

and comprehension through to advanced levels of intenialization, implementation, and 



personalization of the method as part of one's everyday Me. On Ont continuum, this 

study endeavored to progress fiom the initial comprehension and acknowledgernent of 

the metaphors and the method achieved in the researcher's introductory course, to an 

intermediate stage that involved a thorough application of the metaphorical method of 

organizational analysis. Furthemore, an effort was made to explore the foundations of 

each metaphor to determine whether they shared certain assumptions about society and 

science, and hence related to certain paradigms. These activities were then followed by 

a reflective phase in which an overview of the study was written and observations 

provided on the researcher's experience with using the method. At the t h e  that Images 

of Organization became part of my &dies, 1 was looking for ways to bener understand 

how people in organhtions perceived and acted on issues in varying and perhaps 

unique ways. 

Statement of the Problem 

As an organizationai consultant, 1 was sensitive to the notion that a diversity of 

views combine to create organizations but had no overarching structure to help me 

understand the abundance of views and their genesis. The Images (Morgan, 1986) 

method of analysis is devoted to helping people develop "the art of reading and 

understanding organizations" (p. 12), and 1 decided that working with this process 

might improve my capabiiities to 'w order, and participate more meaningfully by 

understanding and guiding situations in organizational settings. 

At another level, the problem with which this study was concerned was one of 

exploring the underlying assumptions of the metaphors, in an endeavor to interpret the 

foundatio11~ upon which people build their understandings of organizations and their 

functioning. 



Research Direction 

The major research questions that guided the study were: 

1. In what ways does Morgan's (1986,1997a) metaphorical process of reading 

and evaluating organization contribute to understanding situations and deciding on 

subsequent actions? 

The subproblems related to the specific application of the mode1 in a college 

sening were as follows: 

Considering the scenarios addmsed in this study, what metaphorical 

organizational views appear to be evident in the responses to each college 

scenario? 

Based on the comments and observations provided by study participants, 

what critical evaluation storylines could guide the college in fbture activities 

relative to the scenarios addressed in this study? 

2. What observations can be made about Morgan's (1986, 1997a) organizationai 

analysis rnethod that would provide insight for othea who wish to use his process? 

3. What nlationships appear to exist between the metaphorical schools of 

thought in Morgan's (1986,1997a) Images of Organization and the world view 

paradigms in Burreil and Morgan's (1 979) Socidogical Poradigms and Organisational 

Anabsis? 

Settimg of the Study 

1 requested and received approval h m  the executive officers to conduct this 

study at a postsecondary educatiod institution. The institution had already 

demonstratecl a cornmitment to s e K d y s i s  and to determinhg changed futures 

through the work of recent task forces that examineci its modes of governance and 

approaches to curriculum. Prior to the research undertaking, 1 had provided contracted 

services to this institution, and the motivation to conduct this research was borne out of 



a Tealization, which came to f'niition through my experiences and professional growth at 

this institution, that organizations are social constructs. 1 anticipated that an analysis of 

key organizational directions might provide insight for study participants and myself 

into views that might possibly have informed decision making and action taking and 

that might be used to guide fbture directions. Furthemore, I wanted to make Morgan's 

(1 986,1997a) metaphoncal method of analysis known to respondents so they could 

have an opportunity, by providing source information and then by reviewing the 

outcornes of the study, to determine for themselves the usefulness of such a diagnostic 

and evaluative method. Persons who were invited and who subsequently volunteered to 

participate in the study were amenable to discussing prepared scenarios related to the 

college in order that various views and premises within the institution rnight be 

identified by the researcher based on participants' comments and using Morgan's 

method of analysis. 

At the time of the study, the college had a student body of approximately 26,000 

students, ranghg in age h m  under 20 to over 60 years. Approximately 50 prognuns 

were available across a nurnber of different university transfer, career, arts, and 

communityaiented divisions. The institution was considered to be a vital and major 

member of the postsecondary educational system in its province. It had characteristics 

of a large, complex organization that had p w n  rapidly and successfully and that strove 

for continued relevance and excellence in its field. 

In order to use Morgan's (1986,1997a) process, o r g h t i o n a l  scenarios are 

required. This research could not have been undertaken without the Ml participation of 

this college. 

Delimitations and Limitations 

This research was deiimited to the time periods during which the study was 

conducted. The eight metaphorical images and the method used in the reflective 

readings were dram k m  Gareth Morgan's (1986,1997a) Images of Organization The 



reflective readings were Limited to 1 1 tmnscripts that focussed on four prepared study 

scenarios associated with one organhtion. The paradigms used in the exploration of 

metaphor-paradigm relationships were dravm fiom Burrell and Morgan's (1 979) 

Socio Iogical Pmadigms and Organisarional Awlysis. 

The application of the metaphorical method of organizational analysis was 

k t e d  to completing a reflective reading of the organization studied in this research, 

and excluded working with members of the organization in an action mode on the 

reflective readings and future direction storylines. 

Methodology 

Morgan's method of orgmhitional d y s i s  comprises two main 

methodological approaches: quasi-ethnographie and action leaming. This research 

focussed on the quasi-ethnographie portion of the method in an effort to exprience and 

evaiuate the process of 6'reading," diagnosing, and developing critical evaluation 

storylines that could assist the researcher in understanding aad bringing forward 

tentative descriptions to client groups relating to foundations of organizations. The 

action leamhg approach, which involves a researcher-facilitator working with a group 

of people in identifyirig and resolving their concerns, was excluded in this study 

because the research focus was not on b ~ g i n g  fomard outcomes of the process to a 

client group, but rather on the experience of ushg the process to "read," diagnose, and 

develop aitical evaluation storylines that wuld be used with client groups. 1 made this 

choice because 1 felt that 1 had to acquire organizational analysis skills prior to working 

with people in an action learning mode. 

The study is in two parts. In the fkst part a metaphorical analysis, as described 

by Morgan (1986,1997a) in Imoges of Orgmizaîîon, was attempted In the second part 

a preliminary analysis and critique of the m&phoricsl method was undertaken. In 

Part 1 I assumai the role of an organhtioflltl consultant and worked with a college to 



test the adaptability and utiiity of the ethnographic portion of the metaphorical method. 

This analysis is described in Chapters III and N. In Part 2 1, as researcher, explored the 

paradigms outlined in Burreli and Morgan's (1 979) Sociological Poradignis md 

Organisnrional Analyss in an endeavor to discern metaphor-paradigm relationships. 

The findings associated with Part 2 are presented in Chapter V. The methodology for 

Parts 1 and 2 is described in the following. 

Part 1 - 
As rnentioned above, the method in this part was interpretive and encompassed a 

"quasi-ethnographic style of research" (Morgan, 1997b, p. 300), which is reviewed in 

the following. 

Rudestam and Newton (1 992) identified the problerns and concems of 

ethnographic inquiry as king "concemed with capturing, interpreting, and explaining 

the way in which people in a group, organkation, community, or society live, 

experience, and make sense out of their iives, their world, and their society or group" 

(p. 34). In Morgan's organiirationai analysis process, the activity of leaming to "read" 

o r g h t i o n s  using eight different metaphorical views can be deemed ethnographic in 

that the process aims to assist both the researcher and those participating in an 

organkational 'kading" in quiring insight into and an understanding of 

organizational characteristics 

SkiIls required by tesearchers in this quasi-ethnographic style of research center 

on king an "'active listenef and observer" (Morgan, 1997b, p. 300). Smircich (1 983) 

suggested that 'keflective Iistening and fiee floating attention [were] useful for learning 

and understanding the perspectives of others" (p. 166). She noted that '"reflective or 

active listtning is an energetic effort to receive fully the message being communîcated 

by anothei" (p. 166), and this involves attending to implicit and explicit 



communication, be it nonverbal or verbal, by encouraging speakers to clarify or 

elaborate on their message and by paraphrasing the speaker's communication to check 

for understanding. Smircich's reference ta maintahhg ke-floating attention is 

connected with the need to listen opedy to speakers and 'Yolerate a high degree of 

ambiguity" (p. 166). She counseled that researchers should not press "for irnmediate 

answers" @. 166), but d e r  should concentnite on ''understanding the world of the 

people in the setting" (p. 166). In so doing, the researcher can endeavor to maintain 

''fke-floating attention" (p. 166) and respond "to what is actuaily present in the 

situation" (p. 166). Morgan (1 997b) described these skills in the following way: "1 

become iike 'a sponge' or 'blotting paper,' absorbing as much of a situation as 1 

possibly c e w i t h  a minimum of judgrnent" (p. 300). 

Much of my work in organizations over the past ten years has been as a 

facilitator helping groups of people share ideas and reach agreement on actions. That 

work requires that 1 maintain fiee-floating attention, not only for myself, but also for 

members of the group. To do this 1 endeavor to establish an open and tnisting 

environment where people feel fke to participate in group discussion and listen to 

others in the group. 1 endeavor to facilitate group members working with other group 

members and to suspend decision making until the point when al1 members feel ready 

for that step. Participants in my groups have ofken commented on my nonthreatening 

style, on my ability to put people at ease, and my skill in probing for meaning and 

helping the group to cl- their themes. As a facilitator 1 work very hard at listening 

actively to d participants and at inviting members of the group to participate in 

creating a reality. 1 have no personal need to Iead groups in one direction or another 

because I am interested in what members of the group think and I fulnll my role by 

faciltahg their individual definitions of realities and, it is hoped, helping them attain a 

form of consensual teslity. 1 took these c ~ t e r i s t i c s  to the i n t e ~ e w  sessions held 

with each study participant in this study and endeavored to grasp the meaning of their 



worlds. As I think about these traits, it occurs to me that being a reflective Mener and 

maintainhg eee-fl oating attention could be enhanced should one possess certain views 

of the world. 

Glesne and Peshkin (1992) suggested that "We are attracted to and shape 

research problems that match our personal view of seeing and understanding the 

world": 

Our constructions of the world, our values, and our ideas about how to inquire 
into those constructions, are mutuaily self-reinforcing. We conduct inquiry via a 
particular paradigm because it embodies assumptions about the world that we 
believe and values that we hold, and because we hold those assumptions and 
values we conduct inquiry according to the precepts of that paradigm. 
(Schwandt, 1989, p. 399; as cited in Glesne & Peshkin, p. 9) 

Morgan and Smircich (1980), in one of their works related to relationships 

among theory and rnethod, explored %ore assumptions that underlie the arguments in 

favour of different [research] methods" (p. 49 1). The y suggested that ethnomethodology 

coheres with ontological assumptions founded on understanding '"reality as a social 

conshuction" (p. 494) and with the notion that bbhumans create their redities" (p. 494). 

Smircich (1 983, p. 16 1) and Morgan and Smircich (1 980, p. 494) contended that reality 

is a social coclstfuction based on the view that people "impose themselves" in the 

process of makhg meaning and defining their world. I understand personal and social 

reality in such a nominalistic fiame. 1 work with people based on the approach that I 

corne to them with an open mind and without preconceptions of how they might have 

created their worId, and hence with the conviction that 1 must try to understand their 

personal world, which is unique to each human being. 1 also subscribe to the concept 

that the views within those personai and unique worlds are communicated '&through the 

medium of language, labels, actions and routines" (Morgan Smircich, 1980, p. 494) to 

create a socially constructed world, the meaning of which persons think they share, with 



varying degrees of consensus. Morgan and Smircich elaborated on this position as 

follows: 

Human beings create their realities in the most fundamental ways, in an attempt 
to make their world intelligible to themselves and to others. They are not simply 
actors interpreting theù situations in rneaningfid ways, for there are not 
situations other than those which individuals bring into being through their own 
creative activity. Individuals may work together to create a shared reaiity, but 
that reality is still a subjective construction capable of disappearing the moment 
its membem cease to sustain it as such. Reality appears as real to individuais 
because of human acts of conscious or unwitting collusion. (p. 494) 

It seems to me that such a constnictivist conviction is key to working with 

Morgan's (1 986,1997a) metaphorical method of organizational analysis for two main 

reasons: (a) Accepting that a variety of views of the world combine to create a reality is 

consistent with working with the &ht images of organization presented in both editions 

of Images of Organization (1986,1997a) to reach an understanding, however partial, of 

how various views combine to create organization; and (b) contemplatuig and 

attempting to openly understand another's world may best be undertaken with an 

attitude that one does not kunv how others perceive situations, and hence a main and 

necessary goal of working with others is to try to understand their ways of seeing. 

What might seem to be a contradiction arises here. If the ethnographic portion of 

the method is undertaken for purposes of piecing together a partial understanding of 

organization, then how could a researcher-facilitator claim not to have preconceived 

ideas of how the organization under study is constructed? 

It seems to me that the ''reading? diagnosis, and evaluation of the organhtion 

are brought forward as a starting point for dialogue with client groups, not as the 

reading or action plan. O r g ~ t i o n s  arr complex entities, and the ability of an 

organizationai d y s t  to bring forward alternative and possibly competing or 

complementary views may assist client groups in seeing the organization and its fuhrre 

in changed ways. Neither the ethnographic nor the action leaming portion of the method 



wodd ''produce vaüd descriprions of the world" (Morgan, 1997b, p. 298), but rather 

they contribute to groups of people arriving at "'genemlizable insights' that are relevant 

for understanding more about the intervention process and the key organizational 

dynamics, issues, or problems being addressed" (p. 198). 

The manner in which the research was carried out in Phase 1 is described below. 

The method associated with the fint part of the study had three major phases: 

(a) developing study s c e ~ o s  and question sets, (b) framing organizational contexts, 

and (c) implementing Morgan's (1 986,1997a) method of reflective reading . These 

phases are explahed in the following, and reference is made to Morgan's fint three 

research injunctiom. in addition, subjectivity is addressed at the end of Part 1. 

Develo~ine Studv Scenarios and Ouestion Sets 

1 used the following criteria to identiQ areas for study scenarios: (a) The 

activities upon which the scenarios were to be developed had to contribute to the 

creation of coilege structure and culture, hence its overall social construction, in order 

that the andysis might contribute to better understanding the broad-based nature of the 

organization; @) scenarios had to represent presentday college-wide directions or 

processes, in order that people fiom various parts of the college could reflect on the 

direction or process, and to maintain the focus of the anaiysis at an overall 

organizational level; and (c) public college documents related to the scenarios had to be 

accessible and used in a preliminary test d y s i s  by the researcher to determine if it 

was possible to view orgaxhtiom in multiple ways, because at the outset of the study 1 

was upsure of my capability to work with various views of organhtion; neither was 1 

convinced that organizations would exhibit characteristics outlined in Morgan's (1 986, 

1997a) metaphors. 

Hence public coilege documents related to mission statement, govemance 

principles, and ciirriculum task force recommendations were requested and provided 

through the college's executive offices. I reviewed the written documentation and pilot- 



tested using the metaphors to see if various views of each college activity could be 

undertaken. Through that process, my concem that the metaphoncal views may not be 

present subsided as 1 identified some elements of images; on the other hand, my 

calmness that images would be relatively clear cut and identifiable through the language 

that was used in the documents heightened as I realized that views intersected and were 

not discernible fiom examining the language alone, but required an interpretation of the 

intent of the message. This prelimiiiary experiment with the rnethod provided me with 

increased interest in p&g its use, because it exhibited a way to obtain and work with 

diverse views and possibly identiQ foundations of organizational being. 

I prepared four scenarios (Appendix A), dong with questions that might guide 

reflection. The scenarios related to the college's govemauce principles, its curricular 

direction for the new centuy, its summary mission statement, and task force process. 

The development of these scenarios touched upon two of Morgan's (1 99%) research 

injunctions. hjunction 1 "captures the basic d e  that an ethnographie researcher must 

strive to get inside a situation and understand it as far as possible on its own tems" 

(p. 3 0 1). As Morgan put if T h e  researcher has to find a way of getting the situation 'to 

speak for itseif'" (p. 301). By creating scenarios, study participants were given 

situations to focus and reflect upon, and in this way situations could speak for 

themselves, and the researcher was given a foundation through which she could get 

inside organizational activities. Injunction 2 is related to Injunction 1 and emphasizes 

"that the researcher cornes to the situation as a learner rather than an expert" (p. 301). 

The scenarios were not hypotheses, nor did 1 corne to the study as an expert in 

understanding how these situations were socialiy constnicted. Rather, through the 

scenarios, participants were able to speak to situations in order that insights could 

emerge. 



Framin~ Oreankational Contexts 

In this phase, data were gathered, interpreted, and grouped into themes. The 

methods used are described in the following. 

Sources of information. An invitation, comprishg a cover letter (Appendix B) 

and copies of the prepared shidy scenarios and guiding i n t e ~ e w  questions 

(Appendix A), was circdated to d l  exeutive and administrative and three instructional 

mernbers of the college. In that cover letter 1 outiined the focus and intent of the 

research and participant roles. 1 stated that 1 would treat their responses confidentidly 

and would uphold anonymity to the extent possible, given that this study was being 

conducted at only one college. 1 explained that participants would not be referred to in 

this study by an alias name nor by their specific title, but rather that their responses 

would be grouped with others in broad occupational sectors, such as executive onicer, 

administnttor, or instructor. 1 noted that participation in the study was voluntary. The 12 

people who received invitations agreed to participate in the study. 

Method of obtainine data. Data were collected fkom participants in interview 

sessions. Because respondents were given the four scenarios and guiding questions 

dong with the invitation to participate in the study, they had the i n t e ~ e w  guide pnor to 

taking part in an interview with the researcher. They had the option of discussing al1 

shidy scenarios or only those which, because of their direct experience, they wished to 

address. Prior to the intemiew, all respondents signed a consent form (Appendix C) that 

reiterated the stances on confidentiaiity and anonymity outlined in the invitation to 

participate and also animied that their participation was voluntary and would not place 

them in any more risk of being physicaily or mentally hanned than they encounter in 

their everyday iives at the college. In addition, participants were told that they would 

have an opportunity to review what-the researcher had mitten and that they could 

instnict her to omit any information that they did not want included in the study. The 



consent form also included the statement that participants had the right to withdraw 

Erom the research without penalty or nsk of any kind at any time. 

In total, 12 i n t e~ews  were conducted as follows: three with executive officers, 

six with coliege administrators; and three with instnictors. People in the executive 

officer and administrator positions are decision makers and direction setters; hence the 

study focussed on this group. In addition three instnictoa were included because this 

group is also involved in collaborathg with coliege leaders in making decisions in areas 

that would &ect them. The 12 respondents, taken in entirety, were a cross- 

representation of d l  college sectors. 

The interviews were held in the offices of participants and ranged in time from 

one hou  to three hours, with the majority of interviews taking about two hours. All 

interviews were audiotaped. This research activity related to Morgan's (199%) 

Research Injunction 3 concerning the documentation process. He noted that ''the 

ethnographic researcher seeks to create a rich description of what is said and happening 

and of his or her experience of the situation. These data then provide the raw material 

for developing an evolving 'reading' of what is happening" (p. 30 1). However, Morgan 

also noted that the reason he desaibed his research approach as "quasi ethnographic" 

was that '%hile it tries to document and understand the situations being encountered as 

Mly and richiy as possible, it is not always able to produce the 'thick descriptions' on 

which pure ethnography is based" (p. 303). 

Understandine metanhors of oremiution. An essential step in using the 

metaphoncal method is to acquire an indepth understanding of the eight images of 

organization developed by Morgan (1986,1997a). Within those images, organizational 

theories fiom the orthodox to the more radical are presented. The metaphors are 

instrumental in organïzing theories into groupings of shared points of view that are 

more eady retained and recaüed because each metaphor provides a famiriar base upon 

which new ideas are constructed. On the other hanci, because some of the metaphorical 



labels chosen by Morgan for the eight images of organization are everyday terms for 

most people, the metaphors bring with them some preconceived meanings. In order to 

benefit M y  fiom the work, I think people who intend to use Morgan's Images of 

ûrgmirarion would benefit fiom taking the tirne and effort to understand thoroughly 

the metaphors that he has presented, rather than assuming that they reflect a 

predetermined understanding. 

Analning the data. 1 listened to the audiotapes of the 12 interviews on two 

separate occasions and tried to discern images of o r g h t i o n  from participants' 

comments. However, too much information came at me at once, and because 1 was a 

novice at recognizing organizationai characteristics associated with Morgan's (1 986, 

1997a) metaphorical views, 1 was not successful at ident*g college images. 

Therefore, 1 transcribed aU 12 i n t e ~ e w s  verbatim and created a hard copy of 

participants' comrnents. Then 1 read each üanscript, focusing on one metaphor of 

o r g h t i o n  at a t h e ,  in order to maintain my focus solely on one view. 1 coded what 

appeared to me to be representations of each of the eight metaphon in the transcripts. In 

this manner, &er eight separate readings of the 12 interview transcripts containing the 

four study scenarios, I had associated participants' comments with each of the images of 

organization. In this way 1 practiced 'teading" organization by "seeing'' different 

dimensions of each study s c e n ~ o .  For me this was a beneficiai learning activity and 

was an Unportant stage in refining the "art" of understanding organization. 

Svntheskhn the data. Next, I read through the transcrîpts yet another eight 

times to idente themes within each metaphorical view for each of the study scenarios. 

1 copied and gouped participants' comments into those themes, and this served as the 

outiine upon which fbmhg organizational contexts was then written and presented in 

Chapter III of this study. It was at this point that 1 realized that oniy 1 1 of the 12 

interviews contained data that were usable. One respondent was so guarded in the 



interview session that the comments did not relate clearly to any of the metaphoncal 

images or to themes that emerged through comments of the other respondents. 

Im~lementine Morean's Method of Reflective Reading 

In this phase of the research, diagnostic readings and criticai evaluations were 

undertaken. These steps involve additional interpretation and analysis. 

Diamostic read in~  Morgan's (1997a) method suggests a holistic description of 

the situation be developed from the various points of view, and this he calls a diagnostic 

reading. Morgan worked with case studies to demonstrate how to undertake diagnostic 

readings. Ln this study, the organizational contexts presented in Chapter III equate to 

case studies @p. 355-361). The purpose of diagnostic readings is "to gain as 

comprehensive an understanding as possible" (p. 359) of the organization under study. 

It is important to 'temain in an open-minded mode" (p. 360) throughout the diagnostic 

reading in an atternpt to avoid premature evaiuation of the organization. Organizational 

traits emerge throughout the course of 'Yeading" the organization. These are then 

summarized in brief descriptive statements about the organization from the points of 

view related to each relevant metaphor. Once these descriptive statements have been 

developed and docurnented, some of the images of o r g h t i o n  appear more dominant 

than others. At this point, the critical evaluation part of the reflective reading is 

undertaken. 

Critical evaluation. The outcome of a cntical evaluation is a type of storyline. 

The storyline identifies possible future activities that make sense given the desired 

direction of the organization, its pnsent state, and the point of view brought to the 

evaluation by the person conducting the evalution. Evaluations are always undertaken 

from various views, and persons undertaking this phase must be clear on the view they 

are asmming prior to undertaking the critical evaluation. For example, Morgan (1986, 

1997a) acted as an organizational consultant In this study, I also assumed the role of an 



organizational consultant for this particular portion of the research. The purpose of a 

critical evaluation is to write a storylhe suggesting developmental activities that relate 

to particuiar metaphoncd views. The storylines can be authored by a group of people or 

by one person. To me, the storyline serves as a catalyst for decision makers to use as 

input into their development of directions and strategies. 

Glesne and Peshkin (1 992) suggested that 

although we cannot absolutely specify what the suiEcient conditions are for this 
to occur, we believe that the conditions relate to a personal encounter with self 
in the course of research. Aware that there is something to seek, to uncover, and 
to understand about yourself, you are ready to be informed through the research 
experience. (p. 101) 

Morgan (1997b) noted that in research of this nature, "even though there may be 

no predetermined hypotheses to test, the researcher-facilitator inevitably brings fiames 

of reference to the research and formulates broad ideas or 'readings' of what is 

happening" (p. 302). To deal with this, he developed "a somewhat arbitrary distinction 

between three classes of data" (p. 302). CZms 1 data refers to "so-called objective facts 

of a situation" (p. 302), that although socially constnicted, are areas that most people 

would agree "are pertinent to understanding the situation and its history" (p. 302). 

Examples of Class 1 data in this research are the &en coliege documents that 

accompanied the scenarios, such as collaborative govemance principles, curriculum 

recommendations, and mission statement; and information about size of the college. 

CZms 2 dara "represent ai.i social constructions of reaiity other thaa above" (p. 302) and 

are coiiected Wmugh conversations and i n t e~ews  and what people soy about 

situations, about other peogle, and about how they interpret what is happening" 

(p. 302). Morgan noted that this is how organhational realities are constnicted on a 

daiiy basis, and "it dso shapes how the reality of a situation is constructed for the 



researchery' (p. 302). Class 2 data are found in this study in the interview transcriptions. 

C l m  3 data ïepresent the researcher 's social constnictions of realityy' (p. 302). 

Examples of these data are found in the framing organhtional contexts and reflective 

reading sections of this study. 

By i d e n t w g  these classes of data, Morgan (1997b) endeavored to "minimize 

researcher bias and premature interpretation" (p. 303). He advised that in his own 

research he tried Wo absorb d the Class 1 and Class 2 datayy (p. 303) that he codd by 

observing, listening, and taking copious notes. He also recorded his own interpretations 

(Class 3 data) of situations, sornetimes "in the margin of Class 2 notes" @. 303). Using 

these techniques, then, Morgan, and others using his process, can "produce a rich 

description of the situationy' (p. 303), dong with accurate records of the researcher's 

"own thoughts and interpretations" (p. 303). As Morgan noted, in this rnanner, 

researchers are able to trace their "infiuence throughout the course of the whole 

intervention" (p. 303). Speaking on a personal note, Morgan asserted that '%is helps me 

to be conscious of the distinctions between my view of the situation and the 

interpretations of others and to understand when and why 1 am exerting an influence in 

one direction or another'' (p. 303). 

In the following I outline meas where my personal views and interpretations 

have hfiuenced my reading of the organization under study and also of Morgan's 

(1 997b) process. 

1. I focus on trying to understand rather than trying to be certain in my 

academic, professional, and personal We, which situates me in the realm of qualitative 

r e s m h  rather than quantitative. 1 subscribe to interpretivist notions and tend to reject 

positivistic notions. 1 do not beiieve that anyone owns the truth in the social sciences, 

but 1 do believe that ail  persons have a right to be understood. In this study, 1 

endeavored to understand organizational contexts; however, the interpretation of those 

contexts is solely mine. Although reactions to the f'rndings were invited nom study 



participants, the study focussed not on the outcome of the aoalysis, but rather on the 

application and assessrnent of the process. 

2.1 think that it was possible to engage inteiiechially with each of the eight 

metaphoncal views of organization as outlined by Morgan (1 986, 1997a) in Images of 

ûrgunization, regardless of fmy own personai beliefs. 1 accept, however, that my reading 

of the situations will be my own and will reflect as rnuch about me as a person and my 

biases as the analysis WU reflect of the organization under study. 

3.1 attest that the need to understand multiple points of view motivated this 

research, and because that need developed during my earlier contnict work with the 

organization participating in this study, 1 returned to that organization to extend my 

analysis of its makeup. 1 hoped that through this research, 1, and possibly the 

participants who provided comment and read the analysis, couid acquire some insight 

into the social construction of the institution. 

4. I developed the scenarios in order to provide a space within which study 

participants could reflect on well-known activities at the college. The guiding questions 

encouraged people to consider how the activities had aected them. In this way an 

attempt was made to avoid leading participants to consider any one particular attribute 

of the scenario and to give them an opportunity to express what they felt was rnost 

meaningfui in their own experîences. 

Trnstworthiness. The study participants reviewed Chapter III, where i n t e ~ e w  

quotations are cited, as weil as Chapter N, which summarizes college characteristics 

and suggests possible future actions. Participants were asked to conkm that their 

comments had been used in the appropriate context and to react to the findings, 

readings, and storyhes in Chapters III and IV. General comments were received 

verbaIly from participants, and are noted in Chapter VI. 

No clah is made in this study that the "reading" of this orgmkation is 

g e n e h b 1 e  in any manner. Should any generaiizabiiity exist, it would be in the form 



of resonance that may occw to persons who read this study and think the situation 

described might apply to some of their own experiences. In this study, the readings and 

diagnoses of situations were developed by the tesearcher as a foundation upon which to 

leam metaphorical "reading" of organization and were subsequently shared with 

participants and their reactions invited. 

A summary of research methodology for Part 1 of the shidy has been provided. 

The phases related to developing study scenarios and question sets and fiamhg 

organizational contexts were developed by me, and the phase related to implementing 

Morgan's (1986, 1997a) method of reflective reading was based on my understanding 

of Morgan's process which involves diagnostic reading and d c a l  evaluation. The 

overall research method in Part 1 is based on Morgan's (1997b) research method and 

protocols @p. 300-3 12). 

Part 2 - 
Part 2 compnsed an exploration of metaphor-paradigm pielationships in an effort 

to understand basic fomdations of the metaphorical images of organization. Using 

Burrell and Morgan's (1979) Sociological Poradigmr and ûrganisatioml Analysis, an 

effort was made to broadly categorize the metaphors found in Images of ûrganization 

(Morgan, 1 986, 1 997a) into paradigms that reflect shared assumptions. A basic analy sis, 

augmented by information found in the iiterature, redted in suggestions regarding the 

foundations of metaphors and, subsequently, the foundations of the organization under 

study. Part 2 of the study is presented in Chapter V of this dissertation. 

The shidy methods are provided in greater detail at the beginnings of 

Chapters III, IV, and V. 



Signifiace of the Study 

The study has both theoretical and practical significance. Theoreticaily, it yields 

insight into the contribution of Morgan's (1986, 1997a) Images of Organization method 

in relation to conducting and learning about organizational d y s i s .  In addition, the 

study endeavored to deepen the understanding of organization by exploring metaphor- 

paradigm relationships. 

The shidy has practicd significance to the extent that the researcher's 

observations on the metaphorical method of organizational analysis and its use provide 

others who wish to use the method with additional understanding. 

The research has additional practical significance because some insight into 

underlying assumptions and schools of thought at the core of some college activities is 

outlined, and should members of the college review the method and outcornes of the 

study, they could determine for themselves the usefulness of such a diagnostic process 

within their organization. 

Conclusion 

The study was motivated by a desire to understand assumptions that underlie 

how people perceive and take action in their world. Morgan's (1 9 86,1997a) Images of 

Organization method of o rgh t i ona l  andysis provided the researcher with a process 

for approaching this m n g  interest area. 

The study is presented in two parts. Part 1 of the research focusses on applying 

Gareth Morgan's (1986,1997a) method of organizational 'kading," diagnosis, and 

evaluation. The analysis, guided by Morgan's qwi-ehographic, metaphorical 

method, was conducted in a college and was founded on comments made by 1 1 study 

participants in relation to four study scedos .  Part 1 is presented in Chapters III and 

N. 



Part 2 attempts to look beneath the metaphoncd views to discover some of their 

root assumptions. The metaphor-paradigm exploration was based on Bunrell and 

Morgan's (1979) Sociological Pmadigms and Organisation Analysis, and on additional 

writings by Morgan. Part 2 is presented in Chapter 5. 

The researcher does not purport to be an authority on Morgan and his work; 

neither does this shidy present a detailed analysis of his work. Rather, it provides some 

insight into how Morgan's (1 986, 1 997a) metaphorical method for organizationai 

analysis was w d  and can be used in bringing understanding to day-today operations in 

an organization. The study also endeavored to understand the foundations of each 

metaphor by relating the metaphorical images to Burrell and Morgan's (1979) 

sociologicai paradigms. 

Organization of Remainder of Thesis 

Chapter II, Review of the Literature, focuses on a review of Morgan's (1 986, 

1997a) eight metaphorical Images of ûrganiration, and provides an introduction to 

metaphor as a catalyst for thought and learnllig about organizations. 

Chapter III, Framing ûrganhtionai Contexts, describes the degree to which the 

eight images of organization were apparent in comments and opinions expressed by 

persom who participated in this study. 

Chapter N, Reflective Reading of Four Scenarios, provides diagnostic readings 

and critical evaluations for each of the four scenarios used in this study. One diagnostic 

readiog was prepared for each s c e d o  to depict fatures of the organization at the time 

of this study. A aitical evaluation was prepared for each scenario that pieced together a 

storyline of possible future directions for the orgmization. 

Chapter V, Metaphor-Paradigm Relationships, explores the base assumptions 

that underlie each of the eight metaphorical views of orgauization. 
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Chapter VI, O v e ~ e w ,  Observations, and Implications, comprises a summation 

of study observations and hdings. 



CHAPTER II 

REVIEW OF THE LITERATUIIE 

This chapter provides an introduction to the use of metaphor as an analytical 

catalyst to organizational analysis and an overview of the eight metaphoncal views 

found in Images of Organization (Morgan, 1986,1997a). 

Use of Metaphor as an Analytical Catalyst 

Morgan (1 997% 1997b) used metaphors as catalysts for helping people to see 

any o r g b t i o n  fiom a variety of perspectives. In the foilowing, 1 touch upon aspects 

of metaphor to enhance familiarity with it and to help in understanding how it fits with 

this study. First, 1 review the place of metaphor in language and living; second, I outline 

some of Morgan's views on the nature of metaphor; and, third, 1 htroduce some 

opinions on using metaphor in organizational analysis. 

The Place of Metaphor in Lanpage and Living 

Emerson (as cited in Pugh, Hicks, Davis, and Venstra, 1992) described language 

as 'Yossil poetry" comprishg "strata of metaphors that have been embedded over tirne, 

so that virtually everythhg we say has a metaphoncal record" (p. 3). Lakoff and 

Johnson (1980) observed, "Metaphor is pervasive in everyday life, not just in language 

but in thought and action. Our ordinary conceptual system, in tems of which we both 

think and act, is fundamentally metaphoncd in nature" (p. 3). Similarly, Taylor (1 984) 

suggested that metaphor is "a ubiquitous feature of our thinking and discourse" and 'Vle 

basis of the conceptual systems by means of which we understand and act within our 

worlds" (p. 5). AU of these writers suggested that metaphor is deeply irnplicated in, if 

not the fount of, our conceptual engagement with our world. 



Metaphors help people identify with and recognize multiple meanings 

encountered in life. This notion was shed in Paul G. Muscari's (as cited in Pugh 

et al., 1992) work The Metaphor in Science and in the Science Clussroom: 

The metaphor is invested with the extntordinary power of invoking multiple 
perspectives. By shifting the focus nom the central to the peripheral Limits of 
language, metaphors can jockey around with established categories and rule- 
governing procedures to allow new saliencies to arise. By dislodging us fiom 
fixed conceptual schemes, metaphors are prime for helping us place our 
impressions into newly fashioned uni& of meaning. (p. 78) 

Both Black (as cited in Taylor, 1984) and Ortony (1977) emphasized relatedness 

between two notions when workhg with metaphor. This relatedness, however, may 

well bring to the foreground aspects of one notion that would otherwise have remained 

in the background. Indeeâ, by spotlighting an aspect that in accepted, everyday practice 

would have remained in the shadows, people are presented with information and 

concepts that, when paid attention to, heighten theh awareness of elements that play an 

active role in their experiences. People are given an opportunity to review the makeup 

of their reality. 

Some metaphors d e  a better contribution to understanding ideas and 

producing the "eureka" effect than others. Ortony (1977) said: "The power of metaphor 

comes fiom its inability to be paraphrased" (p. 9). A good metaphor should be rich and 

complex enough to evoke multiple meanings. Furtber, it should summon forth thoughts 

that concem two subjects, redting in a meaning where at least one of these meanings is 

new. 

Ortony (1 977) noted: 

Good metaphors can literally lead to reasoning by analogy which can give 
M e r  insight into the extent and nature of concept interrelation both in 
suggesting theoretical tests of hypotheses and in persona1 world views. An 
example in the scientific domain would be the comparison of an atom to a solar 
system, which suggested a new view of atoms, and one that Ied to innovative 
experimentation to explore the extent of the analogy. @p. 1 3- 14) 



Metaphors, then, c m  connect two complex notions, which may lead to new and 

expauded understandings. 

Part of what helps people to judge a metaphor as "good" or not rests in the need 

that is being met by using metaphor. For example, in the literature two accounts of 

metaphor were aiways noted. The first is a comparative view of metaphor, as Aristotle 

fïrst began to use it, and the second is Black's (as cited in Taylor, 1984) interactive or 

implicative view. When metaphor is viewed as cornparison, for example, it tends to 

comect two similar and existing notions and becomes an aid for Learning by relating 

new knowledge to old. When viewed as interactive, the metaphor serves to "engender a 

new way of seeing things" (Ortony, 1977, p. 6) and deais with phenornena that are not 

easily literaiiy expressed. Both metaphorical fcunctions, cornparison and interaction, are 

important to Morgan (1 986, 1997a). 

Some of Morean% Positions on the Nature of Meta~hor 

Morgan (1997a) contended that "al1 theories of organization and management 

are based on implicit images or metaphors that lead us to see, understand, and manage 

organizations in distinctive yet partial ways" (p. 4). In Images of Orgunization, Morgan 

emphasized that metaphor is more than a literary embellishment; rather, it is influentid 

in how people leam, think, take action, and communicate. In its broadest sense, and in 

the way Morgan used metaphor, it provides a way to explain or see something by 

comparing it with something else f d a r  and to encourage a basis for expanded, 

changed, or new understanding. 

An important aspect of metaphor that Morgan (1997a) noted is that, aithough 

some similarities may be drawn among or between various notions or experiences using 

metaphor, such as o r g h t i o n s  as  machines, metaphoncd views w i .  always be 

distinctive and partial. Not aU of an organization can be understood in relation to its 

king iike a machine, but considering organbtion in this way draws attention to 



particular aspects upon which a more comprehensive understanding c m  be developed. 

Morgan also noted that "metaphor ahvays creates distortions" (p. 4). If metaphors are 

taken literally, they mate falsehoods. For example, an organization is not really a 

machine and could not ever be a senes of "inanimate parts" (p. 5). However, by 

considering organization as machine, insights occur regarding how organizations 

f'unction to produce products or services. Hence, if a rnetaphor is taken literally and in 

totality, it will be misleading. And as Morgan said, "Metaphor is inherently paradoxical. 

It can create powemil insights that also become distortions, as the way of seeing created 

through a metaphor becomes a way of not seeing" (p. 5). He added that by presenting 

theory as metaphor, it becomes evident that no single theory c m  adequately represent or 

explain the whole of organization. 

By introducing metaphoncal thinking, one of Morgan's (1997a) aims was "to 

open dialogue and extend horizons rather than achieve closure around an dl-embnicing 

perspective" (p. 8). Metaphor helps people to see characteristics of a phenomenon in a 

particular way, and in this manner, then, the greater the number of metaphors used in an 

exploration, the greater the possibilities become for understanding the whole of a 

phenomenon. The challenge is to intente  the complementary and cornpethg 

metaphoncd views when developing an understanding of a phenomenon. Morgan 

suggested that metaphor is pmrasive in dl ofour [ives. Sorne of that view is explored in 

the following section. 

Gareth Morgan's (1986) use of metaphor in organizatiod analysis is premised 

on the notion that when people critically analyze, they are engaged in a process of 

interpreting reaiities. He asserted that 

by building on the use of metaphor-which is basic to out way of thinking 
g e n e r a i l m  we have a meam of enhancing OUT capacity for creative yet 
disciplined thought, in a way that d o w s  us to grasp and deal with the many- 
sided character of organhitional We. (p. 17) 



Metaphorid thinking makes it possible to understand similarities and 

dissimilarities between and among things, to gain insight into the complexity of 

phenornena, to see partial ''truths'' and guard against "distortions," and to experience 

multiple and new ways of "seing." Metaphor is not used just by pets to transfer 

thoughts or provide a richness of understanding, but it is used also by al1 people every 

&y to leam, communkate, and take action. Other writers, such as Clegg and Gray 

(1996), agreed with Morgan that metaphors are highly useful, in this case, to the 

researcher. In the5 words, "Metaphors are inevitable and useful. They are not 

embeilishments. No pure space exists outside their spell. They are part of our craft. 

They form our life as reseatchers. Without them we would be nowhere that we could 

know" (p. 91). 

Morgan (1986, 1997a, 199%) proposed metaphors as a way to help people think 

in new ways. He emphasized throughout his work in Images of ûrganization and in 

Imaginization that metaphor will provide a partial view, will mate insights, may distort 

and will have strengths and limitations; but that thinking metaphorically is creative and 

wili provide opportwiities to appreciate organizational complexity. Using metaphor, 

people may recognize aspects of their o r g h t i o n  that are worthy of question, they 

may place old problems in a new light, and they may have an opportunity to express 

deeply held values and perceptions that otherwise would be difncult to declare. Morgan 

introduced and encowaged others to use metaphor as a catalyst for thoughr, and that is 

one of his notable contributions to the study of orgauhational analysis. 

Morgan perceived his overall process ushg metaphor as an inherent human 

activity. In an interview with Joe Katzman (1996), he said, 

People have a natural tendency to generate images and metaphors that r e h e  
situations with which they are dealing. People don't ncognize it, though. And 
they don? take it seriously. If you start to point it out they often dismiss it 

- saying, 'Ah, that's just a metaphorit's an andogy.' They dismiss it. People are 
quite skilled in using images and metaphors. The challenge is, how do you get 
them to be more open to the process and take it seriously and do it 



systematicaüy? When they do, it flows. The acquisition of experience rests on 
our ability to deveiop this skiU that we all possess to some degree. (Katnnan, 
1996) 

Whether people are aware of it or not, ail use metaphor every day. However, 

many people are not accustomed to thinking that metaphor could be used in such 

activities as organhtionai analysis. Some observations and concerns follow. 

Use of Meta~hor in Oreankationai Analvsis 

As is apparent above, fiom one point of view metaphor helps generate meaning 

and the discovery of new perspectives through the process of comparing "a relatively 

unknown subject" (Grant & Oswick, 1996, p. 2) with "a relatively familiar subject" 

(p. 2). From another point of view, metaphors can be misleadhg if used inappropnately 

in drawing cornparisons and cm also be considered imprecise because their effects 

cannot be measured. 

One of the debates related to the role of metaphor in organizational analysis 

stems fiom a need to understand compared with a need to be certain That is, on an 

interpretive and radical humanist plane, in relation to Burrell and Morgan's (1979) 

sociological paradigms, consideration is given to which phenomena could be included 

in a boundary of understanding; whereas in the f'unctionalist and radical stnichiralist 

planes there is a necd to draw boundaries around defined phenomena and 90 locate, fix 

and name elements of experience" Morgan, 1983, p. 606). The heart of this debate 

centers aromd tnith and reaiity. From an objectivist, fllactioxdist perspective, a word 

must be able to describe something literaily if it is going to describe something tnie or 

real. A metaphor used in a sentence or in a concept to suggest something sllnilar, then, 

m o t  be regarded as a statement containhg any tmth or reality. Lakoff and Johnson 

(1999) reflected on this thiaking in the foliowing way: 

We cm now see why there have been w i t h  philosophy two long-standing 
views about the nature of metaphor. Since concepts must be able to accurately 
fit the world as it really is in itseIf, there can be no such thing as metaphorîcal 



concepts. Ali there cm be are metaphoncd uses of language. Those uses can be 
either (1) indirectly literal, in that their meaning must be reducible to Iiteral 
concepts, or else (2) meaninglessly fancif'ul, in that they do not express Iiteral 
ideas at ai i  and thus have no meaning, but are only fiights of the imagination. 
(p. 122) 

Lakoff and Johnson (1 999) suggested that people who deny metaphor a role in 

understanding tmth and reality are either objectivists or antiliteralists, the latter being 

those who do not entertain any role for metaphor in representing truth or reaiity. They 

countered such propositions by positing that "metaphor is centrally a matter of thought, 

not just words" (p. 123) because if metaphors were just words, then there would be no 

possible cross domain sharing of meaning; each word wouid be a different metaphor. 

When Morgan used various metaphors to highlight characteristics of o r g h t i o n s ,  he 

was not using metaphor in a literai sense. His whole purpose was to encourage thought 

about organization, and to do this he initiated what Lakoff and Johnson (1999) called 

cross-domain mapping, which involves using concepts to think about other concepts. 

The act of thinking about concepts in this way creates mappin~ntologicai cross- 

domain mapping, because before the metaphoncal thlliking experience, there were no 

literal similanties ammg the concepts being considered. Further, the contention that 

metaphor is primarily poetic, is opposite to the trenchant works of Lakoff and Johnson, 

who provided ample examples that metaphor is used every &y in common 

communication and leaming. 

Another issue related to using metaphor for o r g ~ t i o n a l  analysis focuses on 

the m8111ier in which metaphors make meaning. This debate concerns itself with 

whether or not a metaphor has conventional or idiosyncratic bases. Mangham (1 996) 

suggested that some metaphors are based on everyday conventionaiized knowledge and 

meaning, such as o r g ~ t i o n s  as machines or organisms, whereas other metaphors, 

such as organïzations as spider plants or as psychic prisons, simply "do not hit chords, 

nor do they resonate, since they are not widely conventionaiized in everyday 



expression" (p. 3 1). Having made his point, Mangham acquiesced that an orgaNzation 

as a psychic prison 

m d e s t s  a khness of knowledge and inférence that dows  for considerable 
development . . . b u s e ]  even though it rnay presently fail to resonate with the 
everyday expenence of a large number of people, . . . to the extent that we 
readily talk about repression, denial, rationakation, sublimation, and the like, 
the process rnay be well underway. (p. 32) 

This concem rnay hearken back to the notion that words are verbal symbols used to 

communicate historically created conventionalized meaning, and that words chosen in 

the absence of such regard may not support natural cross-domain mapping and rnay 

require prompting to ensun that some connection is made among concepts. Mmgham's 

issue, then, is that basic metaphors are ''central to our understanding of omelves and 

our relations with the worki" (p. 3 9 ,  and they cannot be randomly invented but rather 

rnust, through use, acquin meaning. Mangham noted: 

The more basic a conceptual metaphor is, the more it will be systematicaily 
connected to other metaphors and the more implications it will have for the way 
that we think. . . . 1 have attempted to show that good writers, far fiom inventing 
new metaphors, iiluminate our min& and our practices by extending, 
elaborating, questionllig and compositing basic, everyday, conventional, 
conceptuai metaphors. I beiieve that 1 have shown that while there rnay indeed 
be no (or few) lirnits to one-shot, image metaphors, there are likely to be bi t s  
to thc invention of basic, everyday, conventional, conceptual metaphors. (p. 35) 

Mangham (1996) suggested that the one-shot, image metaphon rnay indeed help 

conjure similarities between concepts and hence r d t  in fodder for thought; however, 

these thoughts may be short-lived because they have not yet entered ou.  

conventionaiized space. They may, then, momentariiy detract our attention fiom "the 

need (ifneed there is) to kdsmentally reconceive out world" (p. 35). 

Morgan (1996) nsponded: 



Iain Mangham's argument is profoundy conservative. We are advised to 
confine our attention to the deep conventional structures of meaning, because 
that's where substantial analysis must focus. But where do the conventional 
meanings corne fiom, if not h m  what was once regarded as an idiosyncratic 
way of looking at the world? (p. 237) 

Morgan (1996) continued to explain that some people with whom he had 

worked had indeed gained insights conceming their organizations ftom using 

idiosyncratic metaphors. Although they differed on the type of metaphor to be used, 

bot ,  Mangbam (1996) aud Morgan shared a cornmitment to fiutliering understanding of 

organization using metaphor. And on that bais, taking metaphor to a personal level 

where meaning is created, only the people using any particdm metaphor can comment 

on whether they gained insight and altered their way of seeing and acting. Some 

metaphors may be usefbl because of where we have been and who we are today, 

whereas others may be usefbi because of where we might go and who we might 

become. 

Overview of Morgan's Eight Metaphon for Viewing Organization 

In the foliowing, Morgan's (1986,1997a) metaphors are introduced, and an 

overview is provided of the strengths and weaknesses that he identified for each 

metaphoncal view. The review is detailed in order that readers of this thesis have a 

grolmding with regard to the images used in this study. In this way, perhaps readers of 

this study will be in a better position to relate to the organizational analysis undertaken. 

In Images of &ganizatr*on, Morgan (1 986,1997a) organhd eight metaphorid 

images of organizations: machines, organisms, brains, cultures, political systems, 

psychic prisons, flux and transformation, and iostnunents of domination. 



The Mechanistic Meta~hor 

Morgan (1 986) contended that 

organizations are nuely established as ends in themselves. They are instruments 
created to achieve other ends. This is reflected in the origins of the word 
organization, which derives fiom the Greek orgonon, meaning a tool or 
instniment. No wonder, therefore, that ideas about tasks, goals, aims, and 
objectives have becorne such fundamental organizational concepts. For tools and 
insttuments are mechanical devices invented and developed to aid in performing 
some kind of goalsriented activity. (p. 23) 

The mechanistic point of view became a tangible and deeply entrenched reality 

over the course of the lgUl and 2om centuries. This is a stance found in most 

organizations that were established 20 or more years ago and is a way that many people 

have lived, whether they are conscious of it or not. Lndeed, its infiuence hm been and 

remains so pervasive that many people today perpetuate mechanistic thinking without 

knowing the mots of their actions. 

The primary type of organizationai structure associated with the mechanistic 

world view is bureaucracy, because in its purest fonn it replicates many machine-like 

characteristics. In his consideratioos of bureaucracy as an idealized constnict, German 

sociologist Max Weber (as cited in Morgan, 1997a) "observed the p d l e l s  between the 

m e c ~ t i o n  of indusûy and the proHeration of bureaumatic forms of organization" 

(p. 17) early in the 2 0 ~  cenhiry: 

In his [Weber's] work we fïnd the first comprehensive definition of bureaucracy 
as a form of organization that ernphasizes precision, speed, cl*, regulanty, 
reliability, and efficiency achieved through the creation of a k e d  division of 
tasks, hiexarchicai supe~sion, and detaüed d e s  and regulations. (p. 17) 

Management theories connected with the mechanistic worid view include classicd 

management, ufocused on the design of the total organhtion" (Morgan, 1997a, p. 17) 

and scientinc management, Wocused on the design and management of individual jobs" 

(p. 17). Classical management is found in the work of such theorists as Henri Fayol, 



F. W. Mooney, and Col. LyndaU Urwick, who used engineering and militaristic 

princîp1es and who were advocates of bmeaucratic organktion. Hence, this 

management approach includes topdown power and control, "subordination of 

individual interest to general interest" (Morgan, 1986, p. 26). and the establishment of 

hierarchies and classes of workers in master-servant relatiomhips. Some examples of 

recent&y classicai management techniques include management by objectives WO); 

planning, programming, budgeting systems (PPBS); and busîness process 

re-engineering (BPR). 

Scientific management is exemplified in Frederick Taylor's principles relating 

to how work is performed. in this approach, jobs are typicaily broken down into 

functional parts, each with specific and weil-defined purposes. Staff members are 

expected to perfonn work in a systematic, repetitive, and robotic or progarnmed 

fashion. They are the '?ools" and "instruments" of the organization; and precision, 

standsrrdization, reliability, and productivity are expected fiom staffjust as they are 

expected fiom machines. When dl staff work as they shouid, like well-oiled and well- 

designed machines, smooth and consistent completion of the organization's tasks are 

anticipated. Workers are not encouraged to think about processes for getting work done; 

rather, they are expected to follow the procedures and routines devised by management. 

Streneths and Limitations 

Morgan (1997a) provideci a bnef critique of when mechanistic organization is 

appropriate and when it is not appropriate. He presented these ideas as strengths and 

limitations: 

The strengths can be stated very simply. Mechanistic approaches to o r g h t i o n  
work welI only under conditions where machines work welI: (a) when there is a 
straightforward task to perform; (b) when the enviromnent îs stable enough to 
ellSUfe thaî the products produced will be appropriate ones; (c) when one wîshes 
to produce exactly the same product time and again; (d) when precision is at a 



premium; and (e) when the human "machine" parts are cornpliant and behave as 
they have been desiped to do. (p. 27) 

The limitations are the converse of the strengths. Morgan (1997a) stated: 

Mechanistic approaches to organktion often have severe limitations. in 
particular they (a) can create organhtional f o m  that have great difficuity in 
adapting to chauging circumstances; (b) can result in mindless and 
unquestioning bureaucracy; (c) can have unanticipated and undesirable 
consequences as the inte~ests of those working in the organization take 
precedence over the goals the organhation was designed to achieve; and (d) can 
have d e h u . g  effects upon employees, especially those at the lower levels 
of the organizatiod hierarchy. (p. 28) 

In the foregoing, Morgan (1 997a) tended to critique the strmgths and limitations 

of mechanistic organintion, rather than focusing on the strengths and limitations of 

wing the mechanistic metaphor as a way to view o r g h t i o n .  

From my point of view, a strength of using the mechanistic metaphor to view 

organization is that it clarifies the thinking behind bureaucratie structure and operation. 

In this way, it emphasizes that a major reason for creating an organization is to achieve 

certain en&; it seems to me that that aspect of orgmization is one that will endure 

regardess of t h e  and place. Another strength of the metaphor is that it serves as a 

reminder that every constmct designed and produced by people will have multiple 

effects on people. That is, in a diaiectical way of thinking, viewing organizations 

through a mechanistic lem serves as an example and a remiader of how every solution 

mates new problems. Weber (as cited in Morgan, 1997a) was able to identiQ some of 

the consequences of organipng people in mechanistic ways. Have we thought of the 

consequences of weaving today's technology into our lives? What seems to be a 

panacea today may be a problem tomorrow. 

A limitation of this metaphor is that it tends to suggest rather strongly that 

people are treated like parts of a machine and as though they have no thinking or 

problem-solving role to play in the organi7ation. Metaphors force certain ways of 

seeing and force other aspects out of the pictiire. The way that people can be 



stereotyped in the mechanistic metaphor is an example of the "extremes" that cm be 

experienced when looking at situations using one metaphor at a tirne. 

A general o v e d  limitation of using metaphor that working with this 'W' 

metaphor b ~ g s  to light is that although time and place are generally considered insofar 

as when the related theories were popuiarized, we may thin. that because that time is 

past, the ideas may not now apply to our current t h e  penod Yet, we might continue to 

think about the following message: 

We designed machines to do what we do better, 
and then designed work to fit into the machines. 
We designed them and they designed us. 

The Oreanic Metaphor 

In this view the underlying metaphor is a biological one, where organization 

takes on the chanicteristics of a living orgdsm. Beginning in the late 1920s, more and 

more attention was paid to conside~g the needs of people withUl o r g ~ t i o n s  and the 

reletionships of the organisration with its environments. Much of the theory and practice 

borne of the organic view of organhtion is bascd on recognhhg the need for living 

organisms to develop, change, and survive, given their various relationships with and 

definitions of environment and human need. Theones related to an organic view of the 

world include human resoiirce management theory, systems theory, contingency theory, 

population ecology theory, and organizational ecology theory. Each of these is explored 

in the following review. 

Human Resource Manaeement Theorv 

The weil-known Hawthorne Studies conducted at the Western Electric Company 

in Chicago during the 1920s and 1930s found that the formal organirration viewed and 

designed through a mechanistic lem provided only a technid rendition of the 



organizational story. Within that formal ''technical" organization was an informal 

"social" orgmization created by the workers. 

Throughout the 1950s, 1960s, and 1970s, an interlocked sociotechnical 

dimension of o r g k t i o n  became the focal point for organhtional psychologists such 

as Chns Argyris, Fredenck Herzberg, and Douglas McGregor. They still focussed on 

the need to get work done efficiently and effectively, but added considerations relating 

to people as resources and finding ways to help workers feel valued, involved, and 

responsible. 

Human resource management principles recognize that staff whose own 

developmental needs are met will be motivated to tum theh energies, intellect, and 

creativity into contributhg to the organization's activities in a positive way. Human 

resource management theory, which combines the technical needs of the organization 

with the human needs of workers, is very much a part of organizational design today. 

Svstems Theorv 

"The systems approach builds on the principle that organizations, like 

organisrns, are 'open' to their environment and must achieve an appropriate relation 

with that environmtnt if they are to survive" (Morgan, 1986, pp. 44-45). Organizations 

as organisms are not closed, self-sufncient systems like machines, but rather respond to 

a larger system, that being the contextual environment within which the organhtion 

exists. Similady, the organization itself is made up of a number of subsystems in the 

form of departments and groups or classes of employees, associations, or unions. Thus, 

it is reasonable for members of an organhtion to undertake activities to idente what 

is present in the environment that could impact on the &val aud growth of the 

organhtioa Sainning the environments, whether they are considered contextually in 

m extemal or intemal s e w ,  is what systems theory encourages. As a resdt of that 



scanning, organizations can adapt to or rnow their composition and activities to 

mavimize their strengths and opportunities and minimize their weaknesses and threats. 

With the mahtion that orgmizations exist within changing environments came 

the reaiization that there was no longer only one right way to fiuiction, unless there was 

only one static environment. Rather, changing situations called for theu own unique 

nsponses. Hence, rigidity in operation does not work well in an organic world, whereas 

flexibility and adaptability do. Organizations that are "market or environment driven" 

(Morgan, 1986, p. 56) tum to contingencies. Referring to work done by Burns and 

Stalker and by Woodward, Morgan contended that the following describes "the essence 

of modern contingency theory": 

Their [Burns and Stalker's] study emphasizeci that successfbl adaptation of 
organization to environment depended on the ability of top management to 
interpret the conditions facing the firm in an appropriate manner, and to adopt 
relevant courses of action. Both these studies [Burns and Stalker's and 
Woodward's] thus demonstrated that in the process of organizing a lot of 
choices have to be made, and were at one in suggesting that effective 
organization depends on achieving a balance or compatibility between strategy, 
structure, technology, the commitments and needs of people, and the extemal 
environment. (p. 54) 

In short, contingency theory focuses on organizations developing "good fits" with their 

environments. This theory works weii provided that resources for mrvival can be found 

in the environment and that organizations can adapt. Population ecology views, 

however, usher in a reminder of the force of environments and the possibility that 

envkonments may change to the extent that some organi;rations cannot adapt or find 

resources necessary for survivai and therefore may become extinct. 



The population ecology view is premised on the notion that species are 

dependent on the environment to provide resources necessary for survival. When 

resources are abundant, most organizational species cm survive; when resources 

become scarce, organkations must be able to compete for the needed resources, and 

ody the fittest survive. Innovation becomes important so that new organizations, 

congruent with the environment, can develop. But how long will the fittest survive? 

When an organisrrition cannot adapt and cannot find resources to sustain it, then it ceases 

to be. 

Ornanization Ecolonv Theorv 

Unlike contingency or population ecology theory where organizations and 

environments are viewed as separate entities, o r g h t i o n  ecology reframes thinking to 

consider how o r g h t i o n s  are a part of an ecosystem. As such, organizations evolve 

dong with the system, and rather than the environment having to contend with 

"independent extemai forces" (Morgan, 1986, p. 70), the environment becomes "in 

some measure always negotiated" (p. 70). When considering an ecosystem, one realizes 

that there are many organizations within it, not just one. The next realization is that, 

rather than competing fot resources, o r g h t i o n s  may commit to "the ethic of 

coilaboration" (p. 70) in order to influence the shape of the environment. Examples of 

this include "fiormal and idormal cartels for price fixing, agreements regardhg areas of 

cornpetition and market m g ,  and the joint sponsorship of lobbies designed to 

influence goveniment legislation" (p. 70). In this way solutions to shared problems are 

found. Today, many cornpanies are merging, collaborating, and partnering in direct 

response to changing and turbulent environments. 

In su-, the organic metaphor broadens views of organization. The needs of 

people and the wholeness of people enter the story; the realïzation that organizations are 



either surrounded by an environment or are part of an environmental pattern cornes to 

light; the idea that people contribute to the making of an environment and ought not to 

be fashioned to fit a rigid and defined environment is introduced; and the notion that 

species of o r g h t i o n s  may become extinct, adapt, or evolve as part of a negotiated 

environment is raised. 

Streneths and Limitations 

Al1 metaphors provide a partial way of seeing organi7ritioa Morgan (1 997a) 

summarized the strengths of the organic metaphor as foiîows: (a) It places an emphasis 

on c'understanding relations between organizations and theu environments" (p. 67) by 

recogniPng that organizations are open systems, not closed; (b) it focuses on managhg 

processes in an open system to ensure organizatiod SUfVival arnidst changing 

environments, rather than focusing only on achieving operational goals in a closed 

system; (c) it helps develop an appreciation for the complexity of organkation and the 

need to work toward a coherent interaction of sûategic, structurai, technological, and 

cLhuman and managerial dimensions of organizration" (p. 67) in relation to their intemal 

and extemal environments; (d) it raises the metaphor of organkational "species," which 

suggests that more &an one type of organization can exist within an environment, and, 

as such, o r g h t i o n s  can make choices about how to ensure their survival by 

competing to be the fittest or ensiire their survîval by coliaborating with others to fit 

into the environment; and (e) it s t r e s  the capacity of organizations to become flexible 

and innovative by changing dong with the enWonments of which they are a part. 

For Morgan (1997a) a major Iimitation of the metaphor is that it encourages a 

view of organizations that is as concrete and visible as nature itseIf. ûrgmkations are 

not that concrete in that they comprise many intangible characteristics, such as "visions, 

ideas, n o m ,  and beiiefb" (p. 69). Because they are "built' on the decisions and 



activities of people, organizations are social constnicts and not natural phenomena 

Morgan put it this way: 

It is misleading to suggest that organilrations need to "adapt" to their 
environment, as do the contingency theorists, or that environments "select" the 
organizations that are to survive, as do the population ecologists. Both views 
tend to make organkations and their members dependent upon forces operating 
in an externai world rather than recognizing that they are active agents operating 
with others in the construction of that world. (p. 69) 

Another limitation of using this metaphor to view organktion is that it tends to 

encourage thinking dong the lines that 'Yhe unity and harmony characteristic of 

organisms can be achieved in organhtional Me" (Morgan, 1997% p. 70) and that 

organizations are hctionaily unified with other aspects of their environments. Because 

organizations are human constructs, they operate on the basis of fiee will and as a 

coliection of task, m e r ,  and personal interests. In these ways, they are not dependent 

upon other aspects of the environment, nor ere other aspects of the environment 

dependent on the &val of the o r g h t i o n ;  and they are not neceskly a 

h o n i o u s  part of the environment. When humaa coIlStructs are paralleled with naturai 

phenomena in a detailed and serious way, difficulties are bound to emerge, because 

there are distinct ciifferences between the two. 

A final limitation identified by Morgan (1997a) was "the danger of the metaphor 

becoming an ideology. This is always a problem in applied social science where images 

or theories corne to serve as normative guidelines for shaping practice" (p. 7 1). The 

danger here is that each metaphor will  bring particular organkational characteristics to 

the foreground, but that short-sighted "seeing" needs to be balanced with the multiple 

views of the organization that are revealed as each metaphor is used. 



The Brain Meta~hor 

ûrganizations as brains brings one's thoughts to just that: t h o u g h e e  ability 

to have, comrnunicate, and act on them! Living systems have capabilities to respond to, 

adapt to, or help create their environment. 

One of the major concepts underlying organizations as brains is one of 

information processing. Morgan (1986) pointed out that 

organiirations are information systems. They are communications systems. And 
they are decision-making systems. In mechanistic organhations these systems 
are highly routinized* And in matrix and organic orgmiations they are more 
ad hoc and fke flowing. We c m  thus go a long way toward understanding 
organizatiom, and the variety of organizationai forms in practice, by focusing on 
their information-processing characteristics. (p. 8 1) 

Bureaucraties tend to pool information and decisioa making in the contained spaces of 

hierarchy. Hence, mechaaistic hgmentation is replicated. It might be expected, 

however, that because organic systems work on interdependencies, communication and 

decision making will be better networked. This leads to a review of cybemetics and the 

open systems concept ofhomeostasis. 

Cvbernetics and Homeostasis 

Cybernetics stresses that systems must be able to perfonn the following four key 

principles in ordei to nspond to the environment and take appropriate action: 

First, that systems must have the capacity to smse, monitor, and scan significant 
aspects of their environment. Second, that they must be able to relate this 
information to the operating n o m  that guide systern behavior. Tbird, that they 
must be able to detect signifiant deviations h m  these noms. And fourth, that 
they must be able to initiate corrective action when discrepancies are detected. 
(Morgan, 1986, pp. 86-87) 

This form of information exchange also f a  into the open systems concept of 

honieostmk, d&bed by Morgan (1986) as foilows: 



The concept of homeostasis refers to seifkgdation and the abiiity to maintain a 
steady state. Biological organisms seek a regularity of form and distinctness 
h m  the environment while maintaining a continuou exchange with that 
environment. This form and distinctuess is achieved through homeostatic 
processes that regulate and control system operation on the basis of what is now 
called "negative feedback," where deviations fiom some standard or nom 
initiate actions to correct the deviation. Thus when our body temperature nses 
above n o d  limits, certain bodily fûnctions operate to try and counteract the 
rise; e.g., we begin to perspire and breathe heavily. Social systems also require 
such homeostatic control processes if they are to a c q k  enduring form. (p. 46) 

The notion that there are "norms" and "enduring forms" suggests that idiormatim 

exchange based on cybemetic, homeostatic principles would work to an extent in 

mechanistic bureaucracies. Management, however, continues to hold the reins on 

brainpower by being the group responsible for reacting to the environment and setting 

goals and dirrctioas. But they also build aspects of cybernetics and homeostasis into 

their precise procedures for getting work done by prescnbing actions to correct any 

deviance from the nom. n i e  worker, in this case, continues to be that " W e n t "  

reacting to variances in specified standards and correcting the course as directed in the 

procedure, policy, regulation, and such. 

Insofar as the ability to leam is concemed, cybernetic, homeostatic systems 

operate on what is called single-loop lemning, which "rests in an ability to detect and 

correct error in relation to a given set of operating n o m "  (Morgan, 1986, p. 88). That 

is to Say, there is no need for staff to embrace doubie-loop leaniing, which encourages 

questionhg the appropriateness of established n o m ;  that bc t ion  would stili rest with 

management However, the advent of leaming to leam by questionhg the 

appropriateness of such existing aspects as orgmizational direction, processes, 

structures, and composition relates to double-loop thinking- The concept of requisite 

variety is one differentiation between mechanistic and organic forms of organization in 

that it is necessary to have the same variety within the orgaaization as is in the 

environment If menagernent tried to "be all  things," they wodd bum out And so it is 



this concept that forces a structure to permit the involvement of staff in problem 

solving, direction setting, and so on. An element that has not been f U y  developed, 

however, in the approaches covered so far, is one of "connectivity." 

People interested in learning organization models pursue some characteristics 

similar to holographic bruim. The notion of connectivity, of being richiy joined, is the 

essence of the view that holography represents. The aim is to edold the specialties of 

the organization into al1 of its parts. The concept is, iforganizations were able to 

achieve the state of holographie-type brains, they would be pliable, cross-hctional, 

and able to organuR and r e o r g h  as necessary to sustain survival or reach for self- 

ac tdht ion.  These notions are related to the organic organization ecology views in 

that one is able, or an organization is able, to evolve dong with the ecosystem of which 

it is an integral pa* by W e  of the condition that it is so completeiy entrenched, so 

entirely submmed in the ecosystem, that it has the knowledge of al1 its parts. As such, it 

is naniral that there be a shared response to organi7ritionaVenvironmental conditions. 

Collaboration is a key feature ensuring the holographic achievement because it suggests 

that the whole will be greater than its parts. As well, the open systems concept of 

requinte variety, although suggesting an "extenial environmen&" is usefui to consider 

because it emphasïzes the need to be as differentiated and as integrated as is one's 

enknment; in 0 t h  words, at one, or integral to the whole. Io Morgan's (1986) 

The holographic p ~ c i p l e  has a great deal nmning in its favor. For the capacities 
of the brain are aIready distributed throughout modeni organizations. AU the 
employees have brains, and cornputers are in essence simulated brains. In this 
sense, important aspects of the whole are alnady embodied in the p m .  The 
development of more holographic, brainiike fomis of mgankation thus lests in 
the realization of a potential that already exists. (p. 97) 



In relating the concept of co~mectivity and holography to organization, it occurs 

to me that this wodd not work insofar as loosely coupled networks are concemed 

because organizational needs are subconûacted out. This divides and separates the 

whole of the organization' s membership. Possibl y holographic brains exist within the 

team at the center. 

Viewing organhtion from a brains perspective brings to mind the 

interrelatedness of structure, space, and information processing. Unless they are 

adequately coherent, it appears that a breakdown in one organizational dimension or 

another wodd occur. From the relatively mechanistic, myopic, and defined operational 

parameters of cybemetic information exchange, through to contingency theory and a 

sensitivity that one may need a variety of responses to deal with changes or variances in 

one's intepted environment, to the reaiization that organizations are a holographic, 

integrai, evolving, and knowledgeable part of a Iarger ecosystem suggest a learning 

process. The circle of understanding regarding orgarhtion has broadened and shifted 

emphasis h m  conml to accommodation to involvement with organizational "being." 

Strengths and Limitations 

One of the major strengths of the brains metaphor noted by Morgan (1 997a) "is 

that it identifies the nquirements of 'leaming organizations' in a comprehensive way 

and how different elements need to support each other" (p. 116). In terms of time and 

place, the btains metaphor is of the pnsent It is not yet clear how the "brains" 

movement wiii affect organizations in the long run. However, 1 think using the 

metaphor might help in suggesting how social constructs are formed, popdarized, and 

possibly used ioappropriately. For example, 

As we shift into what Peter Drucker has descriilmi as the new "knowledge 
economy," where hurnan intefigence, creativity, and insight is the key resource, 
we can expect the ideas and principles involved in creating braia-iike 
organkations to becorne more and more a reality. (p. 1 16) 



A difficuity with which 1 have battled on and off over the years as diflerent trends have 

corne and gone is evaluating the appropriateness of the trend for a particular 

organization. It almost seems as though people get caught up in "groupthink" as they 

are drawn into effective marketing campaigns. Hence, one of the strengths of metaphor 

that occurs to me here is that an awareness of a broad scope of metaphorical views can 

help people decide whether or not their organization is, reasonably, an accommodating 

host for a new idea, or whether other metaphorical insights better support their 

organizational purpose. On this count, however, other impücations arise. Would an 

organization be lef€ behind in a changing and evolving society if it did not participate in 

the cunent strong attractor patîem? Would an organization be tempted to stay in its 

traditional and cornfortable space by deciding that the 'hew" way was not appropriate? 

Ail of these sorts of potentials exist. But my concem is that rnemben of an organization 

may embrace every "fîavor of the month," as staff like to cd them, without critically 

judging the ments or demerits of its introduction into an organization. 

Another point Morgan (1 997a) raised as a strength is that 

the metaphor offers a powemil way of diinking about the implications of new 
information technology and how it c m  be used to support the development of 
learning organizations. Historically, there has been a tendency to use the new 
technology to reinforce bureaucratie principles and centralued modes of control. 
As we have seen, this misses the ûue potential, which rests in creathg networks 
of interaction that c m  selfsrganize and be shaped and driven by the intelligence 
of everyone involved. (p. 1 16) 

A strength of using metaphor to see and not see is that it helps to connect thoughts 

about things that othexwise might not be connected. Another strength of the brains 

metaphor that Morgan (1997a) noted is that it has helped to reshape theories of 

management away h m  mechanistic rigidities to brainlike selfsrganizing spaces. 

A limitation of the brains metaphor is a result of its king new and 

developmentai. As Morgan (1997a) noted, "There is no cohmnt image of the brain to 

which everyone subscribes" (p. 1 17). Hence, as Morgan developed the btains metaphor, 



he summoned other metaphon to help make sense of the view: "images of holograms, 

mobots, DNA, and other selfsrganizing phenornena'' (p. 1 17). A mobot is a mobile 

robot. 

Another limitation of using the brains metaphor is that ''there is a danger of 

ovetlooking Unportant conflicts that can aise between l e d g  and self'rganization, 

on the one hand, and the realities of power and control, on the other" (Morgan, 1997a, 

p. 1 17). In bureaumtic, hierarchical organizations, the traditional power structures 

could be threatened by selfsrganuing, autonomous working groups. Furthemore, as 

Morgan noted, "The process of learning requkes a degree of openness and self-criticism 

that is foreign to traditional modes of management" (p. 1 17). 

Managers may not be cornfortable with creating an environment where 

employees can self-organize. Having to let go of power and control and allow self- 

organizing groups to develop their own hierarchid orders may be outside the domain 

of traditional managers. The fom of hierarchy and control that emerges in self- 

organizing groups is not the traditional type that could be "predesigned and imposes' 

(Morgan, 1997% p. 1 18). As noted earlier, the brains metaphor is still being imagined 

and created in organizstions. 

The Cultural Meta~hor 

Shared meaning, shared understanding, and shand sense makhg are ail different 
ways of descriimg cdture. In talking about culture we are really talking about a 
process of reality construction that dows people to scc and understand 
particular events, actions, objects, utterances, or situations in distinctive ways. 
These patterns of understanding ais0 provide a basis for making one's own 
behavior sensible and m h g f u l .  (Morgan, 1986, p. 128) 

Organizational culture, as viewed by Morgan (1986), is a composite of the 

vaiues, beiiefs, and behavioxs found in the predorninant national cuiture, in varying 

professional cultures, and in organizatiod sûuctwe and experience. Given that these 



aspects contribute to organizational culhual development, each will be reviewed in this 

introduction to the cul& metaphor. 

In order to illustrate how national cultures influence organizational culture, 

Morgan (1986) contrasted parts of the cultures of Japan and the United States. He noted 

that Japanese people viewed the organization as "a collectivity to which employees 

belong, rather than just a workplace comprising separate individuals" (p. 1 14). People 

work together in a collaborative, interdependent, and sharing manner. The rnetaphor of 

the family can be used to describe Japanese work ethics and practices. 

On the other hand, in the United States the metaphor of "playing the game" cm 

be used to describe the way people approach work. They want to be winners and 

cornpetitors, and rewarded for the appropriate behavior that leads to success. They set 

their game plan in the form of strategies and objectives and set out to make it happen. 

As Morgan (1986) noted, "If we turn to the United States for illustrations of how culture 

shapes management, the ethic of cornpetitive individualism is probably the one that 

stands out most clearly" (p. 119). These examples suggest that behaviors shaped in the 

early years of our lives by a national cultural environment are subsequently reflected in 

n o m ,  standards, and expectations that are iived out in work relationships. 

Professional cultures play an Unportant roie in shaping organizational culture. 

Each profession intmializes values, beliefs, and practices that serve as guides to 

behavior. Such cultures are so distinct that people around the world, as members of 

particular occupations, can fhd sharad meaning and understanding. As Morgan (1986) 

noted, "Many of the major culturai similarities and Merences in the world today are 

occupational r a t k  than national" (p. 1 13). 

Nationai and professional cultures influence the creation of nrganizational 

culture. In addition, organi;rational culture is spun out of organhtional experiences and 

structures. For exampIe, some organizations have stories that illustrate and pass on 

values and beliefs. ûrgankîional heroes and heroines portray admirable 



characteristics. Rituals and ceremonies particular to the organkation also serve to 

enforce the organization's culture. And, b ' o r g h t i ~ n a l  structure, d e s ,  policies, goals, 

missions, job descriptions, and standardized operating procedures . . . act as primary 

points of reference for the way people think about and make sense of the contexts in 

which they worky' (Morgan, 1986, p. 132). 

Strenpths and Limitations 

According to Morgan (1997a) a major strength of the culture metaphor is that it 

draws attention to 6'airnost every aspect of organizational life" (p. 146) that collectively 

creates the shared organi7rition ethos. These aspects inctude nich things as "structures, 

hierarchies, d e s ,  or organhtional routines" (p. 146) and "ideologies, values, beliefs, 

language, noms, ceremonies, and other social practices that ultimately shape and guide 

organiirational actiony' (p. 147). This expands dimensions of responsibility for leaders 

and managers. For example, in the mechanical nalm, leaders and managers focus their 

energies on designing efficient and effective structures. In the organic realm, they 

engage in designing and adapting processes to meet environmental and human needs. 

0rgani;rations interested in brains perspectives may be drawn to a learning o r g h t i o n  

movement in which leaders and managers endeavor to provide opportunities for people 

to participate in seüaevelopment and self-mgankation. Within the cultural realm, 

leaders and managers examine their o m  role in reading and contributing to a created 

orgaxhtional ethos. As Morgan pointed out, managers can no longer "use their formal 

authority, fûnction, and role as a kind of protective device that insulated them fiom 

many of the realities of otganhtionai W' (p. 148). Considering their role from a 

cultural view, leaders and managers are what they are "seen mrd experienced as being " 

(p. 148), not what an organizational chart or job description says they are. 

This metaphor emphasizes and brings to light the realization that viewpoints, 

actions, decisions, rel8tionships, and so forth indecd do contribute to the creation of 



realities. The interpretation of what the organiiration exists to do is always channeled 

through beliefs upon which visions, missions, targets, and aims are formulated. In a 

colloquial sense, people, collectively, really do think things into being. 

A sensitivity to the notion that thoughts do become realities, in anticipated and 

unanticipated ways, provides mmy other realizations. This "knowing" may bring 

freedom to act and think in ways not considered possible before when the sense of self- 

importance and contribution to an organization or society seems limited or beyond 

reach. It might introduce ethics of behavior, based on the understanding that actions 

always have some impact somewhere. It may strengthen the recognition that critical 

evaluation and reflection are necessary before acting. And it may also raise an 

awareness that the actions that people take are part of a collective Stream of actions. 

Morgan (1997a) addressed these ideas in the foliowing way: 

The beliefs and ideas that organhtio11~ hold about who they are, what they are 
trying to do, and what their enWonment is like have a.much greater tendency to 
reaiize themselves than is usuaily believed. 

This has considerable devance for the way organizations should approach 
strategy formulation. By appreciating that strategy making is a process of 
enactment that produces a large element of the fuane with which the 
organization will have to deal, it is possible to overcome the false impression 
thaî organizations are adapting or reacting to a world that is independent of their 
own making. This can help empower organi;rations to take responsibility for the 
futrne in an active way and help them appreciate that they themselves often 
mate  the constraints, barriers, and situations that cause them problems. (p. 149) 

Stratepies, then, corne together in a society as a forever evolving synergy of people 

thinking and doing, and of "events, situations, actions, and general circumstance" 

(Morgan, 19974 p. 151). From one vantage point, then, alI that is coilectively created 

will collectively live. 

A iimitation of introducing the metaphor is that some people might consider 

culture as something that cm be planned and rearranged. Culture in its largest and 



'komplete" sense is not something that c m  be controlled or created by any one or any 

group of people. Rather, the genuine depths and changkg contours of culture are 

created as people interact with one another in a variety of circurnstances. 

The Political Meta~hor 

Human dynamics are always a force in shaping o r g d t i o n .  In mechanistic 

organizations, humaa behavior is controlled and prognunmed to the extent possible. In 

organic organizations, human development needs are considered l o m  survivai to self- 

actualization. In a brains organi;ration, tapping human potential through structures that 

aid thinking and communicating is brought to the fore. O r g h t i o n  fiom a cultural 

point of view addresses people as social beings developing s h e d  meaning and creating 

realities. O r g h t i o n  as political systems focuses on human assertiveness in the realrns 

of "interests, conflict and powei' (Morgan, 1986, p. 148). In politics, people put 

themselves at the center, that is where people assert their sense of self. In the following, 

three dimensions of the political view of organization are teviewed: interests, confiict, 

and power. 

In talking about interests we are talking about a complex set of predispositions 
embracing goals, v a s ,  desires, expectations, and other orientations and 
inclinations that lead a p m n  to act in one direction rather than another. 
(Morgan, 1986, p. 149) 

Morgan (1986,1997a) suggested that interests exist in at least three domains: 

task, career, and extramural. Tasks make up work, and certain interests anse in the 

course of performing tasks in a satisfitory or better manner. For example, people meet 

deadlines, corne up with innovations, enhance their knowledge, expand their skiil base, 

and improve theu attitudes. Career interests revolve around aspirations and the "bigger 

picnire" of where and who people want to be as they work in their chosen field. Many 



want to make a Merence and contribute to m e r i n g  and improving practices in their 

professional field and perhaps to havhg their moment of glory. Extramurai interests 

cover all those things that relate to people as unique beings, such as personaiities, 

hobbies, values and beliefs, f d e s ,  studies, and so on. 

Conflict 

"Conflict arises whenever interests coliide" (Morgan, 1986, p. 155). There are 

any number of combinations of experiences that cm lead to conflict within oneself or 

among a few or many people, such as ideas, ailocation of resources, value and purpose 

of work, o r g h t i o n a i  structures, and so forth. Most people who have worked in 

organhtional settings are able to recall some examples. Different people handle 

conflict management in ciiffirent ways. Morgan cited the following optional styles: 

avoidauce, compromise, cornpetition or nvalry, accommodation by giving way, and 

collaboration by solving the problern together (p. 192). 

Power Structures and Sources 

'Tower is the medium through which conflicts of interest are ultimateIy 

resolved. Power influences who gets what, when, and how" (Morgan, 1986, p. 158). 

The most weil-known power structuns are associateci with types of goverrunent 

Morgan listed them as autocracy. bureaucraq, technocracy, ccodelermincrtion. 

representative demomacy, and direct democracy (p. 143). Autocracy is rule by one or a 

small group; bureaucracy is d e  by policies, procedures, regulations, legislation, etc.; 

technocracy is d e  by those who have the devant knowledge, SUS, and attitudes; 

wdetennination is rule by joint management of opposing parties; representative 

democracy is d e  by election of representatives; and direct democracy is ''where! 

everyone has an equal right to and is involved in all decision making" (p. 145). 

In addition, Morgan (1986, p. 159) listed and discussed 14 sources of power in 

an organization: 



F o d  authority 

Control of scarce resources 

Use of organiilatiod structure, d e s ,  and regdations 

Control of decision processes 

Control of knowledge and information 

Control of boundaries (for example, interface between departments) 

Ability to cope with uncertainty 

Control of technology 

Interpersonal alliances, networks, and control of ''informal organization" 

Control of counterorganizations (for example, ûade unions) 

Syrnboiism and the management of meaning (for example, enacting 

Gender and the management of gender relations 

Strucnrral factors that define the stage of action (for example, how 

underlying structures and logics of change affect power relations) 

14. The power one aiready has. 

People can choose Merent ways of working with power: mit.y, pluralist, and 

radical. The unitary approach focuses on achieving established goals and objectives. 

The pluralist approach recognizes the diverse interests of individuals and groups within 

the orgmïzation and the potential for conflict. Last, the radical approach emphasizes 

"the oppositional nature of contradictory 'class' interests" (Morgan, 1 986, pp. 1 88- 1 89). 

Those who use this approach feel that marpinaiized groups can be helped by making 

?adid changes in the structure of society that displace those currently in power" 

(Morgan, 1997% p. 200). 

AU organizations have politid dimensions. An understanding of these 

dimensions helps to identify some signincant impacts that human activity has on 

organizational ethos, sûucture, and direction. The activities discussed in this 



metaphoncal view are relatively observable and detectable manifestations of how we, as 

human beings, process and react to experiences that involve our interests and power. 

Streneths and Limitations 

One of the strengths of introducing the political metaphor is that it helps people 

recognke that many activities are driven by personal interests and not organizational 

interests. It a that politics is a real and inevitable dimension of organi;rational 

life and can be viewed as a constructive activity in seeking social order. Viewing 

organization through a political lem dso "emphasizes the key role of power in 

determining political outcomes. The metaphors considered . . . earlier . . . tend to 

underplay the relation between power and organjzation" (Morgan, 1997% p. 209). 

Interestingly, although it may be difficult for people to recognize their contribution to 

creating a redity in a cultural sense, it is not ciifficuit for people to recognize their 

abiiity to mate situations that will be conducive to realizing their own goals. Perhaps 

the difference is in the scope of the undertaking. Culture is a collective repository and is 

so complex that it is Wtually impossible to trace ai1 the impacts of one's actions. 

Personal interests are, on the other hanci, individuel domains. Rather than contributhg 

to an overd organizationai cause, people c m  use and influence aspects of organhtion 

to make them serve what they desire. Along this line of thought, then, the political 

metaphor explodes 'the myth of organhtiond rationaiity. 0rgani;rations may p m e  

goals and stress the importance of rational, efficient, and effective management. But 

rational, efficient, and effective for whom? Whose goals are k ing pursued? What 

interests are being serveci? Who benefits?" (Morgan, 1997% p. 209). Therefore, 

activities portrayed as rational for the o r g h t i o n  are always closely related to how 

weII those activities serve psvticuiar paona i  interest areas. Morgan (1 997a) said: 

"Rationality is always politid. No one is neutrai in the management of 

organizations-even managers!" @. 209). And it is not possibie to separate the 



organiiration fÎom the people who are the o r g h t i o n .  People will always pursue their 

persod interests, some fiom a more dtnystic base than others. Arguments based on 

rationality, then, are used to justify "actions that suit . . . persod aspirations in t e m  

that appear rational from an organizational standpoint" (p. 209). 

Another strength of the metaphor is that it explains that organizations are not 

"fùnctionally integrated systems" (Morgan, 1997% p. 2 10). Because organizations are 

organizations of people with diverse interests, a very part of their being is created by 

tension, conflict, and compromise. From a leadership and management point of view it 

is "better to think about the organhtion as a coalition of changing interests and manage 

it that way than to pretend that it has more integrated properties" (p. 21 0). 

One of the limitations of the metaphor identifïed by Morgan (1997a) is that it is 

always possible to read situations through the political lem. Tm rnuch emphasis on 

such readings may mate some mistrust or cynicism that really has no basis. Another 

question that the politicai metaphor raises is whether the notion of pluralist leadership 

and management gets to the depths of organizational conflict. Pluralist management 

tends to focus on resolving dif5erences in inte~ests. It does not seem to address deeper 

issues relateci to "class, racial, and other social divisions" @p. 2 12-2 1 3). Although 

piuralist management may deal with matters at a more d a c e  level, just thinking about 

pluraiism helps people explore the "sociopolitical implications of different kinds of 

o r g h t i o n  and the roles that organizations play in society" (p. 21 1). To a pluralist 

manager, the playing field is orght ional ;  to the radical organization theorists, the 

playing field hcludes maay societai inequalities. Furthermore, Morgan asserted: 

A stmng case can also be made for the idea that atthough everyone has access to 
sotmes of power, ultimate power rats with the people or forces that are able to 
dethe the stage of action on which the game of politics is played. From a radical 
standpoint, p l d s t  power may be more apparent than red. Ultimately, some 
people have much more power than others. (p. 2 13) 



The Psvchic Prison Meta~hor 

Morgan (1 986) stated: 

The idea of a psychic prison was fkst explored in Plato's Republic in the famous 
allegory of the cave where Socnites addresses the relations among appearance, 
Wty, and knowledge. The aliegory pictuces an underground cave with its 
mouth open toward the Eght of a blazing f'ïre. Within the cave are people 
chained so that they cannot move. They can see only the cave wd directly in 
front of them. This is iiiuminated by the light of the fie, which throws shadows 
of people and objects onto the waU. The cave dwellers equate the shadows with 
reality, naming them, tdkhg about them, and even linking sounds fiom outside 
the cave with the movements on the w d .  Truth and reality for the prisoners rest 
in this shadowy world, because they have no knowledge of any other. 
@p. 199-200) 

In this metaphoncal view of o r g h t i o n ,  the "shadows" of the rnind and how they 

impact on organizational "reality" are considered. For this, Morgan (1986, 1997a) 

tumed his attention to psychological theones and observations that delve into how 

experiences lodge in the unconscious and become %admarkers" that guide created, 

hence lived, joumeys. In the foflowing, a few words are devoted to how people "cm 

become trapped by favored ways of thinking'' (Morgan, 1986, p. 200). Following that, 

some psychoanalytic theones and fiindings are presented to illustrate how "organizations 

can become trapped by unconscious processes that lend o r g h t i o n  a hidden 

si@cmce" (p. 200). And last, archetypes that fom through the collective 

unconscious are presented. 

Today people are often told that they live in a chaotic and turbulent tirne. They 

are challenged to move out of their cornfort zones, to r e f h e  their thinking, and to 

avoid going the way of the dinosam. In seminars, in administrative j o d s ,  and in 

other literature, many examples have ken  provided of organhtions that have failed to 

survive because they did not change their oId ways. They were trapped in a favored way 

of thinl<ing because that thinking hetalded success in the past An example of this is the 



American automobile indudry, which continued to manufacture and design big cars and 

focus on different kinds of ways to fuel engines, whereas the Japanese people spent 

thne designhg smaller and more economical cars that captured the market. 

Groups also become trappeci in what is commonly known as groupthink, in 

which people fail to question their assumptions and practices adequately to highiight 

potential flaws in their thinking or idente possible aiternate routes of action. Members 

of the group acquiesce to a sense of "assumed consensus" that inhibits them fiom 

expressing doubts or suggesting innovations. The cail today is for attributes that will jog 

the solace of favored ways of thinking. These amibutes, often found in learning- 

organization literature, are critical thinking, reflection, understanding of team strengths 

and weaknesses, and openness in a hvsting environment. 

Our Unconscious 

Looking at the unconscious requires that theories of how previous life 

experiences affect the present be explored. In this regard, Morgan (1986,1997a) gave 

consideration to the possibilities that experiences blend with reactions to mate 

indelible irnprints on the unconscious in the areas of sexuality, patemalism, immortality, 

anxiety, and childhood toys. 

Sexualitv. Freud theorized on how people transform repressed s e d t y  into 

0 t h  forms of behavior. He suggested that people establish defenses as a redt  of 

repressing impulses and that these ultimately &se h m  the unconscious reservoir in the 

form of "disguised" behavioa. Examples of some of these defenses include: 

Denid: refiisal to aclmowledge an impulse-evoking fact, feeling, 
or memory. 

Fhation: rigid cornmitment to a paaicular attitude or behavior. 
Ratio~1izatioo: creation of elaborate schemes of justification that disguise 

underlying motives and intentions. (Morgan, 1986, 
P. 206) 



From another vantage point, Michel Foucault (as cited in Morgan, 1986) 

"encourages us to note the parailels between the rise of forma1 organkation and the 

routinization and regimentation of the huma. body" (p. 208). If persons can confine and 

control the body, they cm confine and control other social and political aspects of life. 

In this context, Morgan provided an interesthg linkage with bureaucratic organization: 

As we examine the bureaucratic form of organization, therefore, we should be 
alert to the hidden meaning of the close regdation and supervision of human 
activity, the relentless planning and scheduling of work, and the emphasis on 
productivity, d e  following, discipline, duty, and obedience. The bureaucracy is 
a mechanistic form of o r g h t i o n ,  but an anal one too. And not surprisingiy, 
we fïnd that some people are able to work in this kind of organization more 
effectively than others. If bureaucraties are anal phenornena encouraging an anal 
style of Me, then such organhtions wiU probably operate most smoothly when 
employees fit the and character type and can derive various hidden satisfactions 
h m  working in this context. (p. 209) 

The notion that s e d t y ,  as it exists in the unconscious, is played out in shaping 

o r g ~ î i o n  provides yet another way of understanding organization. 

The ~atriarchd famiiv. The idea that ' ive are a family" is often espoused in 

organizations. However, in the past, a typical f d y  structure was patriarchal and 

himchical as weU. If thoughts an limiteci to this definition of f d y ,  it is easy to see 

the p d e l s  between the patnarchal family and the bureaucratic style of organization. 

Immortrlitv. When the political view of organization was considered, one 

aspect reviewed relaîed to career interests. At that tirne, it was noted that some people 

really want to make a ciifference or make a contribution to theu area of work. This 

aspect couid also be considered as stemming h m  a desire for immortality, for people 

know their physical presence is finite, but perhaps they can do something so that their 

"presence" lives on in the form of an idea or direction or charitable contriiution to 

Anxietv. in the review of sexuality, various types of defenses were reviewed 

that form during childhood and that are held in the uncomcious mtiI they are played out 



later in Me. Aaxiety is similar in that the notion of splim'ng good and bad experiences 

brings a realization that defenses can be set up to deal with repressive experiences that 

are not necessarily related to sexuality* Here, the defenses include such behaviors as 

regression, dependency, andfight-Jight. Regession, as dehed earlier, relates to 

persons going back to "childhood patterns of behavior to protect themselves fiom 

uncornfortable aspects of the red world" (Morgan, 1986, p. 2 16). Dependency emerges 

when there is a feeling of helplessness aad therefore a need for leadership to handle the 

situation. And fight-flight, which is a common response to stress, t .  energies into 

fighting against what is threatening or choosing to run away fiom the problem. Fight- 

flight does not usually help to solve problems, but rather redirects anxiety away fiom 

the problem for a period of tirne. 

Chîidhood tovs. Morgan (1986, p. 220) suggested that, according to 

psychoanalyst Donald W i c o t t ,  the favorite toys that we have in childhood serve as 

the initial objects with which we relate and therefore deveiop a sense of identity. These 

toys serve the purpose of king ''transitional phenornena" which bridge our interna1 

world with what is perceived as the extemal world. As people grow older, they continue 

to adopt other objects or ideas that help them b m e  their sense of identity and relations 

with the world As many people have e m e n c e d  and will attest to, if their identity is 

seriously challenge& %e fear of loss which this entails thus often generates a reaction 

that may be out of a i l  proportion to the importance of the issue when viewed from a 

more detached point of view" (p. 221). 

As Morgan (1986,1997a) noteci, these unconscious phenornena help to explain 

why change is so difficult for some people in certain situations. 



Archemes From the Collective Unconscious 

The last area to review relates to Jung's (as cited in Morgan, 1986) theory "that 

the human psyche is part of a 'collective unconscious' that transcends the ümits of 

space and tirne" (p. 223). Jung presented a theory that suggested that ali people inherit 

or in some way possess archetypes, "stnictures of thought and experience" (p. 224) that 

serve to guide them in understanding and relating to the world. The notion that people 

have a repressed self within their more conscious self is part of this theory. Whatever is 

unresolved for people or banished fiom their conscious daily activities struggles to 

surface and challenge the lived rationality. 

The idea of organizations as psychic prisons helps to address some very real, yet 

hard to touch, organizational phenornena These views help to explain what may 

underlie some human activities and some ideologies of o r g h t i o n .  

Streneths and Limitations 

A strength of the psychic prison metaphor is it provides the opportunity for 

people to understand other people fiom a different vantage point. Morgan (1 997a) noted 

that in terms of o r g h t i o n  studies, the psychic prison metaphor contributes to 

understanding why change is difficuit to intmduce and achieve in organizations. He 

notes that the role a person fulfills within an organization becomes a very part of that 

person's identity. Hence, when orgaxhtiod change is suggested, then people perceive 

that their very king and identity must also change. This often r d t s  in people feeling 

threatened and insecure. 

In terms of another strength, Morgan (1997a) noted that 

the psychic prison metaphor shows us that we have over-rationaiized our 
understanding of organizatioa Both in our behavior in organizations and in our 
explanations of organizations, factors such as aggression, greed, f a ,  hate' and 
libidinal dnves have no officiai status. When they do break into the open, they 
are usuaüy quickly banished thugh  apologies, rationdhtions, and 
punishments designed to testore a more neutered state of affairs. . . . Yet 



apologke, rationalue, punish, and control as we may, we do not rid organization 
of these repressed forces lurking in the shadow of rationality. This human 
underside WU always exist, and . . . has to be taken hto account if organization 
is to develop in a holistic and convivial way. @. 246) 

As wted in the politicai metaphor, the myth of rationality may need to be challenged. In 

the political metaphor, questions conceming rationality were centered moud  rationality 

for whom and for what. What makes something rational? Here, the question is one of, 

What is irrational? Irrational for whom, and for what? Morgan (1997a) noted that 

irratiodity is the other side of rationality. In his words, the metaphor "encourages us to 

recognize that rationality is ofien irrationality in disguise" (p. 247). He followed 

through on this thought by suggesting that traditionai leadership or management 

techniques focus on irying to achieve a certainty and control over organizational work 

and me. This metaphor, however, reminds people that such rationality cannot be the 

only focus. Among many wnsiderations, another focus is to seek out the linkages 

between what is rational and what is irrational and why people perceive some activities 

or ideas as one or the other. As was noted under the poIitical metaphor, if something 

blends with a set of interests, it appears to be rational; if not, it appears to be irrational. 

This metaphor goes deeper to explore why people have certain interests or perspectives. 

Morgan (1997a) identifïed another strength of this metaphor as its focus on the 

human dimension of organization and, consequentiy, on ethical issues. Such issues c m  

aise when organizations are overly consumeci with instrumental ends, and not with 

human needs. Too much on either s i d ~ a t e r i a l i s m  or h u r n a n i m e a t e s  difEcdties. 

But the point here is that because organilations are "tools" to achieve particda. ends, 

an ovenealousness to achieve may place the weU-king of people second, ifat dl, on 

the List of priorities. 

Another strength of the metaphor is that it serves as a reminder that the human 

psyche is affected by its experiences, and no one cm control what form those influences 

will eventuelly take. As leaders and managers, then, the same sensitivity called for 



under the culhnal metaphor is repeated. Actions taken by those who have the power to 

take action create a type of reality for a l l  persons afTected by the action. These realities 

may manifest as types of "psychic prisons." In al1 of this, however, there needs to be a 

balance. On the one side, semitivity to the fact that all actions will transform into a 

reality may help leaders and managers in their critical evaluation of what it is that they 

put in place. On the other side, if managers and leaders believe that their actions will 

mate a reality, they may experience a paralysis in decision making because there is no 

certainty with regard to how the action will tum into meaning. I think that when 

viewing organization through either the culhual, political, or psychic-prison lem, one 

area that d a c e s  is the need to adcires ethics and values. Morgan (1997a) put it this 

way : 

The psychic prison rnetaphor plays a powerfid role in drawing attention to the 
ethical dimension of organization. . . . niere is nothing neutral about the way we 
organize. It is always human in the West sense and, as has ken  suggested, an 
increased awareness of the human dimension needs to be built into everything 
we do. (p. 248) 

A consideration, then, is when the polanties of rationality and htionality become 

evident, one must search out just what is sûuggling for attention. Therefore, rather than 

trying to stifie that which seems irrational, attempts codd be made to understand and 

work with it. As Morgan (1 997a) noted, irrationalities "offer a hidden reservoir of 

energy and ideas for mobiiizing constructive change" (p. 248). 

In ternis of limitations, Morgan (1997a) cautioned that although the psychic 

prison rnetaphor draws attention to the unconscious psyche of people, ai i  of this occurs 

within the wider ideological frame endorsed by the "powers that be" and woven into the 

fabric of the org-tion over tirne. Indeed, Morgan felt that the psychic prison 

metaphor needed to be expanded to explore "ail the ideological processes through 

which we create and sustain meaning, not just the unconscious" (p. 248). The 

organi7rition itself could be viewed as a psychic prison. 



Morgan (1997a) also cautioned that leaders and managers may leam to 

appreciate and recognize psychic prisons, but that this alone is no guarantee that 

changes to organization can be effected. Aithough this appreciation may help 

improve the conduct of &y-to-day aff', particuiarly in showing how we can 
challenge taken-for-granted mind-sets or achieve a better understanding of the 
psychodynamics of change, many of its implications ignore the realities of 
power and the force of vested interests in sustainhg the status quo. (p. 249) 

Leaders and managers may recognize parts of an unconscious stream on a level that 

relates to workers' personal views and could also endeavor to recognize that 

uuconscious Stream on the level of the dominant ideology of the organi;ration. 

Morgan (1 997a) added that the metaphor '%an help us penetrate many of the 

complexities of organizational life. But it does not provide the easy answers and 

solutions to problems that many managers may wish to hd" (p. 249). 

The Flux and Transformation Meta~hor 

In this metaphoncal view of o r g h t i o n ,  Morgan (1986,1997a) focussed on 

the notion of how the universe is always in a state of both permanence and change. 

Drawing on "some abstmt scient& thinking" (Morgan, 1997% p. 252), he introduced 

four processes that relate to logics of change: autopoiesis, chaos and complexity theory, 

murual cmulity, and diulectical anulysis. Key to dl the processes is that living systems 

are viewed h m  the inside rather than as an extemal observer. An overview follows. 

Maturana and Varda (as cited in Morgan, 1 986), two Chüean scientists, 

introduced the term autopoiesis to =fer to the capacity of biological systems to self- 

create, seIf-renew, or ~e~produce .  In order to foîiow the thnist of this thinking in a 

social setting, consideration needs to be given to (a) what comprises systems, (b) the 

premise that living systems interact with phenornena oniy insofar as they are connected 



with seKproduction, and (c) how people perceive theix role in creating their 

environment. 

When systems theory was considered under the organic metaphor, the 

mechanistic thought about how organhtions exist as self-suffcient, closed systems 

was deserted. In its place, the organic stance was adopted that organizations were 

impacted by, had to develop relations with, and had to respond to their internal and 

extemal environments. At that point, organizations were d l  perceived as entities 

affected by their envimnments. Within the autopoietic view, any thinking that relates to 

isolated parts needs to be abandoned. Thinking in an autopoietic sense, al1 notions that 

anything is extemal to the system need to be eradicated; thinking that systems are self- 

referenced, hence ~e~sufncient ,  closed systems needs to be resurrected; and thinking 

about systems needs to be sensed in a holistic way; that is, systems need to be perceived 

as complex composites of interaction that, when taken together, make up a whole. As 

Morgan (1986) said, "There is no beginning and end to the system because it is a closed 

loop of interaction" (p. 237). Therefore, the challenge is to remove any artifcial 

boundaies that have been placed around organktion as one entity and around 

environments as other entities. In this thinking, environments exist, but they exist as 

relations that are determined by the living system itself. 

ûrganisrritions are d l  thought of as living systems, and according to Morgan's 

(1 986) intqretation of Maturana and Varela, Ziving systems are characterized by 

three principal features: autonomy, circularity, and self reference" (p. 236). The system 

is autonomous because it is complete in and of itself; it is al1 inclusive. It has circularity 

because the interactions, or "kicks," occurring rmdomly throughout the systems always 

impact somewhere, pmviding another impact and another, but all the while sustalliing 

and creating the system as a system. The system comes to be, or is what it is, because it 

is ~e~referential; that k, it is dways acting in ways that wiIi renew or reproduce itself. 

As Morgan noted, w i t h  the system 'kt find seIf-referring systems within seK 



referring systems" @. 237). Morgan provided the following example to illustrate this 

principle: 

The bee as an organism comprises a chab of seKreferring biological systcms 
with their own circular organization, and lives within a society of bees where 
relations are also chular. In tum, the relationship between the society of bees 
and the wider ecology is also circular. Eliminate the bees and the whole ecology 
will change, for the bee system is linked with the botanical system, which is 
linked with the insect, animal, agricultural, human, and social systems. All these 
systems are ~e~referential and turn back on each other. A change in any one 
system, e.g., a decision to use an insecticide which eliminates bees as a side 
effect, can transfomi all  the others. (p. 237) 

This may begin to help people sense the far-reaching connectivity that is evident within 

systems. But how does this connectivity play out in the system, and how should an 

understanding develop with regard to the basis for and the influence of actions taken? 

One condition to consider is what Morgan (1986) called egocenhic 

organizations. These organizations have a k e d  idea of who and what they are and as a 

resuit limit their view of the system within which they interact. When they take action 

on a limited scope, bsed on their limited identity, and when they do not recognize the 

potential extent of their system, they sometimes find that they are out of sync; they give 

up the alternatives that could have been pumred; and, although they may not realize if 

they are responsible for the destruction of theù context and place within the system. 

Hence a notion related to egocenûic organizations is that rather than continuhg with an 

organiiration-ver~~~-environment mindset, people in 0rgani;rations need to view their 

organizationd situation as one where they are actually involved with creating and 

evolving within the system. Thoughts of organirations as "isolated" entities within a 

system need to be replaced by an understanding of organhtions %hg'' in and a part 

of an "infinite" system. Egocentric conceptions of organization reduce chances for 

exploring and understanding systemic interdependence and obliterate an appreciaîion 

that organizations of people "are always more than themselves" (p. 246). This seems to 

suggest that for any action that anyone or any 0rgani;ration or any system sets in motion, 



there will be implications, changes, effects, movement, and such within the system. 

Organizations evolve dong with their environments. 

Chaos and Com~lexîty 

As Morgan (1997a) pointed out, "It seems systemically wiser to view 

organhtion and environment as elements of the same interconnecteci pattern In 

evolution, it is pattern rhat evolves " (p. 26 1). Chaos and complexity theones emerged in 

recent years to suggest how patterns evolve. 

Researchers who work on chaos and complexity theory have found that 

"coherent order alwqs emerges out of the randormess and surface chaos" (Morgan, 

1997% p. 262). In essence, these theorists have suggested that order is a naturai outcome 

that will emerge at points amidst the complexity and chaos. They have also suggested 

that systems are drawn to particultu amuctors that either maintain the system's statu or 

sway system attention and activities in certain other ditections. These attractors are part 

of the chaos and complexity and are part of the o v e d  environment It occurs to me that 

this notion descnbes every moment of every day. Wteve r  action a person takes has 

some type of effect. We will likeIy not know the totality of our "effects" ever. But as 

living beings, d persons are part of what makes the "systemt' the "system." 

Given the exponentid complexity and scope of living systems, ttiinking in terrns 

of direct cause and effect must also be expanded. 

Magorah Maruyama's (as cited in Morgan, 1986) work focussed on how 

systems are shaped as the result of positive and negative feedback. As discussed under 

cybernetics in the organic metaphorical view, negative feedback serves to sustaio a 

phenornenon within the scope of particular and established noms. On the other han& 

positive feedback works more in a replicative, somewhat exponentid sense, %here 

more leads to more, and l e s  to less" (p. 247). Within any system, random and planned 



acts produce any number of outcomes. It is not possible, therefore, to draw direct and 

singular h e s  between actions and outcomes, but rather it is necessary to draw several 

connecting loops among actions within the system. With regard to positive-feedback 

loops then, what ends up happening is that the greater the occurrences of connectivity, 

the greater those movements contribute to change in the system; and conversely, fewer 

connections r e d t  in less influence. In t e m  of negative feedback, actions are taken to 

sustain a particular phenomenon at a particular state. These feedback ioops, or "kicks" 

in the system, serve to create the system; people may or may not really know what 

"kick" set off reactions that result in larger or smailer system characteristics: 

For example, a smali crack in a rock may collect water, which fkeezes and 
makes the crack larger, permithg more water to collect and the crack to get 
bigger and bigger, allowing srnaIl organisms and earth to collect, a seed to grow, 
and the rock to be transformcd by the growth of vegetation and perhaps even a 
me. The runaway process mates differentiation, which rnay then be sustained 
in a given fomi by processes of negative feedback. (p. 248) 

However, by expancikg thinking to include aii possibilities, participants, and events 

within a system, to the best of one's comprehension, then it isrnore likely that an 

organization will evolve with the system rather than in perceived isolation outside the 

system. This suggests that people can plan and undertake interventions that will 

"achieve the kind of system trsnsfomation that one desires" (Morgan, 1986, p. 250); 

maybe, maybe not. To help in charthg the dynamics of a system, Morgan suggested 

that 

the best approach is often to (a) anempt to identify the principal subsystems or 
ne- of loops that hang together, (b) modify their relations when necessary by 
reducing or increasing the strengths of existing linkages and adding or removing 
loops, and (c) give particular attention to the loops joining different subsystems. 
(p. 254) 

Charting of this nature look very much like mhd maps where any number of notions 

are identifid and linked among one another. 



ln this area, people are encouraged to understand that simplified, linear, cause- 

and-effect tbinking will result in simple, hear definitions of problem resolution. 

Positive and negative feedback loops exist within al1 systems. 

Professes of negative feedback, where a change in a variable initiates 
cornteracting forces leading to changes in the opposite direction, are important 
in accounting for the stability for the stability of systems. Processes 
characterized by positive feedback, where more leads to mon and less to les, 
are important in accounting for escaiating patterns of system change. Together, 
these feedback mechanisms can explain why systems gain or preserve a &en 
form and how this form can be elaborated and traasformed over tirne. (Morgan, 
1997% p. 274) 

Mutuai causality "mhd mappingy' demonstrates that there is no one cause for any 

particular effect, but rather many interfacing positive and negative feedback loops serve 

as "kicksy' which change the pattern of the system. 

The next topic is dialecticd analysis. The concept of vast interconnectivity and 

impact rem* but, rather than looking at ways things resonate, one looks at the manner 

in which opposites and contradictions create change within systems. 

Morgan (1997a) focussed on aspects of Taoist philosophy and Marxist 

p ~ c i p l e s  to introduce some dynamics that underlie change. Ancient Chinese Taoism 

recognizes that Living systems are always in a state of flux and transformation. Their 

characters ofyin and yang symbolue opposites in "a continuous cyclic movement: The 

yang returns cyc i idy  to its beginning, the yin attains its maximum and gives place to 

the yang" (Morgan, 1986, p. 256). And so it goes; one phenornenon changes into its 

opposite. Night tums into day, hot into coid, and life into death. Taoist philosophy 

infiuenced some Western thinking, hcluding that of Karl Marx. 

Marx (as cited in Morgan, 1986) deveioped a method of analysis that showed 

how contradictions forge change. As a social theorist, he identifieci '@imary tensions or 

contradictions shaping a given society" (p. 257) and then '?race their repercussions on 



the detailed pattern of social We" (p. 257). An example relates to the relations and 

eEects that emerge as the result of capitalism and pdcularly the need to ensure that the 

costs of producing a commodity (calied exchange value) do not exceed what consumers 

will pay for the commodity (called use value). Because owners want to realize a profit, 

they must keep the cost of production d o m  and be competitive in the marketplace. 

Therefore owners often try to Save money in any way they can, such as paying their 

workers as little as possible or introducing tecbnology to Save on labor. As a resuit, 

management-worker conflict arises. Workers lobby for more pay or against being 

replaced by machines or other processes. Funhermore, social classes are created in a 

fom particdar to capitaiism, and the impacts continue. Morgan summarized the extent 

to which society is shaped as the remlt of the need to rnake a profit: 

'The conflicts fatured in M d s t  theory-ktween capitalists and workers, 
management and unions, ruling class and working class, bourgeoisie and 
proietariai, producers and nonproducers, the economic base or " s u b s t n i c ~ ~ '  of 
a society and its politicai-ideological "superstnicture"4 stem fiom the 
contradiction between use and exchange values inherent in surplus value and the 
nature of the simple commodity. For Marx, social life in capitdist society 
unfolds as a result of these basic conWctions. (p. 260) 

Marx presented these ideas one hundred years ago, and today people live out his 

predictions. Ifdialectical analysis c m  be pedonned satisfactorily, it may be possible to 

understand and possibly forecast, or avoid, the contradictions and impacts of our 

Dialecticai analysis requins systems thinking, in that it is necessary to be able to 

identifL the level at which conWctions manifest. Contradictions can be primary and 

secondary. The secondes, contradictions are offshoots of the primary. Managers often 

end up dealing with paradox, secondary contradictions at a more micro level of 

operation that has been caused by a primary c o n ~ c t i o n  at another? probably wider 

area of operation. Managers need to work at recogniPng the contradictions, then work 



at rnanaging bot.  sides of the contradiction wMe obfuscating negative dimensions that 

could compromise desired accomplishments. 

Another insight that diaiectical analysis provides is that aa innovative 

breakthrough can destroy established practice, and once the breakthrough is established 

practice, it too will be destroyed by yet another breakthugh. 

In summary, the f h t  perspective that the flux and transformation metaphor 

introduced was that living systems are an integral part of the environment. This notion 

was discussed under the subsection refenhg to autopoiesis, which encourages an 

awareness and a dissolving of bomdaries in order that people can gain a sense of the 

W t e  blending of living systems. 

The second perspective discussed included notions related to chaos and 

complexity theory, such as that order emerges out of chaos, changes are driven to a 

certain extent by atôactors that influence the definition and direction of change, and that 

srnail, seerningly insipnincant events can lead to system shifts that again influence the 

defmition and direction of change. 

The thVd perspective this metaphorid view included was muhral caurality, 

which relates to s e h g  that Living systems are a large, ifnot infinite, and more 

interdependent series of linkages than it is possible to perceive when engaged in simpler 

cause-md-effect tbinking. Mutual caUS811ty demonstrates how fields of relations are 

likely shaped through positive and negative feedback loops. 

And nnally, the metaphor provided an introduction to dialectical analysis, 

shows how change resuits h m  the dynamics of opposites and contradictions within the 

system. It draws attention to the "paradoxes and tensions that are created whenever 

elements of a system try to push in a particdm direction" (Morgan, 1997% p. 299). 

The concepts of autopoiesis, chaos and complexity, mutual causaiîty, and 

dialecticai analysis chdenge people to think wider, deeper, and with more awareness of 

complexity* Therefore, more than in any of the other metaphoncal views considered 



thus far, that people view the world in certain ways and take action on their perceptions 

is emphasized in the notions related to flwr and transformation. 

Streneths and Limitations 

Around 500 B.C. the Greek philosopher Heraclihis noted that "you cannot step 
twice into the same river, for other waters are continuaily flowing on." He was 
one of the first Western philosophers to address the idea that the universe is in a 
constant state of flw, embodying characteristics of both permanence and 
change. (Morgan, 1997% p. 25 1) 

Morgan (1997a) suggested that a major strength of the flux and transformation 

metaphor was that it sought "to fathom the nature and source of change, so that we can 

understand its logic" (p. 298). Certainly the metaphor, as presented, offers a way of 

understanding how the mle of organizations and the people within them play a part in 

patterns of change. In this way, the metaphor encourages reflection on the greater 

integration of self, organization, and envuonment; and it insists that a broader 

perspective of one's worid be recognized. At the same time, the metaphor promotes a 

particular understanding of change that is conceptual and is based on scientific, 

biological notions. 

The discussion on theories of chaos and cornplexit., mutual causality, and 

dialectical opposition provide ways of understanding change as an "emergent 

phenornenon that cannot be predetermined or controlled" (Morgan, 19974 p. 299). 

Hence, the metaphor is a reminder that change, insofar as organization is concerned, is 

not a disconnected, autonomous activity, generated by some nonhuman energy, but 

rather is a manifestation of realities that people have mateci. As Morgan noted, 

"ûrganizations, iike individuais, have to appreciate that they are dways more than 

themselves" (p. 298). He also noted that although the organic metaphor introduced the 

concept that organizations are open systems, paradoxicaily this concept seems to have 

perpetuated an "Uusion of separateness" (p. 298). That is, organîzations are "open" to 



other systems, all of which seern to be contained and able to relate to others in certain 

ways. 

The flux and transformation metaphor urges understanding organizations as 

'ci.ntegrated systems." Morgan (1 997a) said that "the fiindamental challenge is to think 

in terms of gestalt pattern, not just in terms of immediate organization-environment 

relations" (p. 298). Although this may seem concephial, the perspectives, or 

metaphoricai fhmeworks, that Morgan presented help to elaborate the concept. 

A challenge of the metaphor identified by Morgan (1997a) is that leaders and 

managers need to accept that they are a part of a larger movement which they cannot 

control, and yet they also need to contribute to shaping that change whenever they cm. 

Morgan put it this way: 

The challenge, of course, is to cope with this paradox: By recognizing that even 
though we cannot exert unilateral power or control over any complex system, 
we can act through the power and control that we actuaily do have. Using the 
image popuiarized by chaos theorists, the invitation is to recognize that although 
we may be no more than "butterfies" in terms of our power on the overall 
system we can have enormous effects, especiaiiy when we use our insights 
about systerns d y w c s  and the nature of change to determine how and where 
to intervene. And, of course, the more buttefies the better! (p. 300) 

The paradox is interesting, because on the one hand there is a full realization that people 

ere unable to predict or control the impacts of their actions as they domino through and 

within other realities; but on the other hanci, as thinking and doing beings, we wiii take 

actions and make decisions. AU are connecteci, and each wnnection c h e s  a perception 

and likely an action and creates a reaIity, and the cycle continues. 

The Instruments of Domination Meta~hor 

In the domination metaphor, Morgan (1997a) set forth ways that organizations 

affect people, cultures, poiitics, and economies in forcefid and indomitable ways. It, like 

ai l  the metaphors, presents a partial view of seeing organhtion. Here, the focus is on 



situations where organizations ab- balanced approaches in their affairs, most 

usuaUy because they are suffused with eosuring economic success. 

Mechanistically, many organizations are structured and operated as 

bureaucraties; hence they are controlling structures and tend to establish relationships 

where people, and possibly nations, become dependent on them. Organically, they 

negotiate and shape enWonments with their own interests foremost in thek corporate 

66minds." In any number of organizations, centrai control alienates any need to tap the 

"brains" in the organization. Culturally, organizations as they are known in the Western 

world are replicate "societies" built on class-based systems and practices that may 

benefit some more than others, and as such they may exploit human resources. Often 

their activities at home or abroad may aiso exploit a country's naturai resources. 

Politically, large o r g ~ t i o n s  play influential roles as they work to effect favorable 

power and economic climes to M e r  theK own interests. indeed, many multinational 

organizations are more powerful than national governments. in temis of psychic 

prisons, many o r g h t i o n s  rationaiize their decisions by finding elaborate ways to 

justify their self-serving positions. And possibly at the root of this "@y" side of 

organization are notions associateci with autopoiesis. Organizations are driven by their 

need to seKproduce and secure their identity. As mutuai causality mapping would 

show, their reach is far, wide, and influential. 

Control and Rationakation 

Organizations are tools and instruments created to achieve certain ends. When 

people become a part of the organization, they are placed in a position of becoming 

creators, agents, or hosts of the organization's culture, politics, and purpose. If the 

organhtion is bureaucratic, it follows that iikely there will be many who work "in the 

interests of the few" (Morgan, 1997% p. 303). In such s c e d o s ,  domination by those 

with authority seexns to be accepted by workers. They perceive that shareholders, 



executives, and managers in their pursuit of organhtional iivelihood and growth have a 

right to establish expectations and exercise control over activities in exchange for 

workers' s e ~ c e s  and wages. As a result, workers often "fkeeze" their own vitality, 

creativity, and potentiai in order to 6~echanicaUy" perform their tasks as demanded and 

outüned witbin the orgaukation. Whatever type of domination people wield over 

others, the result is likely to be some fom of k e a s y  tension" (p. 304). 

Weber was also much concemed by the trend toward increasing 
bureaucratization and rationalkation. For him, the process of bureaucratization 
presented a very great threat to the &dom of the human spirit and the values of 
liberal demonacy, because those in control have a means of subordinating the 
interests and welfare of the masses. (Morgan, 1997% pp. 304305) 

This dissertation refers to power but does not make a study of power. Power relations 

among people are compiicated. 

As leaders rise to power, they tend to become preoccupied with their own way 
of looking at things, and it seems that the most that cm be hoped for is that they 
will attempt to keep the interests of their members in mhd. But in French 
sociologist] Michel's view, even democratically elected leaders with the best 
intentions have a tendency to become part of an elite furthering their own 
interests and to hang ont0 their power at ail costs. (Morgan, 1997% p. 306) 

It is not only the workers who numb their unique human qualities, but it is also the 

leaders. The acceptance of a dominant or subsemient role is usuaiiy dnven by the 

human exigencies to feel secure in meeting their basic neeâs, or to adopt an identity by 

belonguig with a community of people. 

Leaders are often UafaVly singied out as the dominant forces, and the workers as 

the dominated. But it occurs to me that the essence of the domination is created and 

sustained coktively by the entire group, and it is the lepithking magic of rationality 

that is probably worth examining. As Morgan (1997a) noted: 

As we become increasingly subject to administration throt@ d e s  and engage 
in strict caiculations relating meaas and ends and costs and benefits, we become 
increasingiy domuiated by the process [italics mine] itself. Impersonai principles 
and the quest for efficiency tend to become our new slave driva. (p. 306) 



Most of the negative critiques of organhtion &se fkom corporate activities that 

threaten or take advantage of af5ected general populations. Ethical questions could weil 

be brought to the fore when organi;latiom' drives for efficiency and production 

outweigh the need to safeguard workers' physical and mental health. For example, are 

workloads reasonable? Are dety  measures in place to protect people and property fiom 

toxins that could mate  health or environmental b d s ?  Are commitments made to 

workers who provide loyal service ody good for the tirne that the workea can provide 

the s e ~ c e  at the lowest cost? Questions such as these wiil be raised whenever the 

scales tip too far in favor of organizational mccess earned at the expense of human 

weil-being. 

Political Invoivement 

Considering the activities of organizations h m  the domination metaphor point 

of view, it cornes as no surprise that organhtions place their own interests first and 

foremost. In order to create conditions that will serve their interests, involvement in 

politics is inevitable. 

Large o r g h t i o n s  and multinationals generally become involved in political 

agendas in order that they can exert their influence for their own economic reasons. If, 

for example, an organization's ongohg success is threatened by the introduction of 

some govemmentai line of development or by some restricting legislation, 

organizations will use theu lobbying power to steer the corne of those developments or 

pieces of legislation in ways that will not harm the o r g h t i o n .  Special ioans, special 

inducements, tax breaks, and so on are examples of how o r g h t i o n s  involve 

themselves in politid activities in the economic sense. 

There are times, however, when organizations become even more deeply 

involved in politics. The followhg account provides the best explanation: 



The classic and idmous case is In's involvement in the &airs of Chile, 
where it plotted in 1970 to stop the election of Marxist President Salvador 
Aliende. Conspiring with the CI& ïI"ï sought to create economic chaos with 
Chile and thus to encourage a militalry coup, with the Company offering to 
contribute "up to seven figures" to the White House to stop Mende coming to 
power. (Morgan, 1997% p. 33 1) 

A main concem highlighted by the domination metaphor insofar as politics are 

concemed is that organizations are involved in nations' politics, but have no 

accountability to anyone but themselves. 

Nepotiatine and Sba~inp Environments 

In a very physical sense, large organizations affect environments by exploiting 

commodities and nahiral resources of other countries. For example, in t e m  of 

extrachg raw materials, 

Until pressured by host govemments to do so, multinational corporations used to 
conduct little refïning or processing of raw products in the country of extraction. 
The materials were exported in a raw state, often at considerable profit but with 
Littie benefit to the host country either financially or in tems of economic 
development. (Morgan, 19974 p. 336) 

Muitinationais have also restructured agriculture in some countries. They introduce cash 

crops "such as sugar, coffee, tropical fhits, nuts, and carnations" (p. 336) for export to 

the West and, in doing so, use the land for purposes other than yielding foodstuns for 

the local population. 66Locais" work for the multinationals to produce the cash crops at 

subsistence wages. Evenhially, the people are dispossessed of their own land, are 

dependent on the multinationai for wages, and are held, fïnaacialiy, at close to poverty 

levels. 

Although organizations would prefer to be applauded for what they bring to a 

culture or nation in tems of 'kork" a truism appears to be that they strip other countries 

of their resources in order to make a profit for themselves: 



As Teresa Hayter has put it, they are involved in ''the creation of world 
poverty." It is estimated that the richest 20 percent of world population now 
have an average per capita incorne 60 times pa t e r  than the poorest 20 percent. 
(Morgan, 1997% pp. 336-337) 

Few benefits appcar to accrue to the host countries as a result of multinational presence. 

If technology is introduced as part of the work, the multinational retains control over it; 

if technology is "given" to a host country, it is often outdated and of no use to the 

corporation in its home country. There are other instances where technotogy has been 

imported to a country, but the country's practices, power systems, communication 

systems, and so on make the imported technology inappropriate. If technology is 

purchased and used, the host country ends up being dependent on the country providing 

the technology hsofar as parts, repairs, updates, and customization are concerned. In 

this way, some critics argue, 'cMultinationals are doing no more than a fomi of 

intelligent marketing that uitimately serves their own interests" (Morgan, 1997% 

p. 338). 

Multinationals can also negotiate and shape economic envhnments. For 

example, by trading among their own subsidiarîes, they are able to buy hi& nom one 

and seli low to another. In this way, they can manipulate their profit figures in whatever 

direction they wish for tax purposes. Where taxes are high, they cm keep their profits 

low; and vice versa: Where taxes are Iow, they can make their profits appear higher. 

Morgan (1997a) noted that "it has been estimated that a stagge~g one-third of world 

trade is intracornpany d e .  In ternis of value, each multinational corporation is often 

its own most important customer" (p. 338). Mdhtionals can also switch their profits 

"fkm one industty to auother to take advantage of special incentives offered by host 

governmentsy' (p. 338). 

Organizations also shape cultural environmentS. Morgan (1997a) referred to the 

"global marketing alliance stnick between McDonald's and Disney" @. 329) and 



suggested that this coming together "will have a massive socialiang impact on youths 

throughout the world" (p. 329). 

ûrganizations are an inherent part of the enWoment, and as such their actions 

mate  contexts. The manner in which multinationals can manipulate and create 

environments to accommodate their own interests brings about an awareness of their 

idluence in creating contexts that WU allow them to self-produce. 

Auto~oietk or Mechanistic Activities? 

The single-rnindedness of striving for self-production and identity seems to 

place organiirations in a position that could be compared to a bumble bee acting on its 

instincts. Taken in the extreme, this metaphor makes it seem as though the organization 

has no humaa capacity for fke will, hence no conscience, no compassion, and no 

commitment to anythitig or anyone other than itself. Instinctual and self-serving 

activities corne without responsibility, without ethics, and without accountabiiity. But 

then again, perhaps to grace the organization with a living being's quality of possessing 

instincts is off the mark. nie discussion here has k e n  limited to bureaucratic, 

controhg organizations. Therefore, these dominating organization are machines, 

designed by humans to do a job. It is operaihg within its design, and it is designing us 

and our world. 

Streneths and Limitations 

Morgan (1997%) suggested that the domination metaphor b ~ g s  to light 

adVities that fiom 0 t h  standpoints couid be considered as 

the imintended consequence of an otherwise rational system of activity. The 
negative impact that organÏzations often have on their employees or their 
environment, or that multinationals have on patterns of inequality and world 
economic developmenf is not necessarily an intended one. it is usually a 
consequence of rational actions through which a group of individuals seeks to 
advance a particda, set of allns, such as increased profitability or corporate 
growth. (p. 340) 



The challenge of the domination metaphor is, "What, then, do we mean by rationality?" 

@. 340). As Morgan said, rationality has a double-edged nature and "always refiects a 

. partial point of view" (p. 340). 

Another strength of this metaphor is that it calls for organhtions to consider 

and question their values and ideologies. Much of what is discussed in the domination 

metaphor relates to the social effects and ills created by an organization's placing a 

priority on its economic success rather than on also accepting responsibility for the 

weU-being of people, and the environment. Morgan (1997a) noted that this relates to the 

ongoing debate between materialists and humanists. However, he also noted that most 

organkational theory to date has remained neutral on ideologies and reserved ethical 

questions as a field of special study. 

Another strength Morgan (1997a) identified was that this metaphor "shows a 

way of creating an o r g h t i o n  theoryfor the exploited" (p. 34 1). It may fuel what is 

considered a radical h e  and in this way challenge conventional theory. Morgan noted 

that viewing organhtions as instruments of domination rnay be considered a radical 

h e  of reference. 

On the other haad, a limitation of the metaphor, as noted by Morgan (1997a)' is 

that it could be W e d  

to a crude conspiracy theory of organization and society. AIthough there is much 
evidence to suggest that patterns of domination are class based, that there is a 
tendency for the interests of ruhg elites to converge in centralized ownership 
and contro1, and that govemment policies often work in ways that sustain and 
serve the interests of dominant social pups ,  this does not necessarily support 
the idea that there is a conspiracy in the way one group or social class is pitted 
against another. (p. 342) 

Because the metaphor as presented raises negative consequences of some organisrntional 

pursuits, mother limitation is that it could blind people to the reality that th= are 

0rgani;rations that are not dominating. Stemming f?om this notion, Morgan (1997a) 

noted that the metaphor may be a foundaîion 90 critique the values that underlie 



different modes of organhtion, and highlight the differences between exploitive and 

nonexploitive forms, rather than engage in critique in a broder sense" (p. 344). 

In the foregoing, a review of Morgan's (1 986,1997a) eight metaphorical views 

of organization has been provideci. Theories associated with each view and the strengths 

and iixnitations of understanding organization through the various metaphorically 

contained views have been summarized. In the next section, some aspects of metaphor 

are introduced. 

Conclusion 

In this chapter an introduction to the use and bct ion  of metaphor was offend, 

and a detaiied orientation to Morgan's (1 986,1997a) Images of ûrganization was 

provided in anticipation of working with his metaphoncal model of organizational 

analysis. These topics are revisited in Chapter V and are discussed from perspectives 

and insights gainai as a result of experimenting with using Morgan's model of 

organizaîional anaiysis. 

In Chapter III 1 work with Morgan's (1 986,1997a) model as it specifically 

relates to viewing organhtion fiom eight metaphorical stances. Those stances are 

orgmizations as machines, organisms, brains, cultures, politicai systems, psychic 

prisons, flux and transformation, and instruments of domination. 



CHAPTER III 

FRAMIlYG ORGANIZATIONAL CONTEXTS 

This chapter undertakes an siiaiytical reading of organi7rrtion by relating study 

participants' comments to Morgan's (1 986, 1997a) eight metaphorical images. The 

reading focuses on the four study scenarios related to college collaborative govemance, 

curricdwn, mission, and task force process. 

In order to h m e  organhtional contexts 1 undertook a number of activities. 

First, 1 conducted i n t e ~ e w s  with 12 study participants associated with the college. The 

interviews centered on prepared study scenarios which described college-wide 

directions or processes and which were accompanied by guiding questions to stimulate 

and focus reflection. Second, 1 listened to the audio tapes of the 12 in te~ews.  Third, 1 

transcribed the 12 interviews. Fourth, 1 read through each transcription eight separate 

times, focusing my thinking during each reading on one particular metaphorical h e  

and its associated theories. In îhis way, 1 "read" study participants' comments fiom the 

vantage points of each metaphorical view. As 1 read, I coded passages that 1 thought 

were representative of a particdar metaphoncd view. Fifth, 1 prepared eight separate 

documents that consolidated all  quotations h m  study participants relating to each 

particular metaphor: one document for machines, one for organisms, one for brains, and 

so on. Sixth, for each of the eight metaphorical documents 1 identified major themes. 

Seventh, using these themes and participants' quotations, 1 wrote the organkational 

contexts for each study d o  presented in this chapter. 

In his books Images of Orgmization (Morgan, 1986,1997a) and Imaginization: 

New M i d e t s  for Seeing Orgrniking, and Mmging  (Morgan, 199%) Morgan 

provideci case study descriptions that serve as organisrational contexts, which he then 

diagnosed and evaluated as part of the f o d  process. The organiil.ational contexts in 



this chapter serve a similar purpose and are necessary as the foundation for the 

diagnoses and evaluations that foilow in Chapter IV. 

Organizational Reading for Scenario 1: Coiiabontive Govemance 

The scenario provided to study participants was, 

Collaborative g o v e m c e  principles were adopted in 199 1. An exploration of 
those principles demonstrates that a variety of formal administrative structures 
and cultutes me in place to deal with the complex college milieu Given this 
complexity, each distinct structure and culture tend to work well in the 
realization of certain principles, but not as well fo* some of the other principles. 

Participants reflected on college structure and culture and the collaborative 

governance milieu. In the foilowing, 1 piece together a partial picture of the college 

created fiom a mix of respondents' comments and my mbsequent thoughts regardkg 

which metaphorical views may underlie the themes that emerged. 

Compartmentaiization; competition; tirne; holographie brains; conflict, interest 

and power; traps; contradictory tension; and irony are the fatures 1 identified in this 

analyticsl reading. 

Com~artments 

One study participant echoed the comments of others: " We are very much 

stmctured into w h t  I c d  silos " (Administ~ator A). The predominant mechanistic 

theme that d a e d  in my reading of study participants' comments related to the 

collaborative govemance scenario was physical and operational cornpartmentaikation. I 

also observed that c o m p a m n e n ~ t i o n  was a physical fature of the coiiege, which 

comprises a senes of buildings grouped together on a campus. Tr, a signifiant extent, 

each building houses specialty academic, career, or community programs. 

OperationalIy, the organization chart depicts a typicai hierafchical structure, boxhg 

positions and responsibilities to show how work is divided among the people who make 

up the organhtion. Whettier the focus is on physical or operational characteristics or 



on descriptive statements made by study participants, fiom a mechanistic point of view, 

a coiiege characteristic seems to be compartmentaiization. 

According to several participants' comments, this compartmentalized manner of 

organiPng creates barriea. For example, insofar as coilaborative governance is 

concemed, the partitionhg appears to block principles relating to open communication 

and participatory decision-making practices. As another participant observed: 

I senîed we had created silo behavior, a lack of horizontai communication, a 
iremendous emphasis on wanting to control things notjust in the hiermchy 
component of the silo but throughout the silo. and silo to silo. I want to 
encourage for more in horizontal communication, breaking down traditional 
labeled silos and operational silos. (Execurive W c e r  B) 

Collaborative governance principles support open communication. The 

traditional, and mechanistic, way of managing is by classical management, which, 

insofar as communication is concerned, emphasizes that channels of communication 

follow lines of authority. For cornparison purposes, these principles are contrasted 

below in Figure 1. 

Collaborative governance principle 

Focus on communie~tions: Open sharing 
of information at all levels and effective 
channels of communication (upward, 
downward, and lateral) are essentiai to the 
process of coilaborative governance. There 
must be ongoing emphasis of both written 
and verbal communication (coiiege 
documents). 

Classical management principle 

Scalar chah: The line of authority fiom 
superior to suborcünate, which nuis fiom 
top to bottom of the o rgh t ion ;  this 
chain, which r d t s  fiom the unity of 
command principle, should be used as a 
cbannel for communication and decision 
making (Morgan, 1997a, p. 1 9). 

Figure I .  Cornparison of coilaborative govemance and classical management 
principles relative to communication. 



The following comment suggests that the coilaborative governance principle related to 

open communication is being attempted, yet shows that the classical management 

principle is d l  inherent in the system: 

I think we c h g e d  a loi ofpractices where information is being s h e d  much 
more broadly thon it was before. A lot of meetings were held in the college, and 
there were no minutes kpt.  Now, I think there me minutes kept at almost every 
meeting, und they me circuluted up and down. That war a change. So there is an 
attempt to have more infomtion going up und down. (Administrator E) 

From a mechanistic view, the physical and operational walis created by siloed 

organizational design appear to complement vertical communication, but thwart 

collaborative laterai communication. 

Although decision making is noted in the classicai management scalar chah 

p ~ c i p l e  above, the foilowing principles (Figure 2) also relate to decision-making 

Collaborative governance principle Classical management priaciple 

Opportunity for involvement: College 
employees will have the opportunity to 
become involved, either dinctly or by 
representation, in decisions which affect 
them and their work units (coliege 
documents). 

S M  and line: Staff personnel c m  provide 
valuable advisory services, but must be 
careful not to violate line authority 
(Morgan, 1997% p. 19). 

Figure 2. Cornparison of coilaborative govemaace and classical management 
principles relative to decision making. 

The following respondents indicated that collaboration, as it pertains to decision 

making, is typidy viewed through a classicai management lm: 

Collaboration meam getting input, d'cussmg it with someone. You look at who 
is impacted &y that decison and thm meet wirh those people. ColZubor~tion 
doem 't mean ir 's a vote by consensus or unything like that. It means that you 've 



talked to them, you 've discussed it, you Ive eqdained it, and they have an 
opportmity to give you feedback, which you have a responsibility to consider. 
You don? just say, "1'11 collaborate, but I'm going this way anyway. ' T o u  have 
a repnsibiliîy ro consider thatfeedback ond then in yow best consideration 
you make the decisiun, and you have the right to make the decision. 
(Adminisirator A) 

I don 't think collaborutive govenumce tneans having werybody imolved in 
evev decisiun of the organizatio~ I think it means providing opportunities for 
appropriate and open input to decisions. (Iikecutive ûjjîcer B) 

We can cuoperate by discuFsng something, but that doesn 't necessarily mean 
that we me joint& imolved in making the decision. I con comZt and say to 
somebody, "1 have to make a decision around this. Here 's what I'm thinking 
about. What do you think? " Then I go away and make the decision. Or ifyou 
are talking about collaboration as I understami if, it h m  to be more joint 
decision making. We would corne to the table, we would have u discussion of the 
issues, and we would jointly agree upon the decision at the table. I think as a 
college we 've probably had the most trouble with this because we still operated 
in the consultation mode more than we did in the collaborative mode. 
(Administra for C) 

My reading is that collaborative govemance principles in areas related to 

communication and decision m a b g  seem constrained by a tendency to return to 

classicd management principles. As a resuit, coilaborative govemance, itself an 

organic-metaphor concept dealing with openness and development of relationships, 

seems to be b tmted by a mechanistic, compartmentalized physical structure that was 

operationally classicaiiy managed. The following respondents commented on this 

concern: 

As I look back at collaboratiw govenumce, I think there was a goodphilosophy 
there. but I'm not m e  that by maintaining the vew conventional structure of 
organization ut the college that thut was the right structure to help us address 
anù implement new ways of doing things. &gantzations are decentralling. We 
h o w  t h t  ta11 bureaumutic fm c m  no longer bel are no longer q p l e  
enough to respond to the chmges that me taking place in the world markets. 
(Execuîive UJ?cer A) 

I think that the structure mighr not have, in fact, been sqpottnte to allow 
collaborutive govemance, or collaboration mong and between stakeholders. In 
this c u l ~ r e  there is an expectation that there is a lot of colZaboration. The 
structure gets people circling their wagons in their own mea, and so we end up 



with on inability to move mid to reaI2ocate resources the way they need to be in 
order to survive. (LS,ecutive W c e r  B) 

In my reading of participants' comments, fiom a mechanistic view, the theme of 

compar t rnen~ t ion  emergeâ, and the notion that open communication and 

coliaborative decision making were somewhat thwarted by this characteristic also seems 

evident, 

In the next part of the teadlllg, the organic metaphor area related to how people 

connect SUTVival with perceptions of environment is broached. 

Com~etition or Collaboration 

Environmental relationships emerged as an organic theme. An organic view 

stresses that organizations are open to their environments. The rnanner in which people 

within the o r g h t i o n  perceive and relate to their environment does much to influence 

the development of the organbtion itself, as this respondent indicated: "lsee each 

program in nany ways as liv»rg in its own worid me way people in the program view 

the world will shope the way they see the college interacting with the environment " 

f l ~ ~ c c r r  A). 

Morgan ( 1  986,1997a) discussed a wntingency theory approach to anaiyzing 

organization/enviroment relaîionships and suggested that a number of questions be 

asked to gain insight into these relatiotionships. Among the questions posed, the following 

is relevant h m :  "1s the stance toward the environment competitive or coliaborative?" 

(Morgan, 1997% p. 57). As the following comments indicate, the dominant college 

stance appears to be competitive, although a collaborative stance is beginning to 

emerge. The mechanistic trait of working in compartments may influence 

environmental stance, because people within the coiiege tend to see the environment as 

another cornpartment h m  which they may draw resources or to which they respond or 

adapt. These ideas are explored beiow. 



Organic views of organization include population ecology and organizational 

ecology as optional dimensions of organkatiordenWonment relationships. A population 

ecology stance is premised on the notion that organizations need to compete for limited 

resources and adapt to their environment. It is based on the "survival of the fittest" 

concept. The notion that resources are limited in an environment shared with others who 

also wish to obtain those resources can place organizations in a competitive mode. A 

number of observations made by people at the college suggest that the environment is 

viewed through a population ecology lem: 

I think reality is that competition is a way of life in some ways. and it 's not going 
to go away, though I t h k  what we wîmt it to be isfwctional ar opposed to 
dyfinctional. I even see competition as healthy. In fuct, I think it motivates. 
(A dministrator E) 

We ' e e  an "establish your own turf' history. Create a program and then make 
sure you defend it. It 's reall'y an entrepreneurid kind of mode1 isn 'I it? It 's 
deeply rooted in this culture. flmnstnor C) 

I think the competition intemlly meutes sorne problem irtsofar as collaborative 
govenumce is concerned Competition is both the reason for our success md 
now the reason why we have to revisii it, becme we built a lot of our success by 
fostering a certain degree of inteml competition within the college. It hm 
served the college very well in the past. We have grown very well. So this 
interna1 cornpetition is, I tw one of the things you may want to bring up. 
(Adminisirator B) 

On the other han& an organhtional ecology point of view suggests that 

o r g h t i o n s  are part of a cornplex ecosystem, not separate entities struggiing to 

survive in an environment. As Morgan pointed out (19974 p. 64), the isolated and 

independent actions of individual o r g h t i o n s  attempting to adapt to their 

environments do not explain evolution; rather, understanding evolution hvolves 

understanding that the whole ecosystem evolves. Evolution, then, in the latter sense, is 

the resuit of "a pattern of relations embracing organisms and their environments" 

(p. 64), and it is this pattern that evolves, not just the separate organllatons that form 

the o v d  pattern. So, tather than separating college h m  environment and holding to a 



belief that the environment will select sumivors or that the organization will evolve by 

adapting to the environment, the organizational ecology view encourages a view of the 

larger ecosystem that results fiom the overail pattern of multiple organizations and 

envhonments shifüng' combining, reshaping' and so on, in a type of CO-creation of the 

environment In this view, then, people shape and negotiate their environment dong 

with others in the ecosystem. No longer is it a question of the survival of the fittest, as 

in population ecology. Morgan noted: 

Under the influence of Uiterpretations of evolution that emphasize the survival 
of the fittest, competition is often encouraged as the basic d e  of o rgh t i ona l  
life. Under the innuence of more ecological interpretations stressing the 
"survival of the fitting," the ethic of collaboration receives much more attention. 
@* 65) 

Those who submibe to organizational ecology view the environment as a 

complex pattern of many organi;rations and conditions and as something that can be 

negotiated and shaped. Respondents seem to have interpreted environment in this way 

as weli, dthough at the time of this study respondents' comments also seemed to imply 

that some people within the college evenhially came back to competition as a necessary 

I think we need to support one another more within the college. People here talk 
about silos al2 the time. Yes, 1 think we need to stmr looAing at the college as a 
whole, and when myprogrmn in some way benefis, it doesn 't meun that 
someone else has to lose out. Ifwe work together we cm both benefir, a d  no 
one has to give up something in order for us to work together. (Instructor B) 

The idea we were considering is ifwe 're competing with a technicul institute, u 
vocationul college, and a univers@, the smart thing to do is go around to those 
places and muke an arrangement. Technical institute, you do this; college, you 
do this; vocationul college. trhs; and universiîy, this. But we 're in a competitnte 
environment here, because we 're barically vying for the smne students. Now if 
the system rationalkd itseIJ t h t  idea would work but the system does not 
rohohonalue ifse& (Arlininistrator E) 

The following question was raised by the mearcher: '7s the inability of the 

system to rationalize itselfdue in part to competitiveness?" This respondent said: 



Yes, because the system is bmed on a competitive spirit. Now, in t e m  of what, 
in theory, is the Rghr thing to do, dividing up the pie and collaborating within 
the system mqy be bused on some insight. But in tenns of what you need to 
m i v e  in this environment, Idon 't think you can ignore the competitive 
reoctiott Mqbe  ut some point the pendulum will get to that ethics and values 
thing, and then we '11 say, "This is the right thing to do. " (Administrator E) 

The concept that some people within the college were considering at the t h e  of 

this study related to a viewpoint based on organizational ecology, in which 

organizations work together to create shared futures. Examples of the college entering 

into partnerships and collaborative endeavors with other organizations existed. One type 

had been in place for a decade or so and involved partnering with a university: 

We have partnershipr with several progrmns at a university. In some of our 
programs, students do thefirst two years at the college and the next two years ut 
the university. We do not compete with each other. It 's a dhision of hbor: 
College, you 're most effective ut doing this; and University, you 're most 
efective ut doing t h .  (Administrator E) 

My reading of the college based on an organic view suggests that cornpetition 

seems to be the historical and more prevalent base in defining the college's relationship 

with the environment. However, collaboration was beginning to occur to some people 

as a worthy alternative. Both strategies have their place depending on the situation and 

depending on perceptions of the environment. 

Another theme emerged as participants reflected on their endeavors to work 

collaboratively. Several were concemed about tirne. Time does not relate to any one 

specific organizational metaphor. Because t h e  is an abstract concept, it is made up of a 

number of metaphorid idioms. In this case, the combination of mechanistic 

characteristic4such as compartments, which are defined and bounded; coupled with 

classical management values related to speed, effbctiveness, efficiency, and production; 

dong with the perception that the environment offers finite resources-mdests itself 

in a form of anxiety. FoUowing are some comments offered by respondents as they 



thought about working collaboratively. The fïrst quotation relates to space and place. It 

suggests that a redefinition of boundaries would also have to be accompanied by a 

redefinition of time: 

I would like to see a lot of situations where we could have more exchange of 
dialogue over strategic questions. n e  problem is, in order to do thal under Our 
m e n t  structure, we al1 have to t a k  the same time and be at the same place to 
accomplish that. And where we are getting squeezed out is that we do not have 
the rime and we do not have the places any more. (Rdministrator B) 

The following comment appears to suggest that classical management values 

and tirne are inextricably linked: 

I think as we got into more of a technological era, we began living at a faster 
pace. We do things eflciently. It 's more of a management than a leadership 
principle. But we m e  always asking ourselves, "1s ii more eflcient to do things 
this way or that wqy? " So I think we are stillfocussed on eflciency. I don 't 
know. eficiency mqy have been a conceptpom the '60s. but I don 't think these 
things are mer lost. (Administrutor A) 

In the next two observations, time and energy were viewed as finite resources: 

I huve &O found that sometimes the situation, h e  to circumstances, time, and 
real-world reality, m e m  you don 't have time to collaborate. (Ehecutive 
W c e r  B) 

There were times when we said "Do we huve the time tu befullj collaborative 
on al1 of thsJ and do we have the energy to do it? " because it meam that you 
are spending a lot more time e w i n g  that information is out there and that it is 
information that is understood 

Sometimes it 's dz@ult to be patient enough to e w e  that we get people up to 
the saîne point, but by not taking that time I think we are fiagmenting the culture 
and understanding. mere was a point at which everybody in this college knew 
about colloborarnte govenumce. (Administrator C) 

The manner in which people do their work is how they spend their t h e .  It 

occurs to me in this reading that moving h m  a closed and controlled system to an open 

and more participatory system would mean that time has to be spent in different ways. I 

think that how time is used is an observable, even measurable, statement of values. 



Holoerap hic Brah  

This reading of the college was undertaken fiom the standpoints of the brain 

metaphor. Respondents were aware of and interested in pursuing, of their own volition, 

notions related to leaming organizations; some of the respondents connected 

collaborative govemaace principles with leaming organization concepts. In terms of 

viewing the college's collaborative govemance initiative fiom a .  orghtion-as-brain 

perspective, the foliowing observations were instrumental in identifjhg a theme related 

to the coliege as a leaming organization: 

To me one of the next evolutions of collaborative governance is looking at the 
concept ofa lemning organization A learning organization is about the 
organization 's capacity for rnanuging change, cmd ifyou 're going to have a 
large cupacity, then you 're going to need to know and understund yotu- values, 
YOM mission, and ways that you really involve people. There me obviously other 
dimensions to it, but Isee a really nice overlap between this and an evolution 
towmdî a lemning organization (Administrator C) 

Isee so many things within the Zeurningpmadigm that line up beaut@lly with 
the co1Iuboratjve govemce  task force principles. One would be the learning 
climate created by people thoughout the organrialion The ideal underlying the 
govemance process was that, through workàng collaboralively, we could 
cultivate the best possible working environment-one which for stafis the best 
place to eorn, and for sîudent is the best possible place to leam 

Inherent in the collaborative principles is the notion thar ewrybody at the 
college is involved in education; everybody is involved in creating a learning 
uimosphere. Metaphorically, we are collaborutively creating a painting. 
Everyone within the coollege her cl paintbrush in their hancl, and each is putting 
a stroke on t h t  painting, the clarsroom instmctor, the adnrinistrator, the 
mtodirm, the sewity gumd It 's through the combined contribution of each 
that the total learning environment ~ j m n e d ,  (Ekeculive W c e r  A) 

Morgan (1997a) spoke about principles related to creating an orgacLization with 

"holographic brains." One principle is to build the "whole into parts" (p. 102), and one 

way to do that is to consider how the roles of people can refiect the values and mission 

of the whole organhtion. The comments just noted border on this insight. 



Another way to buiid the whole into parts is thtough corporate culture (Morgan, 

1997% p. 102). One of the difnculties that the coliege seerned to face with many of its 

new initiatives was hv ing  et shared understanding. More examples of this problem are 

presented in the analytic reading of other study scenarios; however, observations related 

to collaborative govemaace and learning organization follow: 

I think part of the challenge for me is to understond what people S thinking is 
around the issue of collaborarive govemance. m a t  does that realiy mem? 
mecutive ûfjîcer B) 

The thing we me wrestling with is the notion of whether or not people are in 
agreement about what collaboration means. My recommendntion is thut we 
need to revisit that task force. And another concept our college dues not yet 
understand is the leming orgmization (Administrator B) 

The learning organization? I'm sorry, I don 't know what that meam. I'm not 
sure ifwe understumi w b t  the culture of this organization is. I don 't think we 
do. I thnrR we talk about it a lot, but I'm not sure we walk the talk when it comes 
down to situations where things me  dt#hlt. fldministrator D) 

A desired strategy expressed by one participant reinforced the importance of 

working with people to develop a common ami whole understanding of organization: 

Govenumce by definition is not just about decision shrctwes like boards and 
councils. If's really about the amosphere, culture, climate, and sense of 
ownership generated by a collaborative or participative process that permeates 
the entire college+om boar&oom to clarsroom to the autodia[ teom- 
working together. gyou had an opportunity to create a brand new organization, 
what I would see as probably very intenriw would be for evevbody imtolved in 
the organizaiion to l e m  about what is really undeneath the collaborative 
govemance principles. I t u k  as an example the paradigm shijt fiom teaching to 
Ieaming and how thor Is an entirely dzferent concept of w h t  a student is and 
what a learner is. And unless persons really immerse themselves in that, I'rn not 
sure you would get a very signipcant impact of the colZuborutive governance 
principles within the ex'sting culture und f atnework The ideal situation would 
be to cul1 a tirne out and have everyboùj in the organization spend a year 
working together to rewSe, revmp, rethink what we me doing+he whole kit 
and kaboodle. (Becutive W c e r  A) 

Collaborative govemance principles serve as a foudation for moving in the 

direction of developing holographk brains; however, achieving a shared meaning of 



what that involves for the college appears to be problematic. The principle considered 

next may suggest a partid resolution to this situation. 

Another principle related to creating holographic brains within an organization 

is premised on leaders taking action to establish minunum specifications within which 

people can creatively carry out their activities using their own imagination and intellect 

(Morgan, 1 997% pp. 1 14-1 1 5). The notion is that these minimum specincations will 

steer the organization in a particda, direction, but people will fhd their own ways to 

realize achievement of those specifications: 

This is a point I would try to stress. We don 't ulways need tu be making 
decisiuns on everything. We need to be moving forwmd on some iteml which is 
a sense of decision making but the cuItwe neeris to include some directional 
issues that are established and it aIlowsfor people-individuuls who are on the 
g r o d  mid running-tu f i I I  in a lot of the gaps. So structure, I think; con work 
aguinst t h ,  certainly f i t  is too fo~nlalized ifwe work in stovepipes or silos. 
(Zkecutive m c e r  B) 

That college structure poses barriers to moving into changed operational 

philosophies was mentioned again. Another person also spoke to the principle of 

minimum specifïcations: 

It 's about valuingyow work So we have tofind out how we c m  set in place a 
system of conditions that will allow people tu work to potential within the 
restrictions that we have here: a system that will allow people to be involved in 
things t h  will challenge their creatntity and their interest and so on, but within 
the parameters of the work t h t  they me supposed to be doing and the college is 
supposed to be accomplishing (Administrator C) 

Given the insight of the study participants, coilaborative govemance appears to 

be a vehicle that couid help transforrn the coiiege into a lcaming organiration, 

particularly insofar as the holographic brain metaphor is concemed. 



Confiîct, Interests, and Power 

Collaborative govemance itself is a political system. In Morgan's (1 997% 

pp. 16 1- 199) chapter on organizations as political systems, he focussed on issues that 

deal with confiict, interests, and power. When asked why colIaborative governance was 

introduced, tespondents echoed those issues: 

As I recall, the circumstances actually came out of collective burgaining. and 
the factillry and the board came to jwt about an impasse. And as I recall, out of 
that came this task force on collaborative governance. It was base4 I suppose. 
on some of the notions of the time that ifwe were more collaborative, there 
would be less conflct. There would be more joint problem solving rather than 
taking positions on thhings. 

Empowennent war knid of the thing bock in the 1980s; everyone was trying to 
focus on the key princele which related to empowerment. I really do believe 
t h t  we did shift the culture. Leadership ond management styles were discussed 
and there was a certain expectution now that you would behave in accordance 
with the collaborative govenimice principles. (Adminisirator E) 

A desire to change management practices, and hence some power structures, and 

to minimize conflict may have ken the bais for introducing coilaborative governance, 

as this next comment also suggests: 

I thi& in general, collaborutive govenumce was irttruduced to maintain O 

healthy working environment for people, rather than cm environment that cm be 
poisoned by decree or lack of consensus about something. It could be poisoned 
&y decree fiom above, which would be noncollaboratiw govemance, or it could 
be poisoned by the wmny of the majority ar well. T h t  's why consensus is 
better than just ri vote. Iguess, toput it in a defnsive way, its main motive was 
to avoid a poisoned atmosphere. and in a positiw way its motive was to create o 
healtb working atmosphere, a working stdying and leaming atmosphere, an 
atmosphere in which faculîy. stt@ cmdstudents c m  work comfortubly. 

I think one thing it did help to address u bit was some sense of hurt thut there 
had been with some individuals in diffeent meus becme of the manageriai 
sryle that was part of the college history. ï't wer the End of 'stak o r  your own 
nafand manage it in your own indMdua2 style. ' which had been sort of 
punitive& top down in soine cases and hurtfirl to some individuals and not well 
regulated So I thinkpeople saw some promise of improvement there with 
coZZabormiw goverttance; they saw a hope of thaf anyway becme of some 
painfil experîences people hrrd had (7i~~mct0r C) 



Why collaborative govemce?  I think ihere waî a q u m d q  in the min& of the 
college leadership over how could we have a modem college f i t  continued to 
operate along the old lines. (Administrator B) 

Morgan (1997a) noted that "in its original meanhg the idea of politics stems 

fiom the view that, where Uiterests are divergent, society should provide a means of 

allowing individuais to reconcile their ciifferences through consuitation and negotiation" 

(p. 154). FoUowing the introduction of collaborative governance, issues arose related to 

interests, power structures, and ways to deal with conflict. The influence of individual 

work and career interests plays a notable role in the extent to which coilaborative 

govemance is supported, or not. Some illustrations follow: 

Collaborutive govemance is part of the culture, yes, but individuals can choose 
to implement the scenmio or not depending on their management styles. 
flmtructor A) 

We have a number of new players who did not have this collaborative 
govemance as part of their history and development. ï%ey have come fiom 
other qeriences and other institutional cultures. So, we have some people who 
me still hying hard to be quite colltaboratnte in their processes, and then we 
have introduced other processes that may not attend to collaboration as a 
priority. I think it gets a little conjùsing for some people in terms of dealing with 
trmition and change. (Adminirtrator C) 

Possibly, due to familiarity with classicai management principies, collaborative 

governance may not fit with some persona1 work practices and career aspirations. With 

the introduction of the new principles, members of the college were faced with defining 

just what coilaborative governance meant in terms of power and management. 1 asked 

respondents what the notion of empowement meant, and one teplied: 

I can remember one of o w  exemtive oficers sayr0ng in spite of ail of this we 're 
still not nmning a democracy hem One person, one vote, and we 'II ta& up al1 
the votes; and ifthe ayes have more than the nays, then they win But this 
executive oflcer said t h ' s  not the w q  it is, und that person was right. 1 think 
some people might have misinterpreted empowerment a Iittle bit. That is, they 
may have thought that thtough colZaborution they get to agree or disagree. m e  
reality is they get to participate befoe the decision is made by infrueming it one 
way or anothet. (Adnnnstrutor E) 



1 dso asked respondents who raised the notion of ernpowerment in their 

reflection of the scenario if decision making was shared and if people who gathered 

together to consider an issue were equals. One respondent said: 

It doesn 't mem t h  people always necessmily need to be equul* but that when 
you come to the table, you Ive got the necessary players there who wifl be most 
impacted by a decision and will be able to speuk to the implications of it. So we 
have forum. (Administrator C) 

The majority of respondents noted that the creation of forums to broach 

organization-wide matters provided more opportunity for participation. This is 

iliustrated in the followirig response: 

Prior to collaborarive govenumce, budget decisions would have been made in a 
tighter group, probably the executive ofleers' group. With the forums, the 
principal dtyetence was that the group ut large tookpurt in determining the 
principles and priorities of the budget process. Prwiously, that would have been 
top d m  so it was a movementfiom top d o m  to bottom up. (Administrator B) 

Another person spoke about how access to different forums had increased and 

how more people were invited to attend and provide input. In this person's opinion 

there was a caveat, however. as foiIows: 

There ha been increased access and participation Nlfonms, but that 
participation is more like, " We '11 imite you in to coltsuita but you 're really not a 
part of this. We 'II talk to you, or you can mate a presentation or corne to us for 
a decision on something. "Even that is better than it was, but it 's sti22 not 
genuine collaboration. (Administrator F) 

The forums were established on a coliege-wide basis. Within parts of the 

coliege, however, people were also working to determine how coilaborative processes 

could be developed or refined in their area These respondents provided relevant 

We work by consensus. It takes time, but it tends to sati'sfi the dzferent interests. 
(rmîructor C) 

We don 't have a generaIprocess for ways to getpeople RNolved But when 
we 're worAing on specijfc ta& such as the planning and design of a particdm 



program, we 're probablj getting better at looking for ways to ensure that we Le 
got people involved who would be impacted by the decisions. (Administrator C) 

I think it 's becoming more of a pmt of college culture that we disctlss things 
with a varie& of people, rather than, "1 'm the person in power; I muke the 
decisiun, and you live with if. " (Administrator F') 

To an extent, personal tssk and career interests seem to foi1 collaborative 

govemance. Furthemore, interpretation of the concepts related to empowement 

apparently served to both a86nn and challenge perceptions of power. From the 

comments and observations of respondents, I ascertained that some people had 

diniculty adjusting their realm of power to empower others, whereas others felt 

cordortable with the style. The extent to which people were committed to bureaucratie 

power bases may be an important variable, as Morgan (1997a) pointed out: 

The most obvious type offormal authority in most organizations is bwaucratic 
and is typicaily associated with the position one holds. . . . These dZferent 
organintional positions are usually defined in tenns of rights and obligations, 
which mate a field of influence within which one cm legitimately operate with 
the formal support of those with whom one works. (p. 173) 

The following observations raise the problematic tension associated with operating 

under different organizational positions: collaborative govemance principles or the 

classical management principles: 

There were people who had always operated around some of these k i d  of 
collaborative ptinciples. So for them the movement war positive, refieshing, and 
reinforcctng. 

Or we saw some resistance from other people, becouse it meant @ing up power 
and conirol. I think some people hud trouble because for some administrative 
roles, giving more information and conring to a broader circle of people to 
discuss issues and mrive at decisions meunt gMng up some st& 
(Administraîor C) 

It seems evident to me that resistance to collaborative ide& was found not only 

in management circles, but also in cases where other people within the coUege did not 

want to be empowered, as exemplifieci in these two administrators' comments: 



There have been situations t h t  could be termed nonc~llaborative~ but not 
because anybody at the top said. " We 'te not going to have a collaborative 
process this tinte, " but b e c m e  there wam 5 the will on behdfof the 
membership of the group to say, 'We 're going to t a k  ownership and do this 
collaboratnely. " It was like, "These me going to be tough decisionr. und we 
don? want to make them We want you with forma2 uuthority zo make them; then 
we con blame you for them, or praise them, but we men 't responsible for them, 
so that absolves us of accountability. Ifwe likz them, good And ifwe don 't, 
we '12 be fiee to criticize b e c m e  we didn 't have anyrhing to do with dateloping 
them " (Administrator F) 

Some people didn 't want to be involved in decision making. They were quite 
happy in their isolation, "Don 't bother me by collaboraring or consulting with 
me. I don 't cure; just leave me alone. I jwt  want to do my own thing. " How do 
you empower people who don 't wmt to be empowered? (Administrator E) 

As Morgan (1997a) pointed out, "By being a part of a decision-making process 

one loses one's right to oppose the decisions that are made" @. 159). There may be 

some hesitation to participate in decision making due to fear of CO-option. However, by 

not participating in decision-making opportunities, people essentially vaiidate the 

formai authority m t e d  to people in leadership and management positions. 

Sebinterest nlated to work and career activities, concem over losing power, 

and concem over gaining power culminate in notable problems connected to the 

reaiization of collaborative govemmce as a political system. It occurred to me that 

dthough these pmblems are politid at th& root, they may eventually manifest 

themselves in types of psychic prisons. 

Morgan (1997a). in his chapter on organizations as psychic prisons, noted: 

"Favored ways of thinking and acting become traps that confine individwis within 

socidy comtructed worlds and prevent the emergence of other worlds" (p. 2 19). 

Psychic prisons can be thought of as seiGmade cells that safeguard people Born 

dealing with unmted or not-understood change. The collaborative governance 

initiative seerns to hold expectations that groups of people would change how they 



managed or participated in their work. Some examples related to avoidance of these 

changes were provided immediately above in the discussion on political characteristics. 

Along those same lines, another psychic trap in the fom of Freudian defense 

mechanisms of denial was ais0 evident. 

Morgan (1 9978) explained that denial occurs when people refuse ''to 

acknowledge an impulse-evoking fact, feeling, or memory" (p. 223). An observation 

made by one of the respondents that dght characterize denial follows: 

There me interesting issues you run into as you dialogue with people in the 
college. 1 know there were several progrums, might have been a whole section 
of the college, t h  talked about collaborative teaching sryles, where the faculty 
member, the student, the learner, and the facilitator would interact and generate 
opportuttities for learning. Where this wasn 't the case, one of the inhibitors was 
ogain a luck of howiedge base, and the time people would have to appiy that 
kiowledge, individual& and collectiveiy. Tou ofien the comment was: "The idea 
of involving students in o collaborative wqy is philosophicully good but it 's not 
really opplcable to our program because our students need more structure and 
direction They need the profssor, the instnictor, to be in charge. That 's what 
thelr expectutionî are. And Mer all, we huve 'x' mount ofprogram content 
t k t  h a  to be covered, so that model is not really one thot is applicable to our 
situation " 

rfpople really delve into the background of these idear, the basic principles, 
artà work it through to appkation, they would huve, I thinA, developed a furiher 
cornmitment to the concepts. Leamhg in a more lemner-centered model can be 
fm greater than the teucher-centered model. Where it breaks down is because of 
built-in assullfptiom that people have transposed onto o nau situation and say, 
"Yes, that 's not a bad ideu, but it doesn 't apply to us. " You open wonder how to 
create change; certain27 one option is rejected in the expression 'You have to 
change the people or change the people. ' It 's not as good ar ongoing 
profssio~al dwelopment, but the reality seents, some who have developed in a 
certain mindset for many, many years me not likely to eaperience a dramatic 
chunge. (Execurtive W c e r  A) 

The centrai principle of empowerment, h m  the classroom to the board room, 

challenged much traditional thinking. At the beginning of this anaiytic &g, it was 

estabIished that people seemed to be at various stages in straddling two worlds: the 

traditional bmumtic classical management and the more 'hodern" coliaborative, 



empowering ethic of operating and sharing in the organilation's evohrtion. In this way, 

they had their own favored ways of thuiking and acting; they were in their own psychic 

trap or prison. 

Contradictow Tension 

Members of the college were involved in a transformation involwig movement 

fiom what respondents perceived to be an established compartmentaiized, competitive, 

and controlling social construct to a more boundless, collaborative, and empowered 

social construct. The main theme describing this particular scenario is one of 

contradictory tension resulting in the need to manage in a state of flux and 

transformation. 

In so doin& as Morgan (1997a) asserted, it is important to recognize the ment of 

"both dimensions of the contradictions that accompany change" @. 293). In his view, it 

is also important to focus on targeting the Wght" dimension, while at the same time 

''finding ways of creating contexts that can mobilize and retain desirable qualities on 

both sides while mhhhhg the negative dimensions" @. 294). As Morgan 

@p. 291-292) noted, what may make things more complicated for managers is that they 

g e n d y  end up managing at a micro level, where they deal with many of the outcornes 

of contradiction; and the contradiction is usuaiiy developed at a higher Ievel and likely 

ought to be facilitated at that higher level. And, as Morgan also asserted @p. 292-295), 

although managers cannot always get at the root of the contradiction, nevertheless, they 

need to manage the resulting paradox. 

It occuned to me that because the college introduced empowennent as the 

central collaborative governance principle, people seemed to encounter the need to 

manage paradox, such as empowerment vernis control and statu quo. If this is the case 

in some instances, Morgan's (1997a) advice to managers may be of interest. His 

counseI might be that managers need to 



develop new understandings that wiil reshape the mindsets through which a 
particdar paradox is approached For example, by encomging a view of 
empowennent that respects a few aitical principles or d e s  (ie., the "minimum 
specs" needed to deliver required control), it may be possible to integrate needs 
for both empowerment and control. (p. 294); 

and to 

seek to mate  a new context in which empowerrnent and control can flourish 
through new actions that prototype nquired behavioa. For example, he or she 
may mate a new empowered environment in relation to special projects, or 
prototypes of new team-based forms of production that break old patterns of 
control while recreating theû essentiai contributions in a new form. (p. 295) 

Irony 

Although the collaborative govemance task force recornrnendations were 

developed by a representative cross-section of people h m  within the college, its 

implementation was, appatentîy, sornewhat autocraticaily enforced by various top-level 

officers. That collaboration was demanded by people at the top, who held formal 

authority, did not go unnoticed, as one of the instnictors and au administrator observed: 

We suw collaborative govemance as a bit of a topdown revolution thut was 
imposed by administration And t h t  wm an irony that did not escape anybody. 1 
thnik it was on irony that was beatable ifyou thought it was one of those 
irrelevant things thut you observed. . . and had linle to do with you. Then, it was 
jwt plee~mrt to obsem. (Intructor C) 

In t e m  of collaborative govemce  outcontes, there wus never any option 
whether or not you inglemented this or tookpmt in those recornrnendations. 
You did! And ifyou didi 7, you got called up because one of the executive 
oficers would always sqy, "You have made this recommendoron relative to a 
decision or directim Cm you explain to me wharprocess you went through to 
corne up with thts recommen&îion? Who have you consulted with? " And that 
questioning took place, especially in the first couple of years Mer the 
collaborative govemce  task force. (Administrator B) 



Summarv 

In this reading a number of insights sinfaced. Mechanistic characteristics in the 

coliege seemed to derive fiom the creation of compartments or silos, which are spaces 

with recognized boundaries. Because these compartments were perceived by 

respondents to be well defhed, fïxed, and rigid spaces, they were aiso seen as 

hampering abilities to respond to change; they appear to have exacerbated smooth 

communication and involvement in decision making; and they codd be envisioned as 

having sharp corners where traditionai ideas are trapped. Physical and organizational 

structures separate communities of people by specialization; organizational structure is 

in a bureaumatic manner compartmentaiized and hierarchid. These organizational 

characteristics seemed to frustrate the development of collaborative governance. 

Organic characteristics involve a consideration of the overail strategies 

employed in relating to the perceived environment. Although both cornpetition and 

collaboration were present, people tended to gravitate toward a competitive mode based 

on the predominant belief that the environment offered limited resources. When 

contained thinking was combined with a sense of scarcity of resources, the abstmct 

notion of tirne became tangible as a scapegoat for the tension people experienced while 

trying to undergo an operational transformation. T i e  became both a mechanistic 

clockwork and, organicaliy, a finite resource. 

From an organization-as-brain perspective, the collaborative governance 

principles seemed to have done much to import into the coiiege concepts and behaviors 

that codd support the development of holographie brains, which refers to building the 

whole into the parts. On the other hanci, fkom an organization-as-culture point of view, 

the lack of shand meanhg sunoundhg key initiatives appears to exacerbate such 

progress* 



Coliaborative govemmce was a politically inspired initiative, and inherent in 

that were challenges related to political change: Its notions challenged personal task and 

m e r  interests, power bases, and modes for dealing with connict. The political 

initiative faced many problems. Ironically, the collaborative movement was, to a 

degree, forced upon some people. 

The advent of coiiaborative govemance placed members of the college in a state 

of dealing with flux and transformation and managing paradox. Physical and 

operational structures seemed to interfere with collaborative govemance. And yet, over 

a decade of working on a collaborative operational philosophy, apparently no one had 

implemented structural change to make way for the new practices. A respondent's 

comment related to this matter closes out this analytical reading: 

We need a very dz~ererttplanning structure in the college, becouse right now we 
have moved in a certain way in collaboration, but we me still very much 
organized in silos. What I am suggesting is t h  we establish some planning 
t e m ,  more or less permanent planning t e m  wounù certain major areas, such 
as academic planning physcal fucilities planning, space utilization, human 
resowce planning, and budget. WW I think we needfor al1 of these areas are 
some cross-functional groups, so that planning gets done by a representative 
group. The gtoups would come up with the overall plmingfiamework. and this 
would haw to be opproved cmd vetted as required But to me that would be 
something that is geminely colluboratfve und really lNes the spirit und gets 
around the silos. (Administrator f l  

Organimtionai Reading for Scenario 2: Cumculum 

The second scemrio providecl to shidy participants was, 

Cm~culum cm be perceived ar O spuce created for leming Inis space, 
however, is h e d y  Wuenced by any nuntber of factors, including institutional 
culture, administrative structures, and divisionail &or program m ~ c u l a r  
focus andpurpose. Within th& complex semhg a taskforce brought forwmd 
r e c o m m e ~ o n s  related to curriculum in the new millenium to be acted upon 
by al1 persons, progrcmts, and divisions in the college. 

At the time this study was conducted, curriculum recommendations had been 

before membes of the coiiege for two yem. During that period, people reviewed the 



work of the task force and reflected on how or whether it had an impact on their area 

The comments provideci for this study formed an retrospective extension of that 

ongoing review. 

Politics seemed to be an ovemhing theme of tespondent reactions to this 

scenario. Diverse intetests appeared to be possible causes of controversy and 

contradiction. This, in tum, seemed to result in challenges to face conflict. Furthemore, 

in the background, it appears that some college traits were sustained in terms of 

mechanistic compartmentalization, a cultural challenge to work at creating shared 

meaning, and the practice of organic-bsed requisite variety to ensure that college 

curricula rnirmred its environments. In addition, some respondents' comments raised 

the possibility that the brain-like characteristic of double-Ioop thinking mi@ be 

improved in the coîlege, and the prospect that members of the college rnight reflect on a 

flw and transformation caution against becoming a static egocentnc organization. 

These themes are reviewed in the following. 

Diverse Interests: The Political Dimension 

Listening to respondents' obsmrations, it seemed that the task force on 

curriculum entend into the personal task and career spaces of aii people in the college 

who were devoted to the creation aud management of teaching or leaming 

opportunities. As 1 reflected on ~spondents' comments and revisited the manner in 

which the study scenario had been presented, it occumd to me tbat Scenario 2 

suggested that curricular spaces were influenced by numerous o rgh t i ona l  constructs, 

but did not hit directly upon the notion that curricdum itself is a socidy influenced 

construct, As 1 considered that notion and thought about how curricular coastnicts are 

built on meaning and perceptions, which stem h m  interests, the politicai aspect of this 

scenario emerged in that members of the college and the task force came face-to-face 

with the various intaests inherent in different professional anci academic cdtures. 



Going back for a moment to the task force on coliege govername, it seemed that 

it defined a poiitical system that al1 people within the coilege could use to create a 

healthy work environment. Although collaborative governance challenged some 

managerial task and career interests, it nevertheles appeared to have met a common 

need for involvement in govemance for the majority of college rnembers. Returning to 

the curriculum task force, on the other hanci, it seemed to have created a highly 

politicized group situation. Given respondents' comments, it appeared that the task 

force work was immediately enmeshed in a web of diverse interests and subcultures 

where people struggled to find common grouad, be that in terms of determinutg whether 

there was a problem to address or how diverse interests could be brought to the table. 

This insight emerged h m  the foliowing statements: 

Both task forces were collaboratiw processes. They both had widespread 
dissemination and collection of infinnotion They were both issues thnt one 
would on the nq?oce, see to be issues of the college. But one of the issues 
captured the imaginution because it w m  perceived to be a reaiproblem, and the 
other was not perceived to be a reai problem and the feeling war. " Why are we 
wasting time with this task force, mide Rom the hundfuI of very dedicated souls 
who took that task on?" 

The point I am gening ut as it relates to the whole use of tmk forces is that the 
success or falute of the taskfirce may in foct hinge on the puesfions addPessedr 
Are we posing the right questions? "Are we identifyg the right ismes? " "And 
do people have a shareà understanding of what the issue is? " The challenge 
with the cutriculum tarkfrce, 1 think, was, r'm not sure that people perceived 
t h  anything war m g .  So al1 of a d e n  you get this initiarive saying, " We 
have to exornine our cwicuZum, " and the m e r  is, "1 didn 't h o w  anything 
was wong. Andfurthemore, I'm not sure Ifiel very comfortable with that 
beccruse I thought I was doing whnt I war supposed to do"; whereas with 
college govemanceD most people, when they got into t b t  process, recognized 
that they probably wanted to be comZted more, which war one of the outcornes 
of that tmk force. (Adminishotor B) 

I krew the citcumstances of where the governance ta& camefim+ crisis or 
set of circumstances. But I was thinking " Where did the ctimcirrncu1um taFkfrce 
come fiom? " It mighî have come out of something the board wanted adrliessed' 
thai might have been it. Idun 't know ifonyboody knows where it came flom. 
(Administrattor E) 



This same person looked back on another time when an idea had leadership interest, but 

not much Coliege membership interest. Apparently at some point in the 1980s, a group 

came up with a whole long list of recommendatons related to general 
education, and absolutely nothing happened as a result of it. I've always 
reflected bock on that as to why nothing happened I think a lot had to do with 
people guing through the motions, dismsing all the things related to general 
educotion, and then ut the end of the doy saying, " Thut 's nice. Set it over there. " 
andgening on with whatever it was they were doing. 

The other reality, 1 think was, if was a lor of people over here deciding what a 
lot ofpeople over there should do, and the problem is, it doesn 't work that way. 
At that time it wm largely up to one section to implement the recommendations, 
but it never got done becawe there was never any requirement to do it. There 
was no felt need I think there might be a bit of an element of the@ need or 
Iack o f f l t  need involved with the curriculum task force, people wondering 
" Why are they doing this righr now? Whaf needr, what real needî 
exist? "(Administrator E) 

On a similar note, one recommendation of the curriculum task force related to 

students taking courses outside of their major area of study to provide opportunities for 

those who saw a benefit in integrating career and liberai arts education. Problems 

related to scheduling and program emphases on their con content were identified in the 

task force report. Even though these implications were raised, the recommendation had 

remained. The foliowing respondent comrnented on why the problems had not been 

We didn 't do it because really it was a political battle, and there really wasn 't 
enough political support fit it on the tmk force or in the college. nere  were too 
many other interests-the interests ofprogram headr hying to m-m their 
propams back to remain within a budget; the interest of administration in 
havingprogrmn headr do that and keep the content more program focusse4 
versus using up credirs and time in nonprogrmn meas. But there were enough 
people who wunted this notion, somewhat related to general educarion, stated; 
almost kind of 'Y told you $0. I toldyou so in the sense that this i s  part of the 
history of the place. We 're u communiîy college. not o technical imtitute. We 
me in favor of general educatr'on, I guess, to the degree that we c m  Hord it. " 
So thar 's the way Ireud thaî one. As kind of an idealktic statement of something 
we hope we cm preserve, but there me pretty strmg forces saying we c m  't- 
saying this will be a tough one. Q'ttuctor C) 



It seems that within the task force recommendations, an endeavor had been 

made to represmt the diverse interests of various groups. The analysis of one 

participant, paraphrased and summarized in the following and based on an organic view 

that some p i e s  will thrive and others will wither in certain environments, drew 

attention to how some recommendations based on particular interests contradicted 

interests in another area. uistnictor A suggested that, fïrst, any recommendations that 

would cost rnoney and any recommendation that involved activities that the college did 

not do very weii now wouid wither. second, any of the recommendations that dealt 

directly with a change in instructional practices or having students cross program 

partitions were in ïiever-never land" because although some faculty were exploring the 

notions, there were as mny resisting; and third, recommendations that were likely to 

thrive dealt direcdy with activities that couid strengthen the quality and need for 

Another participant spoke about controversy resulting h m  various interests in 

the following way: 

Money, and integrity of discipline are issues. . . . We 're each concerned 
with whut is in fiont of us. For example, students me concerned with cost. 
l'tructors me very much concerned with acatiemicfieedom to shape their 
courses as they like. And administrators me concerned with standardkation of 
courses. (Xvsnîrnor C) 

ûther forms of controversy seern to have mdes ted  themselves in tems of 

contradictions, as illustrateci by these two comrnents: 

At the smne time the budget war saying mom progrcmts, the curriculum 
recommendctiuns were supporting elective- expmionr to progrmn. . . . 
The recomme~tion thut suggests providing opporr~nities for students to 
access leming experiences outside their major mea of study " is contradictury 
tu mother r ecomme~ ion  that sqys ' ' m 9 ~ 2 u m  plmuring actfvities need to be 
designed mound the specific needr of progiamsams " flmtructor C) 

With regard to some of the currramsct(Ium recummen&tio~zs, I think there is a 
pmadox hete of it being academically desirable, pedagogicaliy, or justfiom a 
lemingperspe~tive~ But, at the smne time that we 're duing that, as a r e d  of 



budget cuts, p r o g r m  have hud to cut back on the mnnber of credits. So what 
goes? Not the core ~l(rricu11lltt of the program of courses, but the opportuniries 
for stu@ outside the major mea or intetdsciphmy shrdy und whatever. So in 
some ways our actions and our wordr have not been synchronîzed because the 
pressure of the budgets is thut, ij'you have to meut something, do you cut the stuf 
t h t  seem to be supplementai to your ptogrm or core to your program? 
UsuaZly you cut what is suppZementa2. don 't you? (Adminishoator F )  

As Morgan (1997a) said: "Conflict &ses whenever interests coiiide" (p. 167). He 

Conflict wili always be present in organizations. Conflict may be personal. 
interpersonai, or between rival groups or coalitions. It may be built into 
organiirational structures, roles, attitudes, and stereotypes or arise over a scarcity 
of resources. It may be explicit or covert. Whatever the reason, and whatever the 
form it takes, its source rests in some perceived or real divergence of interests. 
@* 167) 

The presence of diverse interests seemed to result in some controversy and 

conflict. In the next section, the ways that confiict appeared and was faced are explored 

insofar as the curriculum task force is concerned, 

Morgan (1997a) noted that "power is the medium through which confiicts of 

interest are dtimately resolved. Power inauences who gets what, when, and how" 

(p. 170). in the foilowing, ways that power seems to complicate the cUmcdum scenario 

are noted, relative to p 1 d s t  management and formal authority fiom outside the 

As Morgan (1997a) said: 

The hallmark of the pluraiist v e r  is that he or she accepts the inevitability 
of organizationd politics, recogfhing that because individuals have Merent 
interests, aims, and objectives, employees are Wrely to use their membership in 
the organization for their own ends. Management is thus focussed on balancing 
and coordinating the interests of organizationai membas so that they cm work 
together within the coastraints set by the organiiration's formai goals, which 
really reflect the interests of shareholders and others with ultimate contxol over 
the fate of the organization. (p. 204) 



Due to the diveïsity of interests, the task force events seem to have culminated 

in an attempt to manage p l d t y .  The foUowing respondent observation suggests that 

by the time the nnal report was written, a code language had emerged to h e  

recommendations in a way that would address the various interests raised through task 

force research and deliberation, and that would lave room for interpretation and action 

by the various interest groups. First the study participant commented on how the 

curriculum recommendations resonated with coilege culture: 

Well they alZ reswted of course, becme 1 think we could al1 see in a seme the 
language of the recommendations was sort of a code language behind which 
t h e  were political realities thut had shaped these recommendations. 
(Immctor C) 

The participant clarified the meaning of a code laquage: 

It 's like Morse code. It 's one language thal replaces another. Morse code 
replaces English for purposes of transmission through a particular medium. So 
you trmIute it Mo thik code so you can transmit it for this particular purpose. 
This is what we me  doing here. We 've transhted the political realities of al1 
these vatious interests and historically based interests into this statement which 
as of this rime says something thut we hope will reflect those interests and be 
appealing to everyone and be usetable for everyone and they can go forward 
w ith So it 's a code for thut purpose. 

Ctîrriculum for the millenium, Zike Morse cade. We cuZIed di mmicuIurn for the 
millenim because I think at thut point we wanted to make a statement about 
how we would be going forward with currinclum, and we wanted to say it in 
such a way that people wotdd adopt if. In order to do that we made a code out of 
the pas? influences, a code out of al1 the political forces that had shaped us. and 
the code was adoptedfor the purpose of going forward and being appealing. 
Let's hammer this together in this way so that it translates something we cm 't 
say into a code that will b -able " midsellable and that we cm go fonvard 
w fth. (I.tructor C) 

In the case of the curriculum task force, it seems that a pluralist management ideology 

"ht 'we aU want different things, so let's talk about and resolve out Merences so we 

can ail gain'" (Morgan, 1997% p. 201) was attemptd Yet, it may have been that the 



attempt was not entirely successful because the diverse views could not meaningfidly be 

represented in genenc recommendations. 

According to study participants, another management challenge arose just as 

people were considering how or whether the cuniculum task force recommendations 

couid be implernented in their area. The challenge was to ded with interests, hence 

definitions of what is impo-t in training and education, brought forward by an 

extemal formal authority: the provincial government. Colieges were significantly 

dependent on the provincial govemment for fiinding at the time, and the government 

was in a position to control scarce resources based on the reaiization of their vision of 

curriculum. Study participants raised this issue in the following ways: 

Speaking about the ctrrriculm task force recomme~tions, we gathered al1 this 
infirmation and went through this synthesfring process ofpulling the 
information together into a docuntent t h  Ife[r the institution really had the 
potential of owning. People couldfeel realij good about owning this. And then 
al1 of a sudden Ifeel we became sideswiped by this extemI force of government 
policy because at the same time that the curriculum recommen&tions came out, 
we received a list of wills und won 'ts fiom the government. and there was reully 
very M e  consultution in puning t h  together. So, anyway, I think we were 
sideswiped by that, by those government performance indicators, because al2 of 
a sudden people realized the vision they were lrying to obtain through the task 
force was not reflecme of the same pmaneters by which they were going to be 
meawed And the meawements were very much focussed on some of the kind 
of viovs of the political pmty in power, which is employment, privatizution anà 
entrepreneurship. 

Whot I am trying to say is that that set of extemal patameters was not uIigned 
with what we hud decided we wanted to do phllosophically, und that lefi people 
on the lme in a real qum>ctmy because theyfelt some sense of ownership about 
the cwriculum task force r e d s  and the i@!orrnation they had but a sense of 
uneainess over the fat that ifthey did not buy into the govemment 's 
per&ormclllce indicator system, they would in fact end up eventually being 
penalized So it was r e m  probletnutic. Qidminis~ator B) 

Idon 't kKM, how you forge a culture tharyou might wunt to forge in an 
institution when you ore so severei'j dictated tu by a lmge granting organization 
such as the provineal govemment. They set the culture. 



The sadpart to me is that people talk as ifwe had the fieedom to build a c u b e  
and this cynic is saying "Don 't giw me that; don 't waste my tirne on that. Don 't 
tuke me on retreats and build al1 this End of stt& because it ain 't going to fly. 
When you bring your idea and I bring my idea, it 's going to come down to 
dollms. Bottom lhe. " And thuî 's al1 those provincial governent indicutors 
come down to, which is sad (Adminisirator D) 

It seemed, therefore, that this extemai authority placed members of the college 

in a position where their survival was h t e n e d  unless they aàhered to the authonty's 

interests. In this way, the exterd  authority appears to have subscribed to a unitary form 

of power, where it acted on its perceived prerogative to guide educatiod institutions 

"toward the achievement of comrnon interests" (Morgan, 1997% p. 203) defined by the 

Hence, power appears to have played out and was faced in the curriculum 

scenario in at least two ways: h m  a plinalist point of view within the institution and 

6om a unitary point of view outside of the institution. Respondents' comments 

highlighted these areas of conflict; however, the marner in which these issues were 

managed was not raised by study participants. 

Mechanistic Characteristics 

The cunicuium scenario appears to have been affected by some mechanistic 

characteristics. For example, in the fïrst study scenario it was suggested that the college 

structure was bureaucratie. From a bureaucratie orientation, related to building 

"sameness" into a system that is supposai to produce certain products, perhaps it was 

thought that one task force could look at curriculum. As Morgan (199%) noted: 

Bureaucratie organkations tend to be variety-reducing systems. They take 
complex and uncertain pattern of information and, through des ,  prognuns, and 
standardized h e s  of interpretation, ûy to ater the variance and mate  
codonnity. They try to fix and structure the world outside and inside the 
enterprise, creating rigidities and an artincial stability that then act as barriers to 
change. They encourage o r g d t i o n  as a disciphed activity . (pp. 1 7- 1 8) 

One study participant commented on this notion in the following way: 



One of the challenges with the tuskforce process is that the group neeak to 
constantl'y self-check to ennve they me not homogenizing the decision, that they 
me not coming out with the l e m  offernive recommendations as far as al1 parties 
ore concerned One of the problem with collaborutive f o m  of goveniance is 
that you do have a tendency to screen out some of the 'Tm out" because we do 
tend to homogenize these m e s  of decisions; we do corne to consensus on things. 
(Administraor B) 

As another organi7atio~1~-8~-rnachines example, it seems that task force 

recommendations that dealt with students moving among and between program silos 

were exacerbated, perhaps because of the cumnt structure and culture of the college. 

Some participants' cornments related to this notion follow. 

Learning appears to have been a compartmentalized experience at this college. 

The following respondent's comment seems to suggest that the existing space for 

leanillig was a silo or cornpartment: 

The program are al2 siloed and thut war purt of the histoty of development. 
What you did was you developed a letter of intent, a curriculum, un udvisory 
cornmittee al l f iwsed on thut one program Then you loaded up the two-yeor 
silo with al2 that good SM (Exmutive W c e r  A) 

As an extension of that notion, it occurred to me in this readbg that c ~ c u l u m  can 

shape or perpehiate status quo at a point in tirne. hoking inside those program silos 

nom a mechanistic perspective, it seerned that scientinc management principles were 

visible. According to respondents' comments, postsecondary career cumicuia that 

prepares people to work in traditional bumucratic o r g h t i o n s  are built on the 

premise that certain jobs yu i re  that specific tasks be performed in certain and efficient 

ways. For example, one scientific management principle is, ''Use scientific methods to 

determine the most efficient way of doing work. Design the worker's task accordingly, 

specifying the precise way in which the work is to be done7' (Morgan, 1997% p. 23). 

Developing c d c d u m  in this way codd lead to another scientinc management 

principle, "Train the worker to do the work efficiently" (p. 23). A number of study 

participants duded to the stance that wiieges are training g r o d  for many emptoyers 



who want efficient and skillful workers, and in order to keep curricula relevant and 

current, advisory cornmittees h m  industry contribute to curriculum development. It 

occurred to me that this cmicular orientation would broadly compare with a social 

adaptation stance, which regards the maintenance of the status quo as the central aim. 

People are shaped through training to fit the world of work. As Executive Officer B 

commented, careers are compartmentalized; it therefore seemed to follow that career 

curriculum was also easily compartmentaiized. One study respondent reflected on the 

impact of compartmentaiîzed, packaged leaniing: 

I have dtscovered thut ut the end of term most students don 't wantjëedback 
They just want their mark They compartmentalize the course. It 's done. They 
think they don 't have to think about it any more. As soon as they walk out of the 
exam, that 's the end of that. Close the book put it on the shelf or more likely, 
sel2 it. The lemirtg is over. Unfortunate, but m e .  (Inît~ctor A) 

This comment brings to mind a question regarding whether such a 

compartmentalized c ~ c u i u m  helps students simply nin ''the race rathet thao the race 

course itseif" (Slattery, 1995, p. 77). Perhaps leamhg opportiillities that are boxed and 

packaged have a distinct begllÿiing and end. 

Morgan (1 997a) suggested: 

When leaders and managers ask themselves, "What impact am 1 having on the 
social construction of reality in my organization?" and "What can 1 do to have a 
Merent and more positive impact?" they penetrate to a new level of 
understanding about the signifïcance of what they are t d y  doing. (p. 148) 

Apparently, people within the coliege responded in different ways to the 

curriculum task force rewmmendations. Some study respondents' comments provide 

examples: 

Idon 't think there was a requirement to change nythng. nere  was no 
mandQte, change your cu17f*cuIum, integrate these things, artd here 's the 
assessrnent we 're going to use to make sure you did 1 didn 't see any of thai 
happening. @hinistrator E) 



The pmt that relates to incorporuting collaborative govemance principles into 
teachinflearning experiencesyes, nnic But IO be honest, it 's kind of l i k  when 
those guys get itfzgured out, have them let us krow what it means and we '22 
incorporate it. (îhsîmctur A) 

This d m n t  hus been hehfùl becme i f s  perceived of as a college-wide 
commitment, and in that wcry stahave more buy-im I think it is really critical 
how the college ahinistrative structures inpcicted the realization of the 
cumCUTTlculum task force. nere's been a real cornmitment ut the deon's level. 
(r11structor B) 

It seems that the curriculum recommendations were supported and interpreted with 

varying degrees of commitment. Hence, the task force recommendations appeared not 

to have contributed to developing a shared understanding of curriculum direction. 

Brain-Like Characteristics 

The foIiowing comment seems to suggest that the organkational t h .  of the 

college was at times cybemetic, in that curriculum was maintained by monitoring 

events in the environment and revising curriculum accordingly. 

We need to go through processes that r e q m  what we me doing basically 
conclude that we 're on pack. It might qppear as though we 're on automatic 
pilot, but th& 's good; we spent o long time refining how to get onto automutic 
pilot. We jurt need to h o w  ta get off it when something is coming along thut's 
going to disrupt whatever if is that we me doing. (Rdministmtor E) 

Cybemetic thinking can also be compared to single-loop thlliking. For some, the task 

force on curriculum appears to have acted as a catalyst that helped with a transformation 

fiom cybernetic to double-loop thinking, which nquires that people question their 

assumptions and operathg n o m .  The followhg respondents aiiuded to this notion: 

I think for us what the m * d m  taskforce allowed us to do war hold up a 
mirror to allmv peuple to question what they 're doing and how tIieylre doing it 
wirhin the insn~ctional mea (Arfniinistrator C) 

Ine m ~ c u l u m  for the millenium certainly cawed us to look at what we me 
doing and why we are doing it in very positive ways. flmrtnctor A) 



On the other han& mechanistic and bureaucratie orientations related to granting 

authority to management to do the thinking, and perceiving the environment as being 

reIatively stable may have hampered progress toward double-loop thinking. Some study 

participants observed: 

One of the things I am finding takes place in this environment quite fiequently is 
that people do not challenge their assumptiotls. m e n  you think of it, for an 
educutional institution, that's a shocking thing. But if happens very, ves, 
fiequently here. (Adminisirator B) 

There 's a smalt group in the college that gets together to talk about teaching 
techniques. And I amjÙlZy in support of that because thut's the rype of 
discussion I'm missing. I cm get it ifIseek if, and go to certain people and talk 
but it doesn 't just happen (Instructor A) 

Hence an insight that emerged in this rearling related to members of the college being at 

diffeient stages of thinking, &om single to double-loop. 

Owanic Characteristics 

As was noted eariier, college programs appeared to emulate the communities 

with which they identifieci and served Therefore, the college exemplified notions of 

requisite variety that in Morgan's (1997a) words relates, 

. . . to the idea of diffixentiation and integration, . . . which states that the internai 
regdatory mechanisrns of a system must be as diverse as the environment with 
which it is trying to deal. For only by incorporating required variety hto internai 
conmis c m  a system deal with the variety and challenge posed by its 
environment. Any system that insulates itself h m  diversity in the environment 
tends to atmphy and lose its complexity and distinctive nature. Thus requisite 
variety is an important feature of living systems of aii  kinds. (p. 41) 

The foiiowing respondent's comments seem to suggest that the coilege needs to sûive 

for reqyisite variety: 

m o u  think about ic to get thehefirst year or hua of a unntersiq degree in thk ci& 
ihere me naw about s k  or m e n  altemuttues. Do we needsix or swen 
aIternatjYes? Yes, we probably do to repesent al2 the tastes of whoever is in the 

. community, or we dl wouldn 't survive. So Ithink thaî there 's more consumeBmr 
now in the educational mmket. . . . Srudents shop mamd (Adninisirator E) 



We 're trying to put O ut a different prorluct by offering a particultu series of 
courses in a program so students corne out of the program with diferent s W s  
than they would have coming out of another educational institution. In 
marketing t e m ,  that 's product dflerentiation We 're hopeficlly giving 
employers out there a better product thal more meets their neeak Looking at it 
with a marketing hat on, how c m  we sel1 ourselves as being dzrerent? 
flwtructor A) 

By pursuing notions such as requisite variety, the coliege might possibly guard against 

becoming an egocentric organization stuck in a particular way of seeing and doing 

things. Morgan (1 997a) explained this concept as follows: 

Egocentric organizations draw bounckies around n m w  definitions of 
themselves and attempt to advance the self-interest of this nanow domain. Part 
of the problem rests in the very idea of what it means to be h organization." 
The concept implies an entity, "a thing," something with a discrete existence. 

. . . An organization "sees itself" as separate, views its 'benviroament" with 
separateness in min& acts to sustain its separateness, interprets reactions to 
those actions h m  a separatist viewpoint, and so on. Many of the social ills of 
our time are associated with this kind of egocentric enactment and the kind of 
fke-standing individualism it impiies. 

Egocentric organizations tend to see s u ~ v a l  as hinging on the preservation of 
their own fked and narrowly defhed identity rather than on the evolution of the 
more fluid and open identity of the system to which they belong. (p. 260) 

The following comments seem to afbm the importance of continuhg to examine, 

define, and rethink wilege environment: 

For the next stage of dewlopment, I think we need mother sort of taskforce, 
one that wiZZ enable us to stand back and examine ow  college now. Out of this 
we ntight realign our practices with m e n t  comimmity issues. How do Our 
program relate to those community issues? Might we integrate several stand- 
alone programs moud community issues or themes-to enstae our college is 
huly responîn>e to the community we me m d t e d  to serve? GNen thut we 
started many of ourprognm almost 30yems ago, whut should we now be 
doing dt,@erentl'y? (Becutive m c e r  A) 

College leadèrship is suying we haw to r e f i w  our resemch efforts towmds the 
outside, towardr whcrr 's going on in the hebuœness world w h t  's hqppening out 
there rather t h  intemuIlyfocwsed resePrch about how ourprogrcmts are 
going. The mgment is, we do a lot of looking at outselves and no? much 
Iookîng at the community that we me supposedy serving. @abninistrutor F) 



We do v e v  Zittle in the way of formaluedd scunning of what the neeak of the 
community me going to be. We do get pockets of information fiom advisory 
committees and ~(rn~culunt development panels thut keep our exi'sting program 
cumcurrrcula up to date. And thut's very specijic informatiorr I think we need some 
people out there digging up more general infornation Yes, we seize 
opportunities t h t  me b i n g  now, but a needs assessrnent couidpoint us in the 
direction of other opportmifies; and ifwe 're not looking for those and we 've 
seised the one t h t  hqpem now, we 've missed a whole bunch of others that we 
weren Y mvme of: flmtnrctor A) 

Although members of the coliege have used notions reiated to requisite variety in the 

updathg of their program curricula, the following respondent suggested that an 

extension of that thinking might be what the college might pursue next in its exploration 

of curriculum. This option appears to be premised on the idea that there were too many 

diverse interests in curriculum within the college to deal with in one task force: 

I think the realiîy is, there cannot be only one curriculum task force. There have 
to be al1 kirrls of t a k  forces on the curriculum because it 's that diverse. You 
c m  't look at the whole cumR1cu2um in one taskfirce. You c m  look at 
g o v e m c e  using one taskforce because ir 's limited To get everybody, to get 
real understanding of the cu~~iculum, you would have to have all the people 
ptesent who develop und delber cut7iculum, ond the tmk force only had 
representatives of some ofsometriculm elements. 

The curriculum is uctually an interaction, along the h e s  of what we do and how 
we do it. Now the govenumce thing, Istppose, is an interaction of some 
processes and how we b e h e ,  but nowhere nem us broad The curriculum for 
the future task force could onl) t uk  a snapshot. And it doem 't look ut the whole 
m*cuium; it couldn 'tpossibly! You would need such u wide-angle lem to see 
it al1 that you wouldn 't see îmyîhing. (Administraor h') 

In hindsight, many d e r  interest-compatible groups could have been formed to create 

 the^ vision for the cunicdar trek into the year 2000. As a result of exploring those 

group visions across the wIlege, it may have been possible to identify organhtion- 

wide themes that couid subsequentiy be forged into broad, puidhg reference points 

related to shared curriculum meaning. One study participant highlighted the complexity 

of cUmcuiar social constructions: 



Govenumce is something thni we s k e .  We don? shme nariculm because we 
me al1 parts of the curriculum, fyou know what I'm trying to SV. There 's 
nobody who experiences al1 of the curriculum. You can 't possibly. It 's so 
diverse. And the mœmIurn people experience in one division is not experienced 
in another; but on the other M the govenumce things that one division 
experiences could be qerienced in other divisions, and some are common 
across the whole institution, Now, I don 't know ifthut @es any insight or not. 
It 's likz knowledge. You cm?  srwfy al2 of knowledge at one time; you can only 
stu&parts of ifl elements of it. But to and look at it al1 ut once, you can 't see 
it. And ifyou take that qproach, we 've Iooked ut specijic elements or ospects of 
our m ~ c t ï l m  in this task force* and maybe there should be ongoing 
curriculum tusk forces to continue to look at various elements. (Administrator A) 

The organic characteristics outlined in this analyticai reading seem to suggest 

that curriculum and environment are inextricably linked. Respondent's comments 

indicated that members of the coiiege were aware of the importance of numiring 

requisite vuiety, of the potential danger of king egocentric, and the need for ongoing 

examination of environments and curriculum. Further, respondents alluded to the 

complexity of curriculum and suggested that one task force may not be adequate to 

explore ail aspects of c~cu lu rn .  

Given this reading of organization, it seems possible that curriculum was 

predominruitly a reification of ideologies found in culturai, organic, and political r e a h .  

It seemed to be dependent on a web of relationships involving people, their lived-in 

"worlds," and their interests. Further, it seemed that curricular planning tended to be 

implicated with, if not a major shapg of, the wiiege's operational and physical 

structure, and as such, some mechanistic orientation appeared evidmt In addition, task 

force rec~mrnendaîions seaned to have ken written in a "genenc" m e r ,  and this 

could be interpreted as a form of mechanistic homogenization or possiily as an 

organi7ation-as-brain minimm speciiications approach to providiag leadership. It 



seems possible that the task force was a catalyst for the emergence of political 

situations, and as such, as one respondent noted, one task force may not have been the 

appropriate strategy for considering curriculum issues. In an organic sense, it was 

apparent that people developed curriculum as they perceived their environments. 

Mirroring environments was described in this anaiytical reading as practicing the 

principles of organic requisite variety. On the other hand, notions arising fiom the flux 

and transformation view of organi75ition caution that if people are stuck in a k e d  

perspective of their environment, they may run the nsk of c o ~ c t i n g  what is termed 

an egocenfric organi;ration; that is, an o r g h t i o n  that draws ''botindaries around 

narrow definitions of themselves" (Morgan, 1997% p. 260). Or, in a narcissistic sense, 

people may attempt to achieve "a fonn of self-referentid closure Ui relation to their 

environments, enacting their environments as  extensions of their own identity" (p. 256). 

Hence, members of the college might question how they perceive their 

environments. They might ask themsdves, "Wt are the 'comrnUI1ities' to which we 

are bounâ, and what are our 'envii.onments'?" 

Organimtional Reading for Scenario 3: Miasion 

Participants were provided with the following s c e d o :  

nie summary mission statement for the college is, "Lifelong leaming 
respomive to the communiiy. " The phrase is deeply embedded in the 
conscioumess of al2 employees and Is em0& mul of in  stated College mernbers ' 
thoughts and actions me greatly infuenced by the notion that the college 's 
mission is to "respond" to communities or envitonments. There are ut least two 
ways thut thfs "responsive " mode cm be understood 

In the fist  mode, members of the college respond to un environment made up of 
opportuniries and threats "out there. " They make p l m  to deal with the 
situations they discover? and then d'e how successful they were in survivïng 
agaimt the uutside world In the second mode, college members do not think of 
the comntunity or enviionment us a domain separate fiom the college. Rather, 
they how that their interactions on behalfof the college help to create the very 
conditions that ultimatelj sliape the community or environment within which 



119 

they work They understand that they create conditions so that they evolve as 
part of and usfull pmticipating members of the cummunity or environment, 

This scenario was philosophical at its mot and, perhaps more than the other 

study scenarios, reflected the type of contemplation that was the genesis of this study. 

The scenario was motivated by assumptions that people make decisions based on their 

views of the, their, or a world. In this senario, an attempt was made to provide two 

different stances relative to perceptions of community and environment. One stance is 

related to the notion that enviromnent is a concrete reality out there that somehow exists 

and is created in some mamer e x t e d  to oneself; or, cons ide~g an alternative stance, 

that the environment is perceived fiom within, is socially and persondy constructed 

and created on an ongoing basis as forms of perceived reality are endoned, collectively 

or individuaily. 

Recognizing that all  nadings of organization are indeed partial and guided by 

the manner in wbich scenarios were presentad, it appears in this scenario that 

respondents were somewhat more accustomeci to responding to a tangible environment 

"out there" than they were with accepting more personai invoivement in the creation of 

environment. At this point in preparing another reading of orgmkation, 1 recalled the 

cornpetitive nsponse to environmental relations outlined in Sce&o 1 and the 

organizational ernulation of environments "out th=," considered under the notion of 

requisite variety in S c e d o  2. This provideci some sense of the tendency for people to 

view environment as a type of concrete entity separate fiom themselves. This possibility 

is fiirther exploreci in the following, where questions are raised about characteristics of 

environment that might relate to mechanistic notions. 

Outmts: Enviroments as Machines 

As a result of filtering respondents' comments through my own way of secing 

and feling, a motif emerged relaîed to the notion that the college, like a machine, codd 

produce outputs rrquired by the environment "out there." The "outputs" are workers 



who are ''prognunmed" for the marketplace "out thex." This reading resulted from the 

following respondents' comments: 

Our students will beneftfion having skills t ha t f iw  on what the rnurketplace 
nee& becrcse they are going to be "sellable. " I've met enployers who say they 
like ow students. We want them to keep liking them And unless we keep up with 
the trends that are happening there, we 're going to [ose our place. 

We me out there right now, but we have to make sure we me out there forever 
and forever, or as long as there is a need for us to be there, because ifwe don 't 
maintain that, then out graduates won ' t f l  the workplace- (Administrator A) 

I think we have pied to h e p  the perspective that the work of our students will 
meet the needî und make a dt#ierence in the lives that they serve. T h  motivates 
ow st@tu be here-îhat our students will make o difference in the lives of the 
people they work with (Iitstructor B) 

There is a lot of competition in the marketplace for students. Students, in a 
sense-*t's a terrible thing to s a y d w  they me becoming kind of a commodity, 
ond we need them as input for our organizatio~ (Administrator E) 

It appears that a possible definition of king responsive to the community entails 

training people for the world of work and therefore, it seems, contributing to the 

maintenance of the -tus quo. 

Some participants seemed to stniggle between a reactive responsive stance 

involving cornpetition for finite resources "out there'' and a type of involved responsive 

stance where they more consciously evolve as part of a system of which they are a part 

and are co-creators. A meaningful iasight that the following respondents conjuxed up in 

this reading was that this very scenario probibly had been oversimplified in its 

presentation, and in actuality the question behind the scenario was more complex than 

could reasonably be broached in this m e r  in this study. These respondents 

demonstrated a tentative stance: 

This one was an intetesting one for me? andlhud tu be really honest with myself 
when I sat down and thought about it. Where, when, and isow have I acted in the 
mode of a separate domarWn "out there"? I would haw to say t h ,  hottest&, 
pretty much al1 the the .  And this would corne fiom working in a market-&en 



orgmization where we are srnaII to medium-sizedplayers in the mmketplace. 
There m e  tons ofpeople out there competing with us. 

With regard to shoping or creating conditions that help a wider system evolve, 
that requires more thought on my pmt I think ï h t  's suddenly a magnitude 
bigger in t e m  of the impact that you could have, whor you have within your 
programs, and how you shape those program and shpe  the thinking and self- 
esteem of the individuais in the program. (Imtructor A) 

In mmketing there LF a great debute as to what extent marketers cm shape the 
prefernce of consumers as opposed to reacting to the needî of commers; and 
in marketing, yes, marketers can shape prefeences. So to take a perfectly 
passive approach and simply be reactiowy I don 't think is the best strategic 
direction for the college. I do think there has to be a balance between shuping 
and reacting; and t k t  's why I would like to see our vision and mission 
statements revisited because they me kind of reactionmy statements right now. 

But becoming a shaper us opposed to a responder, this is probably the area 
where my thinking is less defied and less organized because I think I have 
reached the stage where I recognue that that 's possible, but I'm not sure how, 
becme  I h e p  reverting back; and l'm thinking, "Yes': But in shaping we 
develop something that is responrive. (Administrator B) 

There may have been a t h e  when the motto was more unidimensional in its 

meaning, and that meaning more easily intemalized. But today shared meaning seems to 

be blurred. Perhaps this is so, because times have changed, and in addition to training 

and- educating, people in education are also asked to engage in the business of ensuring 

fimucial stabiiity. What seems to remain, howevcr, is that community and resources are 

implicated with one another in some form of a mutually beneficial relationship. The 

following respondent seems to bave implied that collaboration within the postsecondary 

educational system is a prefemd approach: 

The mission statement is really a slogan It 's a dogan that is catchy, and people 
c m  pick tq on, but it is not something thor c m  give us a lot of direct guidance. 
One of the issws moMd responsiveness is t o m  out how we cun work in a 
m r e  synergistic way in the system. (Executive W c e r  B) 

However, as the stcond and third respondents tended to suggest, creativity driven by 

cornpetition for SUTVival appears to be a familiar environmental stance: 



A big issue for me of this "reïponsfve to the community " notion is, does that 
mem we will respond wiih something t h t  will show O profit, or that we will 
respond with something thut will fu l f l  an educational need? I guess it is a 
mixture. We have to be a mikture. We are hybriak Yes, t h d s  who we me. We 're 
funded by public money, and we have to be responîible to the community and 
provide some things that me respomible but not proftable. Othemise we 're a 
store. You come here and buy what you wunt. (Iitructor C) 

I think our Division is just beginning to realize how many opportunities there 
ore for entreprenetm'al activities. It almost seems like that 's a bad word in some 
woys, like that 's a business management thhg, and because we deal with 
people, we don 't tty to rnak money. My understanding is education is business 
und we can 't be losing money and survive. And entrepreneurid is not just 
making money, it 's doing whut we do in dzrerent ways and being creative and 
looking ut partnerships m d  collaboration in places thut we never have before. 
(Instructor B) 

Because people tend to perceive that resources are scarce within their environment, 

&hg nsponsive" has taken on a marketing tone compared with the notion that 

leaming needs in the community will be addressed. 

Com~etition and Recruisite Varietv: Environments as Owanisms 

As noted above, the sensing that people respond to enWonments "out there" 

that have finite resources could also place the reading of this scenario within an organic 

perspective. The population ecology view might come to mind in tbat it focuses on the 

notion that species are dependent on the nsources within their environment, and if 

necessary must compete for those resources. On the other hand, for some respondents, 

environments were not so bounded and an organhtion ecology point of view also 

seemed evident in that some respoadents viewed their role as ensuring the college 

evolved as part of a Iarger system. Furthmore, the concept of requisite variety might 

also be considered in this scenario because it appeared that many people within the 

college tried to emulate the complexity of their perceived enWonments in their 

pro#!-& 



Mission Statement as Psvchic Prison and Flux and Transformation 

An overall sensing derived fkom respondent's comments was that the mission 

itself might be a psychic prison. Being c'responsive to the community" could suggest 

that there is a c o m m ~ t y  "out there" to respond to, and that key notion in itself might 

E t  attempts to viewing environment as something created by members of the college 

as they participate in the evolution of a larger ecosystem of which they are a part. 

At the same tirne, the flux and transformation concept of "autopoiesis" codd 

also be a perspective to consider. While the organic notions place members of an 

o r g h t i o n  in the position of king extemal obsewers of environment, the flux and 

transformation notion of autopoiesis refers to the interest of any living system to make 

reference only to themselves in the context of a closed environment suited to their own 

self-renewal. 

Philosophically, it seems that members of the college tended to perceive that 

they were separate h m  an environment to which they responded: by emulating if by 

drawing resources h m  it, and by defining it in various magnitudes. The college 

appears to exist, Uisofar as career education is concemed, as a reification of its 

environment's values and ne&, and in this way camr training and education seem to 

be implicated in a curricular focus describeci as social adaptation. In this mode, the 

coliege c o n m e s  to the maintenance of the day's status quo. As one respondent said: 

nie geniuî of the community college is that it gains ifs unique strength and 
chmactet by being an integral part of the comnmity. II meanaes its success by 
the bridges it buil& with the community if's designed to serve. The tenn 
community in our name is o powerjùl reflection of an egalitariun philosophy, of 
proudly anàpurposefully oligning with cornmuni@ n e e k  That really 
dtrerenttnttates us fiom al1 other postsecondmy imticutr*~m. (Ekecutive W c e r  A) 

A number of organhional characteristics blended into a type of pro fornia The 

environment seemed to be perceived as bounded by finite resources. A reaction to this 



limited environment is to compete for survival, wheher that be through cornpetition 

within the bounds or through collaboration by expanhg the bounds. Dependency 

appears to be circular; inputs necessary for coilege sumival seem to be drawn fiom the 

environment, and in reciprocation, outputs are tailor-made for the environment. AU in 

aii, at the very base, notions of autopoiesis rnay prevail: Each living organism is 

engaged in maintainhg its own survivai. If dong the way particular organisms' 

activities support other organisms' survivai, so be it. Again, it seems possible that the 

college could run the risk of being an egocentric organization, because it seemed to 

work assiduously at relati6nships that animi its current identity. A caution to consider is 

that the mission statement itself might be a psychic prison, preventing members of the 

college f?om crosshg or broadening boudaries. In conclusion, the following may be 

worihy of some contemplation: "Boundmy spanning should be a requirement; an 

amibute that we want everyone to look at, to be cming about, and to be puying 

attention to " (Executive W c e r  B). 

Organizational Reading for Scenario 4: Task Force Process 

The fourth scenario provided to study participants was, 

In the past decude, the college used task forces to consider two areas: 
governance a& m*cuIum for the ntillenium. An aspect of ta& forces is that 
they create attention, interpretation, and recornmendations that impact on an 
organization 's operatiofi By virtue of their mandcrte, sue, and composition, and 
becme they focus on@ on some aspects of highly complex situations, task 
forces may be limited in their ability to ident23 al1 possfble directions thol could 
benefir the college. 

Ironically, the worries that manifii themsdves in this scenario seem similar to 

types of questions that could be addressed in terms of Morgan's (1986,1997a) 

organizational d y s i s  methd Task force process in this d g ,  however, appears to 

have camed orientations related to organization as brain, culture, and as politicai 



Brain - 
The predominiuit theme that seemed to emerge related to task force process was 

o r g h t i o n  as brain. When discussing recommendations and directions brought 

forward by task forces in general, the opportunity for double-loop thinking-that is, 

thinking critidy about proposed stances-was raised by the foliowing respondent: 

I think if's part of the goal of academe in general. The goal is to kind of develop 
that skzpticism in the indiWual. van individual h a  u critical perspective on 
the system, and while the individual is obviously a part of the system, it 's a goal 
of thof individual to achieve an independent perspective. So we d l  tend to hme 
it, und we all tend to see outselves as independent mrd critical of the system 
we 're in. fl11sn~ctor C) 

Another brain characteristic relates to holographic design. It seemed, in the 

opinion of one respondenf that task forces provided a holographic process that 

contributed to building the whole into the parts: 

mere were two or three peoplefiom the division who participated on a college 
tark force. î%ey had an opportunity to hem what war going on in the college 
community mi then to have discussions in Our own division and to look at how 
we wouId operutionalke or talk about some of these things. 1 can recall a 
mnnber of diswsions in o w  own division really focussed on tyCng to 
understand some of the cmments hat were made in the ta«tfrce discussions 
and hying to Mderstand some of the reuctions to emerging recommendafions. 
(Administrator C) 

And the same petson later said: 

Tmk forces, for al2 their limitations, were really the embodiment of 
collaborative govenumce principles in t h  they provide people with that 
opportunfty for involvement and ollow people enough tirne to gofiom, "I  don 't 
understand enough about the coollege; I don5 understand how all these thingsjit 
together" to another level of undetstanding. nose  tarkfrces were O 

profssionaal devdopment opporhmîy. @(Adminisrraior C) 

Another principle comected with working toward holographic design, 

associated with the brain metaphor, is the importance of redundancy. Ch the d a c e ,  

redmdancy may sound like an imlikely goal given the general recent history of 

orgathtional doWDSiPXlg and perceived scarce nsources. One respondent cornmenteci 



on the udikelihood that task forces would be among methods used by the college in 

future years: "And whether we have got the slack resources in our systern now to have 

16 or 50 people vend two years working on a college taskforce, I don 't kiow. I don 't 

think we do " (Administrator C). However, redundancy, insofar as holographie brains is 

concemed, means building " p d e l  processing" into the organization's system. The 

process of h a h g  individual persons or teams working through multiple drafts of 

information, be it to undertake a project or consider new organizational initiatives and 

such, seems not only to infonn people within an organization of initiatives under way, 

but also to encourage double-loop leaming, creativity, and innovation. 

Accordhg to respondents, and fiom a braui perspective, task force process 

seemed to contribute to double-loop thinking, and to holographic design by builcihg the 

whole into the parts through crezîting a system of networked intelligence that supported 

p d e l  processing of information and ideas. 

Culture 

The task force process seemed to provide opportunities for people to share their 

notions of culture within the coiiege. As Schwab (1969) said: 

A coiIege or University is a society and not a bmtherhwd. It is constituted of 
differentiated groups or classes and not one body of peers. Thae are professors. 
There are students. There are administrators. There are nonacademic employees. 
As in eny society, these differeatiated groups corne into king and exi-r 
ought to e x i d o r  the well-king and effectve fiindonhg of the others. If 
students are to be educated, teachers must tcach; and ifteachers arr to teach, 
someone else, administrators and nonacademic employees, must supply the 
necessary conditions of their work-to take only one way arolmd the circle. 
(p. 258) 

The foiiowiag respondent noted how the task process provideci a forum to learn 

about different cultures and views: 

One of the benefirs I saw coming out of taskforce process war that it was a kind 
of team-building activiîy thor was o c m ' n g  ami without thot. then you tend to 
get back into yola own linle culttue and your own ways of doing things with 



people thatyou have something in common with and who see things the way you 
do, and who hold that similar worldview, ifyou like. And so we get into 
reinfrcing the fragments and vm*oilr components. When we corne together to 
try and make those collaborative decisions, it becomes more diflcult to only see 
your own way of doing things because those cultures are strong in their own 
way. (Administrutor C) 

Three other respondents spoke about their involvement in task forces or college 

cornmittees as a means to facilitating theu entry into college culture and operation: 

I was on one ta& force fur a shortperiod_.not for v e v  long, six months or 
something like that. So Iremember sining in the room and listening to the 
discussion, and it was one of my ways of introducing myselfto the college and 
finding out what was going on Coming to the cdege and seeing this kind of 
process in place wm a very exciting thing to see. Thor you would have people 
fiom al1 mer the organization at a variety of lewls sitting in a room talking 
about how the organuation is and oughl to be tun indicated to me a very open 
orgmuation, (Imîructor A) 

I c m e  fiom another organization and 1 wanted to acclimatize, and $0 I sat on a 
cornmittee looking at a college-wide issue, and t k t  war a good acclimatizer for 
me. (Imtructor C) 

Whenever I have worked on cross-college cornmittees, that hm been so helpfl 
becme I have, mmber one, heard the perspectives of other people. I have this 
belief that in o w  dtflerences we grow, but in out sameness we connect. I have 
l e m d  thut other people have very similm problems to what we have, and here 
we me in another building thinking we 're the onl'y ones with this problern! 
Heming h m  they resolve their problems hPr helped me. And the personal 
contact has helped too, because now Ijèel that I could go and talk to somebody 
about a project they have in mi& because now I kKnv that person a Iittle. 
flitructor B) 

Rcspondents indicated that task force process was useful in creating an 

increased tmder~fatlding of the various subcultures and the overall culture f m d  in the 

coLiege. It appeared, then, h m  a culture perspective, that this process contributed to the 

development of shared meaning. 



Political Svstem 

Schwab (1969) also pointed out that members of each group have their own 

special areas of expertise and responsibility and, accordingiy, "legitimate differences of 

interest exist among the group members of a society" (p. 259). As discussed earlier, 

interests are poütical, and therefore it is important to provide ways for people to 

negotiate differences and amve at some understanding regardhg how they will move 

forward. According to the following study participant, it seems that task forces offer 

such a process: "I can 't see how you can possibly hammer out compromise statements 

through any other method than a tark force. You just have to get everyboày together 

and have them haggle it out" (Intmctor C). 

The following respondent indicated that task forces, as a collaborative, 

consensus-oriented process, need to addnss "common" and 'teal" college issues: 

The essential dzference between the collaboratiw governance taskforce and the 
~ ~ . i c u I u m  taskforce is back to this isme that people were not viewing the 
curriculum task force as adressing a real problem. They didn 't perceive there 
was a problem with cum*culum, so why would a ta& force have any weighl? 
Whereas collaboration, they h e w  there was a problem, t h q  knew that decision 
making war too hierarchical, anà they wanîed to be part of effecting a change. 
But when Nmalaun came up, it was like, "Whar 's the problem? " Su I'm 
hmking back to my oldpoint that there has to be a s h e d  understanding of 
what a problem is. (Administrafor B) 

When considering whether members of a task force settie for "good enough" decisions 

based on Iimited info~t ion ,  one study respondent said: 

Do we ultimately settle for good enough b d  on limitai nifrmation? In 
realiîy, probably. But is there a way that we couldget any better information or 
better implementation in the organization ofthe concept? Probably not. And my 
comment here is, good idem men 't good tinless they me implemented You can 
have al1 the good ideas you want and write them in reports, and thar 's 
wonderfl; but ifnobody does anything about them, it 's a waste of îime. And l 
repeat, we need the buy-in, and the taskforce is one way to get a gioup of 
committed people, or a large group of committed people, to sel1 the idea in the 
organization, So I think task fotces me he&iiI in that regard Are they eflcient? 
No. ubsoIteely not. 



But I think the task force process is very usefil becme  it gets a lot of people 
involved flmn?rctor A) 

Task forces appear to exemplify collaborative decision making. Study 

respondents have indicated that task forces provide leaming opportunities for 

participants and opportunitics for people to bring forward their own points of view and 

state their task and career interests. They also seem to provide oppommities for people 

to participate in leadership roles and to develop trust and partnerships with others. In 

addition, through the task force process, people seem to have an o p p o d t y  to create 

shared meaning and direction and to venture outside of their own silos. Task forces 

appear to provide aii these opportunities to members of an o r g h t i o n .  Perhaps official 

leaders and managers who support task force process have wnstled themselves away 

h m  the notion that leadership means control. As one respondent said: 

The dmtger thal somebody in power mns in setting up a taskfirce is, members 
of the tmk force develop something that is out of that person 's conïrol. Tark 
force niembers create concepts, idem, whatever, that might be off that person k 
pack, not where he or she wmts to go' und as a leader in an organization, 
that 's probabb the greatest risk you nur, anà t h t  s c m  a lot of people as 
leaders. flmtructor A) 

Task forces tend to encourage the brain-iike~characteristics of double-loop 

thinking, networked intelligence, and holographie design. They aiso provide a f o m  

where members of various college subcdtures can work toward shared culturai 

meaning and becorne aware of other cultural aspects within the organization. From a 

political system point of view, task force process may b, or possibly diffuse, diverse 

task and career interests, and because of its collaborative nature, may be threatening to 

those who are accustomed to Wtional  power bases and conml over decision-making. 
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Overal, the process was viewed in a positive light by most respondents because 

it enhanced communication, supported principles of a leaming organization, and helped 

to strengthen shared meaning. 

Conclusion 

Organkational readings for each study scenario were undertaken in this chapter. 

As Morgan (1997a) pointed out, "The process of reading a situation is aiways 'two- 

way.' In trying to discem the meaning of a situation, we create an interplay between the 

situation itself and the b e s  through which we are tryuig to tie it down" (p. 373). The 

process of viewing o r g h t i o n  through eight metaphoncal lenses has broadened the 

scope of reflection and in tum brought to t h  forehnt characteristics of organhtion 

that may have been overlooked or beyond understanding in the absence of this type of 

comprehensive analysis. 

Chapter IV includes reflective readings of each scenario. Using Morgan's (1 986, 

1997a) method, the orgauizational characteristics fnuned in this chapter are summarized 

in diagnostic readings, and subsequentiy considerations for possible next steps are 

outiined in criticel evaiuation storylines. 



REFLELTIVE READING OF FOUR SCENARIOS 

This chapter has three sections. It begins with an interpretation of the reflective 

readiug method presented by Morgan (1997a) and the specific methods 1 used. This is 

foilowed by reflective readings for each of the four study scenarios. Third, a 

commentary is provided on the possible courses of action that emerged from the 

reflective readings. 

Method lnvoived in Reflecthe Reading 

Morgan's (1 997% 1997b) presentation of the reflective reading method in 

Images of ûrganization and in Imaginbation: New Mindrets for Seeing, Organizing, 

and Mmiagng is embedded in case study applications. 1 found 1 had to piece the 

method together as 1 worked through case stuclies, rather than having an opportunity to 

gain an overall understanding of the method prior to launchhg into its application. In 

the following, 1 extrapolate fiom Images of Organlzation what I believe are Morgan's 

key points. 

Intemretation of Morean's Reflective Reading Method 

Morgan (1 997a) opened his discussion on refiective reading methodology with 

the following statement: "The advice drawn from earlier chapters . . . is this: leam how 

to generate, integrate, and use the insights of competing metaphors. Use them to 

understand and shape the situations that you are seeking to organize and manage" 

(p. 355). 

A prerequisite to undertaking the reflective reading method is the acquisition of 

theoretical knowledge through which situations can be viewed in a variety of ways. The 

theones that Morgan (1 986,1997a) anthologized under the eight metaphoncal headings 

in Images of Organirction provide such a foundatioa These theories span 



organkatioml, scientific, and psychological fields. Another prerequisite is the ability to 

i d e n e  and apply various theories that may provide insight into a situation and identie 

strategies for possible next courses of action. 

The reflective reading method comprises two processes: diagnostic readings and 

criticai evaluation storyhes. Their premises, activities, and features are noted below. 

According to Morgan (1 997a), premises for conducting a diagnostic reading 

require 'Yut we remain open to as many possibilities as we can" (p. 361) and that ''we 

stnve to gain as comprehensive an understanding as possible" (p. 361) of the situation. 

Morgan's caution is that people must not senle on one point of view as the point of view 

and that they not move to a critical evaluation of a situation pnor to identifying features 

of the situation h m  the various metaphoricai views; hence, the Unportance of 

undertaking diagnostic readings. Nevertheless, Morgan also ncognized that the 

activities of diagnostic reading aud critical evaluation are intertwined and are not 

entirely separate or sequential. He noted that "as we read a situation through different 

metaphors we inevitabiy begin to form an evaluation as we become attnicted to one line 

of interpretation over auother" (p. 368). 

The main activity involved in a diagnostic reading is to highlight and summarize 

features of the situation fkom various theoretical points of view. Morgan (1 997a) 

advised that "this reading is schematic, highlighting how diEerent metaphoa can draw 

us into Merent features of the case" @p. 360-361). The activity involves reading the 

situation t h u g h  various metaphoricai texts and highlighting what appear to be salient 

and meaningfùl feahrres of the organization. Morgan's diagnostic nadings are succinct, 

capturing broad-baed insights under the headings of each metaphor. His format is 

repliateci as closely as possible for the diagnostic readings presented in this study. 

In temis of diagnostic reading fatures, Morgan (1997a) emphasized that "a 

good diagnostic reading seeks to generate a comprehensive range of hsights that dows  

us to discern the unfolding tendencies and charactet of a situation" (p. 361). 



Prior to moving on to the next process, critical evaluation storyline, Morgan 

(1997a) emphasized the importance of identifjhg the point of view brought to the 

evduation. Examples are that the reader of a situation may corne h m  a manageriai, 

management cod tan t ,  social critic, or detached academic standpoint and that the 

fatUres of the situation that arise, then, will natudiy stem h m  that particular point of 

view and set of interests. He explained the process as follows: 

This is where the criticai evaluation stage of the reading process cornes into 
play. It involves creating what may be described as a kind of storyline that can 
advance out ends. Whereas the diagnostic phase generates a range of insights 
that can open avenues for creative interpretation, the 'ktoryline" seeks to bring 
them together in a meaningful way. (p. 361) 

Foliowing is the premise upon which a criticai evaluation storyline is developed: 

As we "read" through various metaphors, we fhd outselves being "pulled into" 
their ways of seeing. We begin to idente key insights. . . . Some of the insights 
strike us as particularly resonant or meanuigfbl and worthy of further 
investigation. We choose to investigate in more depth. . . . We find ourselves 
asking more questions. (Morgan, 1997% p. 362) 

nirough this type of interaction among ways of seeing a situation, certain views 

surface as particularly relevant to the situation and o r g h t i o n  under study, and a 

storyline begins to emerge. Morgan (1 997a) suggested that the critical evaluation 

storyline activity is as foilows: "The challenge, of course, is to convert this diagnostic 

reading into a storyline that c m  help us deal with the complexity. Thus. . . . we may 

find ourselves developing an integrated perspective" (p. 364). Features of a critical 

evaluation include: "A storyline irnplies a course of action" (p. 364); it Wtimately 

involves a pnoritizaton of insights generated through one's diagnostic reading" 

(p. 365). 

The storyline identifies a dominant fiame. where priority is given to insights 

generated by one of the metaphoncal views; and supporthg fiames, where %e insights 

of the other metaphors are bmught in as subsidiary themes" (Morgan, 1997% p. 366). 



Morgan noted: "The deveiopment of a storyline is always a highly relativistic affair, 

depending on the precise circumstances being faced" (p. 366). 

In general, Morgan (1997a) observed that 

An effective diagnostic reading and storyline hinges on an ability to play with 
multiple insights with a view to integrating hem into a coherent pattern. In a 
way, the metaphon, theories, and fiames through which we implicitly scan the 
situations that we are trying to undexstand act as a b d  of "radar" or "homing 
device" that draws our attention toward key features of a situation. (p. 368) 

niroughout his work, Morgan emphasized that each metaphorical view reveals 

and conceals at the same the .  Each view, in and of itself, is partial and brings to the 

fore certain fatures of a situation. Another interplay that contributes to partiality occurs 

between the readers of a situation and how the metaphorid views manifest themselves 

in their realm of understanding. The reading process is characterized by an inherent 

partiality. Morgan (1997a) notd that: "there can be no single theory or metaphor that 

gives an ail-purpose point of view. There can be no 'correct theory' for structuring 

everything we do" (p. 348). And, 

whoever we ate, it is impossible to obtain a complete point of view. Our 
perspectives always have horizons and limits dictated by the factors that we 
implicitly or explicitly value and deem Unportant. We are back to Albert 
Einstein's point that ou ,  observations are dways shaped by the "theory" through 
which we see. @. 371) 

By encouraging people to view situations in a variety of ways, to synthesize 

those views into a base for evaiuation, and to generate possibly creative courses of 

action, Morgan (1997a) provided a type of toolbox and blueprint for how to connect 

"with the tnily signifiant dimensions of a situation" (p. 372) and develop "creative 

insights that open new action opportunities or give new leverage on clifficuit problems" 

(p. 372). He observed: 



If we dweli on the impossibiüty of achieving an all-embnicing understanding or 
comprehensive insight, we will surely be depressed and overwheimed. But, if 
we tum the problem around and focus on what can be achieved by renning our 
interpretive skills, a much mon positive message emerges. (p. 371) 

As a final note on the reflective reading method, Morgan (1997a) also 

emphasized that readings are not fixed; nor are they absolute. In his words, "They will 

change over time. They Vary with the objectives and perspectives of the reader. 

Although the process and skills are consistent, the content and product vary" (p. 369). 

He M e r  explaineci: T h e  miteria for judging an effective reading are . . . not 

objective. They are pragrnatic" @. 372). The manner in which I applied Morgan's 

reflective reading method is described next. 

Refïective Readiae Method in This Studv 

In the following, 1 miew steps undertaken to arrive at the reflective reading 

stage, the m e r  in which diagnostic readings were developed, and how the study 

questions guided the critical evaluations. 

in preparation for the reflective readhg stage, in ~haGer  III 1 pieced together an 

organizational context for each of the four study scenarios based on &e mmaM in 

whkh participants' comments seemed to reflect the eight metaphoncd views found in 

Morgan's (1986,1997a) Images of OTganXZation. The organizational contexts 

developed in Chapter III serve a piirpose sirnilar to Morgan's case studies presented in 

Images of Orgmization and Imaginkation: They provide a base upon which 

organhtioaal fatures can be identifïed and subsequently summerized in the diagnostic 

reading, and they provide readers of this study with a contexhial base upon which to 

mdemtand and relate to the schematic diagnostic readings and critical evaluations. 

Through the organizational contexts developed in Chapter III, organizational 

characteristics of each study d o  were described, and "a sensitivity for the 

cornpethg dimensions of a situation" (Morgan, 1997% p. 428) began to develop. 



Therefore, the organisrational contexts served as a springboard for developing the 

diagnostic readings. 

A diagnostic reading for each study scenario is developed in this chapter. These 

readings focus on fatures W e d  to the study questions provided to study participants. 

These questions are presented pnor to each diagnostic reading dong with the scenario 

description, which is repeated for the purposes of placing the reading within its 

particuiar context Following Morgan's (1986,1997a) example, 1 wrote brief 

descriptive statements of organizational characteristics fiom each metaphorical view 

describing features of the coilege as understood at the tirne of the study. The diagnostic 

reacüngs are presented in a graphic mode. Morgan's urging to keep an open mind is 

built into the methoci, because considering the scenario h m  a variety of angles lessens 

any myopic tendency. 

Next, a critical evaluetion storyline was developed for each study scenario. As 

will be recailed h m  Morgan's (1986,1997a) method, the point of view brought to the 

evaluation guides the development of the storyline. In this study. I chose the point of 

view of a management consultant because it was a position 1 held at the time of writing, 

it is the position taken by Morgan in his examples, and as such it seemed that the mode1 

was designed with that type of purpose in mind. 

Using Morgan's (1 986,1997a) reflcctive reading method, diagnostic readings 

and criticai evaluation storylines for the four study scenarios foIiow. 

Renective Reading for the Coiiaborative Governance Scenario 

As indicated in Chapter ID, the scenario provided to study participants was: 

Colluborative govenumfe principles were cidopted by the college in 199 1. An 
exploration of t h e  principles demotlstrates that a variety of f o m l  
admmishative stmctures and cultures me in place to deal with the cornplex 
college müiac. G h  this complexity, each distinct structure and culture tendî 
to work well in the realliatîon of certain principles, but not as welf for some of 
the other principles. 



Given k i r  undetstanding of the collaborative govemance principles, 

participants were asked to consider which formal administrative structures andor 

coliege cultures had helped or hindered their efforts to realize coilaborative governance 

and what practical suggestions they had relative to how college structures and cultures 

can sustain or advance collaborative goveniance. The diagnostic reading for the 

collaborative govemance scewio (Figure 3) identified features that helped or hindered 

collaborative govemance. 
N 

Diagnostic Reading: introduction 

Revïewing the diagnostic reading, the dominant helping fiame appeared to be 

the organic metaphor. Modeling, negotiating, and collaborating were undertaken to 

develop a changed intemal environment within the coliege. Most notably, some 

management f o m  and ways of providing opportunities to participate in decision 

making were established by the leadership. The supporthg helping h m e  was the brain 

metaphor. A commitment to becoming a learning organiiration and to networked 

intelligence emerged in the seventh year of collaborative governance experience and 

was deemed by some study participants as complementary to coilaborative govemance 

principles. Accordhg to study respondents, some coUaborative govemance principles 

encouraged double-loop leaming. 

The major hindering fiame seemed to be the machine metaphor. Given study 

participants' comments, some collaborative govemance principles echoed classical 

management principles. This subsequently left m m  to susrain existing patterns of 

conml, authority, and responsibility. In addition, the traditional lines of power and 

authonty seemed to cripple people's ability to act collaboratively. Bureaucratie 

structure remaineci intact, and some study participants noted that the structure created 

bottlenecks insofar as communication was concerned. 



The Machine Metabhor 

Physical and operational 
cornpartmentaikation m the 
College hinder collaborative 
governance principles related to 
communication and decision- 
making. 

Hieratchiaif, bureaucratie 
structure sustains traditional Iines 
of authority and hinders 
achievement of the central 
principle of empowerment. 

The Owanic Meta~bor 

This organization is accustomed 
to competing for perceived finite 
resources in its "lived in" 
environments. This exacerbates, 
but does not entirely obviate, 
efforts to collaborate. 

Collaborative governance was 
supported by the mtroduction of 
forums that encouraged 
involvement of College 
membership in decisionmaking 
and improved lateral 
communication. Additional 
participation m the development 
of a aegotiated College 
environment could fiutha 
collaborative govcmancc notions. 

The organhîion is h p e n t e d  
into parts and yet is sûiving 
ideologically to becomc a 
hofographic organipition, whcre 
the whole is built into the parts. 

Notions relateci to becoming a 
leamhg organiEation arc king 
explored 

The Domination Meta~hor 

Mernbers of the College 
experienced the irony of 
leadership insisting that al1 
people work in a collaborative 
manner. 

Coliaborative I) Governana 

The Flux and Transformation 
Meta~hor 

This o-on is in îhe rnidst 
of managing paradox, because it 
has a traditional mechanistic, 
bureaumatic structure and 
operation and at the same tirne is 
aüempting to adopt organic, team 
driven collaborative operation. 

The Culture Metaphor 

Mernbers of the organization 
Iacked shared meaning around 
key concepts associated with the 
new political system of 
collaborative governance. 

The Political Meta~hor 

The College is an organization 
with a "changedn political system 
rnoving it h m  classical 
management principles to 
collaborative govemance 
principles. 

Some traditional power and 
control bases are threatened by the 
colIaborative governance 
movement. 

The Psvchic Prison Metaohor 

This is an organizatioa "stuck" in 
"bureaucratized" classicai 
management thinking and contro1, 
which collides with precepts of 
collaborative goveniance. 

Some mernbers interpret new 
ideas in old ways or deny or avoid 
change, Dceply held ways of 
completing work lcteates anxiety 
over how time is used 

Figure 3: Diagnostic reading: Coliaborative govemance scenario (adapted 
fiom Morgan, 1997a). 



The machine metaphorid fiame was a major hindrance to collaborative 

governance because it represented many views that were contradictory to the organic 

way of thinking* Collaborative governance tends to stem fiom an organic view. Because 

the new politid system was organic and the college structure and traditional operathg 

mode were more mechanistic, a disjmcn~e between structure and operation seemed to 

resuit, and subsequently a felt tension seemed to emerge among some members of the 

coilege related to the inadequacies of some leadership to walk the taik of collaborative 

governance. 

Additional hindering hunes included the culture, politicai system, and psychic 

prison metaphors. In relation to the culhue metaphor, study participants indicated that 

the meaning of collaborative governance principles remained ambiguous, and 

throughout the college there were few shared meanings for the concept. Where there 

had been shared undemtanding of college ways and means, respondents noted there was 

at the t h e  of this study a lack of shared meaning and understanding insofar as the new 

concepts were concerned, and that seemed to create a more fragile and hgmented 

culhue. With regard to the political system metaphor, participants indicated that some 

persons within the coiiege perceived the collaborative governance movement as 

detrimental to their own task and career interests, whether that was in letting go of 

power or in assuming more power. With these interests chaîienged, apparently some 

angst and turbulence emerged for some members of the college. Relative to the psychic 

prison metaphor, it seemed that deeply held ways of complethg one's work tended to 

get in the way of undetstanding and working toward changed collaborative governance 

ways* 



Critical Evaluation Storviine for the CoUaborative Governance Scenario 

Having given thought to possible hinderiingfmes, which emerged in the 

diagnostic r&g, 1 moved on to consider which helpfngfiomes could be introduced in 

the development of a possible critical evaluation storyline. It seemed that the flux and 

transformation metaphor, with its emphasis on managing paradox, might be the type of 

thought that could facilitate the efforts of college leadership to move toward 

coilaborative governancc and away fiom classical management principles. Next, 

collaborative govemance is itself an organic type of governing system, involving 

negotiated environments. Hence, 1 perceived the organic metaphor as a frame that could 

support a movement toward collaborative governance. Aiso, 1 thought that the brain 

metaphor with its notion of establishing minimum specifications for people to operate 

withh, might provide fkedom and creativity in supporting coilaborative governance; 

and the culturr metaphor was also identified as a mpporting âame because of its focus 

on creating shared meanin- this case shared meaning related to collaborative 

governance. These notions were expanded upon in the Critical Evaluation Storyline for 

the collaborative govemance scenario of this study. That storyline is depicted in 

Figure 4. 

Dominant F m e :  me Flux and Tdonnat ion  Metanhod 

Supporthg Frames: 

The The The 
1 Or ganic Brain 1 Culture 

Figure 4. Critical evaluation storyhe suggesting possible hture action for 
the wliaborative govemance scenario (adapted h m  Morgan, 1997a). 
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Dominant trame: The flux and transformation metaphor. Morgan (1997a) 

pointed out that "potential new futrires alwcrys create oppositions with the status quo" 

(p. 292). For almost a decade the coilege has been involved in working toward a 

collaborative governance political system. The introduction of collaborative principles 

into what was reported to be primarily a bureaucratic operation seemed to have created 

challenge and tension. Some of the organi7ational problems and contradictions 

associated with collaborative govemance appeared to be ongoing at the t h e  of this 

study. Assuming that there was still a continuhg wish on the part of the organizational 

leadership and membership to make collaborative governance a lived reality, ways to 

facilitate the shift h m  bureaumatic to organic practices were still needed at the t h e  of 

this study. And, as a resulf it seemed to me that methods of managing paradox were 

required. 

The difficuities faced at the college were not unusd. Morgan's (1 997a) work 

provided a related example: 

An organi7sition is seeking to empower its staff by giving employees more 
control over the decisions influencing their work. This new development, which 
represents a shift towarâs a potential new "attractor pattern," encounters 
opposition from the status quo. Existing decision-making systems and controls, 
and essociated politics of hierarchy and careerism, block or undermine the new 
developments. Staffstruggie to implement the new system. Ifthey are 
successfid in creating a context where they cm exercise more autonomy and 
infiuence, there is a chance that new forms of empowered decision making WU 
emerge and be accompanied by a transformation of the existing organization. If 
not, tradition will nile and the "empowerment exercise" wiil just be added to the 
organization's list offaileci experiments and initiatives. (p. 292) 

Morgan (1997a) suggested that the consadictions associated with change need 

to be rnanagd Examples of paradox relateci to the coilaborative governance scenario 

included collaborate but compte, ernpower but control, and communicate lateraUy but 

remin vertical unïty of command. 
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The first step in managing paradox rests in "recogninng that both dimenrions of 

the contradictions that accornpany change usually have merit" (Morgan, 1997% 

pp. 293-294). As Morgan noted, it is unükely that any organization would want to build 

exclusively around any "one side of the dimensions presented" (p. 294). Rather, he 

urged managers to integrate cornpethg elements, such as i d e n t w g  contexts that are 

suited to collaboration and others to cornpetition, and establishing when empowerment 

is appropriate and when formal authority and control are required, and so on. Morgan 

counseled that "paradox cannot be successfully resolved by eliminating one side" 

(p. 294) of the contradiction. 

The second step in successf.Ully managing paradox is to create new contexts 

where both sides of the paradox can be positively operationalized '%hile minimigng 

the negative dimensions" (Morgan, 1997% p. 294). An example of managing paradox in 

this manner is provided under the organic metaphor. 

Su~~ort ine  fiame: The oreanic meta~hor. To address some of the 

contradiction between mechanistic siloed operation and organic collaborative operation, 

one study tespondent introduced an organic notion of developing a participatory, 

negotiated and adaptable context. The suggestion was to create an ernpowered 

environment through a new planning structure made up of cross-representational teams 

that would bring f o d  action fbmeworks to be vetted by appropriate authorities. in 

this way both dimensions of the paradox could be lived out. Decision making and 

communication are coilaborative, md hence empowering, and at the same thne the 

planning structure is underpinneci by agreed-upon levels of authority. In managing 

paradox, Morgan (1997a) suggested that "the challenge is to fkd s m d  changes that can 

udold in a way that creates large effects" (p. 295). The planning structure might 

initially be most appropriate in a shiffing form, where interdependencies, various 

college units, and people shifi their responsibilities to achieve manageable and specinc 

project work. One paradox that a special planning or project team rnight address couid 



be, What are the desirable States of coilaborative govemance, on the one hand, and of 

bureaucratie structure and operation, on the other? 

Managing paradox in the coiiege could involve changing the niles of the game 

to accommodate positive aspects of dimensions that seem contradictory. One nile that 

would be chasiged, given the notion above, is that the rigid mechanistic classical 

management principle of mi& of command, which is based on workers receiving orders 

fiom only one supenor (Morgan, 1997% p. 19) could be eased by a political 

technomtic orientation where "ciiffernt individuais and groups rise and deciine in 

power dong with the value of their technical contributions" (p. 1 56). 

Suooortin~ frime: The brain metaohor. Suggestions for weaving 

collaborative governance principles into college organization also emanate fiom 

leamhg organization notions. One strategic possibüity arising fiom viewing this 

organization as a brain is to mate a self-organipng space that would have boundaries, 

as is expanded upon in the following. This would involve m h h k b g  the mechanistic, 

specific, measurable, and observable college-wide objectives and goals in exchange for 

establishing mininium specifications. Morgan (1 997a) noted: 

This creates interesthg paradoxes for management, for how can one manage in 
a coherent way without setting clear goals and objectives? 

The answer denved fiom cybernetics is that the behavior of intelligent systems 
requires a sense of the vision, n o m ,  values, limits, or 'keference points" that 
are to guide behavior. OtheMlise complete randomness wili prevail. But these 
'"reference points" must be defhed in a way that mates a space in which many 
possible actions and behaviors can emerge including those titat cm question the 
h i t s  k i n g  impose<! Targets tend to create strait-jackets. Cybemetic points of 
reference create space in which leaming and innovation can occur. (p. 95) 

Minimum specifications should outline 'ho more than is absolutely necessary to 

launch a particulai, initiative or activity on its way" (Morgan, 1997% p. 1 14). The 

thinking behind introducing minimum specifications in place of measumbIe objectives 

and goals is that minimum specifications provide a mative and empowered space 



within which people can h d  the best or an imaginative way to achieve the minimum 

specincations, whereas meamble objectives focus attention on achieving those precise 

outcomes, and all energies are diverted to those outcomes; as a result, other 

opportunities for action rnay be missed. 

Su~~ortine frrme: The culture metmhor. Create a shared identity. According 

to respondents' comments, the organization under study launched various initiatives 

over the last decade without always achieving a shmd understanding of the concepts. 

As the organization's leadership, management, and project teams look back and look 

fonvard on the neeà to mate shared meaniag9 they might consider asking themselves 

the foiiowing questions, which were inspired by the brain and culture metaphorical 

Have we thought through the implications aud comunicated justifiable reasons 

for introducing the chosen minimum specification reference points? 

Have we provided enough definition of the niinimum specification reference 

points? 

Have we cummunicated in a language that does not favor one group or division 

over another? 

Have we provided for a continuhg fiow of information? 

As Morgan (1997a) pointed out, ''Culture is not something that can be imposed 

on a social setting. Rather, it develops during the course of social in tedon"  (p. 137). 

W t  leaders can contribute, however, is a Wework and a clhate that are conducive 

to achieving the desired type of culture. The importance of providing this type of 

leadership was evidenced by Morgan (1997a) when he said: 

Many o r g ~ t i o n s  succeeded in revolutionizing and reinventhg themselves 
thugh the values of "quality" and "customer service." But, . . . it is estimated 
that as many as 70 percent of the nrmS that set off on this new path were 
unsuccessful, largely because they fded to replace the bureaumtic logic 
goveniing the old mode of operation, Their quality and service prognims 
became no more than programs. Despite di the money and effort that was spent, 



they failed to dent the dominant culture and the political dynamic that often 
supports it. The "reengineering" and "empowerment" movements have 
encountered a similm experience. To be effective they needed to tramfonn 
prevaihg organizational rnind-sets and politid patterns. But in the majority of 
cases, they failed to do so. (pp. 142-143) 

Development of a shared culture insofar as organization-wide initiatives are 

concemed is a project that the college could allocate to special cross-representational 

The o r g h t i o n  under study seemed to be in a state of flux and transformation 

that necessitated the management of paradox insofar as the collaborative govemance 

scenario was concemed. Possibly, a change in organizational structure fiom traditional 

hienuchical operation to a team-based operation could accommodate collaborative 

governance notions. Using collaborative principles to move into a leaming organization 

stance appropriate for the college would seem to require more consideration on the part 

of coiiege membership. And, last, leadership and college members could consider 

working toward ensuring that they arrive at shared understanclhg insofar as 

org-tion-wide initiatives are concemed. 

Reflective Reading for the Curriculum Task Force Scenario 

As was noted in Chapter III, the scenario provided to study participants was, 

CmicuIum cm be perceived as a space meated for learning. This space, 
howewr, is heaMZy influenced by any mrmber of factors, including institutional 
cuiture? administrative structures, and divisional anaor program currimfar 
focils andpurpose. Within this cornplex setting O teFkfrce broughr finvard 
recomnzendrtions for m*cuZum in the new milZenium to be acted u p n  by dl 
persolrs. program, and divisons a m s  the college. 

Respondents considered the foIlowing question: In your experience, how have 

the college's various administrative structures and cultures impacted on the realizaiion 



of ClItnculum for the Millenitun recommendations, and are there recomrnendatioas that 

you feel wiil thnve or wither? 

Diagnostic Reading: Introduction 

The diagnostic reading (Figure 5) that 1 developed for the curriculum task force 

scenario identified a number of issues. It appeared that a major hindering frame was 

related to the culture metaphor. The college was made up of many professional 

subcultures, and given the magnitude and complexity of these cultures, it did not seem 

possible for members of the task force to represent al1 realms and dimensions of 

curriculum for those diverse areas. Although it seemed that the task force 

recommendations were written as broad guidelines, similar to the minimum 

specifications notion related to the brain metaphor, it did not seem that people were 

motivated to create, innovate, leam, or manage their curriculum in the space provided 

within the reference points. Nor did it seem, fiom the comments of the participants, that 

the recommendations sparked any refiective or double-loop thinking. Possibly, the 

minimum specifications of the recommendations were too broad to be meaningful. An 

observation that d t e d  fiom viewing the college as machine was that the 

recommendations appeared to be homogenized in an effort to reach consensus among a 

diverse group of people. Furthennon, h m  the perspectives of the flux and 

transformation and psychic prison metaphors, it seemed that the task force may have 

been trapped in a self-referential, egocentric circle that did not encourage thinking 

outside of its known bomdaries. 

These issues emerged as part of developing the diagnostic reading for the 

curriculum task force s d o .  These and additional insights were documented in the 

diagnostic reading (Figure 5). 



The Machine Metaphor 
The cUmculuxn is 
compartmentald and 
specialhd 

Some leamers compartmentaIize 
their Iearning, which taxes 
notions of sûiving for lifelong 
learning. 

In the spirit of striviug for 
bureaucraîic "sameness," the task 
force recommendations were 
possibly "homogenizedn or 
generalized. 

This is a bureaumatic 
organization fiamiliar with 
developing relativety specific 
directions that is not yet 
cornfortable with brain-like 
minimum specifications thai 
empower people to act within 
broad organizaîion-wide 
guidelines. 

The Ornanic Meta~hor 
This organization pndes itself on 
building links with the 
communities it serves, 
But, it is an organhtion that 
could impmve identification, 
scanning and creation of its 
envitonment. 

The Brain Meta~hor 
This organization codd enhance 
double-loop thiakiag, which 
tequires that assumptions be 
questioned The task force on 
curricuium was, howcvet, a 
vehicle that encouraged double, 
Ioop thinking. 

The Domination Meta~hor 
This organhtion is dominated by 
the provincial government's view 
of what comprises fiindable 
education and training. 

Within career-related 
programming, working class 
divisions are peqetuated and 
persons are implicitly encouraged 
to adapt to society, rather than 
constructively criticize and 
improve on aspects of society. In 
this sense, people developing 
cunicula are dominated by 
workpïace demands. 

Cumculum 
Task Force C 

The Flux and Transformation 
Metaphor 

The curriculum task force seemed 
to look into a "minor" and was 
perceiveci as enacting an 
environment as an extension of 
its own idcntity. As a resulî, the 
coilege may possîbly be a 
candidate for becoming an 
egocentric organhtioa 

The Culture Metaphor 
This organization has a 
fiagmented corporate culture 
because extenial pressures from 
the provincial governent made 
it difficult to forge its own 
curricular cuiture. 

This college is made up of many 
individualized professional career 
and academic curricuiar sub 
cultures, that seem to frustrate 
ability to consider curriculum 
questions on an organization- 
wide basis. 

An organization whose leadership 
endorsed the curriculum task 
force recommendations in 
varying degrees Eiom passivity to 
passion. 

The Political Metaphor 
This organization launched a task 
force on curriculum that in tum 
seerns to have mobilized and 
polarized the diverse task and 
career interrsts, and control 
issues within the CoIlege. This 
d t e d  m reporteci confiict that 
was dealt with using formai 
authority and code language. 

The Psvchic Prison Metaphor 
The college seems to be an 
organization with preconceived 
ideas about its environments. 

Figure 5. Diagnostic resding: CUmculum task force scenario (adapted 
from Morgan, 1997a). 



Critical Evaluation Storviine for the Curriculum Task Force Scenario 

Considering the issues that were highlighted in the diagnostic reading, and 

giving thought to the critical evaluation storyline (Figure 6) for the curriculum task 

force scenario, it seemed to me that notions connected with the organic metaphor might 

assist members of the college in revisiting curricular directions. Hence, the dominant 

metaphor suggested for the storyline was the coliege a s  organism. The major organic 

concept that came to mind was requisite variety, which suggests that a system needs to 

"be as diverse as the environment with which it is trying to deal" (Morgan, 1997% 

p. 41). 

In order to endeavor to be as diverse as an environment, two concepts related to 

the brain metaphor were recded. First, traditional methods of scanning and responding 

to the perceived environment wuld be continued; and second, more creative methods of 

imagining possible future environments through double-loop thinking and insight codd 

be introduced. A third notion connected with the braui metaphor also came to mind, and 

that was the possibility of the coiiege as  a whole developing minimum specifications 

within which people couid create their curriculum. Building on this idea of having some 

common minimum specincations, the cultural notion of creaîbg shared meaning 

seemed to be a nahnril extension of the minimum specincations idea And last, it 

seemed to me that if the college were gohg to consider creating new environments, that 

notions retated to the flux and transformation metaphor, in tems of working with 

concepts related to chaos and complexity, as weîl as with notions related to mapping 

innuences in an environment, may provide members of the college with ways to 

envision their enviroments in innovative ways. 

These concepts are explored more M y  in the followhg description (Figure 6) 

of the criticai evaluation storyline for the curriculum task force scenario. 



Dominant Frame: 

Supporting Frames: 

Figure 6. Critical evaluation storyline: Curriculum task force scenario 
(adapted from Morgaa, 1997a). 

The 
Brain 

Metaphor 

Dominant firme: The omanic meta~hor. The perception 1 held, based on my 

obsewations of the coiiege and comment5 of study participants, is that members of the 

college developed recommendations for curriculum based on their professional and 

The 
Culture 

Metap hor 

academic interests and, coincidentdly, their understanding of college environments. 

The Flux and 
Transformation 

Metaphor 

Because of the complexity of the organization's environments and, in parallel, the 

relevant complexity of cUTficuium, the resuiting recommendations seemed to address 

only some of the conceptions of college environments and some cunicuiar issues. 

Based on my reading of the o r g h t i o n  under study, it seemed that the task 

force that considered wllege-wide curricular issues did not adequately take into account 

the need to build in as much complexity in the task force environment as there was 

within the college as a whole. The organic and brain principles of requisite variety 

could have been used as guides for whether one task force was capable of addressing 

cmicuiar issues, or whether sevaal pmject t e a m  were necessary to address the issues. 

As a next step for the fhture, psiMy a combination of activities couid be considered, 

where, for example, one task force could review the existing curriculum 

recommmdations and determine which couid stand as minimum specifïcations for 



curriculum development overall in the college. Then, using those minimum 

specincations, each particular interest area could create its own curricular spaces, 

comprised of content, study, and leaming experiences unique to each area As one 

respondent noted, c ~ c d u m  is too complex and too big for one task force to deal with 

at one given moment in time. It seems to me that curriculum revision shouid be an 

ongoing process, should be created as close to the involved environment as is possible, 

and shouid reflect o v d  coilege direction, as outiined in minimum specifications. 

When faced with managing p l d i t y  of interests on the curriculum task force, 

both competitive and collaborative modes of interaction seemed to emerge. In some 

cases, according to resportdents' comments, senior management contributed to the text 

of the recommendations; whereas in other cases, as noted eariier, some generalization of 

the recommendations occurred in an attempt to "merge insights fiom people with 

different perspectives" (Morgan, 19974 p. 207). Such plurality is a characteristic of 

postsecondary institutions because they are generally mirmrs of society. The impact of 

pluraiity on planning activities and ways to work positively with it codd be considered 

in situations where diverse interests corne togethet. 

From another point of view, in my perception, the task force project seemed to 

be caught in an egocenûic view of the college's purpose and environments, which may 

have Iimited opportunities for its members to imagine themselves outside of their 

current self-referential circle. At the tirne of this study, respondents tended to view their 

environrnents as entities separate h m  themselves. They endeavored to respond to their 

perceived environments. This view of environment, h m  an organic metaphorical 

perspective, stems h m  looking through a popdation ewlogy lem and believing that 

the only way to d v e  is to compete for a share of iixnited resources. However, in my 

view, perhaps it is possible to conceive that the college is made up of, relates to, and can 

create many environmentS. If people were to look through an organiirational ecology 

lem, they would rrcognize that they are part of a larger system; and by collaborating 



they cm shift, combine, and CO-create in the larger environment, possibly embracing a 

number of subsystems. It seems to me that cdculum emerges fiom perceptions of its 

context; that is, its environments. 

a v e n  respondents' comments relating to the limitations of the curriculum 

recommendatiom, it also seems possible that members of the task force engaged in the 

activity of outlining curricular activities and directions based on a partial understanding 

and representation of existuig enMronments. They were charged with looking at 

curriculum for the milîenium and not with exploring possible environments for the early 

years of 2000. In retrospect, I think, rather than pursuing what the curriculum could be 

in the new century, perhaps the task force shodd have taken a step backward and 

concentrated on what environments the coiiege codd identiQ, participate in, or create 

in the next century? Hence, the goal would have ken to create an Environments of the 

Future Task Force. Once environments have been identified or created and their 

tangible characteristics analyzeû, it is possible to develop and modiQ curriculum to fit 

those enviroments. As it was, the task force, when mandated to explore curriculum, 

seemed to do so within the purview of their understanding of environments. This 

apparently resuited in a rather static view of who and what the colîege was and where it 

could create a presence. 

The organic metaphor was the dominant directional fnune suggested for possible 

fuhire action because curriculum is always embedded in an environment. Ways to 

identify and imagine ongoing and new enWonments for the college seemed to be 

required, as were abilities to manage this compIex organizations in a pluraiist manaer. 

In addition, contexts that would allow curriculum to emerge and evolve needed to be 

envisaged and enacteci. 

Sunoortine h m e :  The brain meta~hot. From this perspective, it seemed to 

me that fimirr action could involve cteating inteilecnial spaces for crirricular thought 

and challenge, where mernbers of the coiiege couid identify, anticipate, and conceive of 



enWonments within which curriculum can emerge. To enable the identification of 

environments, on the one hand, principles of cybernetics, insofar as single-loop tIrinking 

is concerned, could be useful to guide curriculum within specifïed paths. As well, 

perhaps traditional methods used in identifying enWonments could be continued, such 

as identifying strengths, weaknesses, opportunities, and threats (SWOT) or using 

demograpbics, to scan, monitor, and sense changes in the existing environmentS. Using 

a variety of methods to collect and process information as a result of obsenting existing 

environments may contribute to membm of the college affuming current environments 

and recognizing changes in existing environments for which curriculum can be 

developed. These practices place people on the outside, looking at an environment that 

is extemai to them. 

On the other hand, to enable members of the college to conceive of 

environments, one of the guidelines for learning organhtions which deals with 

scanning and anticiparing environmental change (Morgan, 1997% p. 9 1) codd be 

drawn upon. Members of the college could go beyond observation and data collection 

and use insight, creativity, and double-Ioop thinking to imagine and create appropriate 

fùture ïnaps of reality" (p. 91) with which members of the college may choose to 

interact, These types of practices place people at the center of the environment which 

they help to construct 

Within the intellectually analytical and creative spaces devoted to ctmicular 

thought, people couid continue to identify, work withlli, scan, anticipate, and construct 

or create environrnents in an ongoing manner. On a college-wide level, the cybemetic 

concept of establishing minimum specincations or points of reference within which the 

spaces for curricular thought have consensual rneaning and direction, as well as 

working with concepts related to requisite variety, could assist groups in working with 

the envhnments closest to their interests and goals. 



Su~~ort ine  hrme: The culture metashor. Building upon the notion of 

developing coilege-wide geographic and inteliectual cunicular reference points and 

endorshg the need to share ways to idente, monitor, and create environments, 

opportunities to create shared meaning neetied to be developci. One way to do this 

might have been to establish cross-fûnctional college-wide dialogues on cumcular 

environments and issues. In such dialogues, cuitusal tensions, such as, "Are we 

educators or business people?" could be worked through and ambiguous concepts such 

as a globalized c ~ c u l u r n  could be defined. 

S n ~ ~ o r t h n  frnme: The flux and triinsformation metaphor. As an approach 

to negotiating and i d e n t w g  new enviroaments, and hence related curriculum, 

rnembers of the coliege might consider combining notions h m  chaos and complexity 

theory and mutual causality theory. Chaos and compiexity theory suggests that 

relationships with and among environmen& are shaped by certain attractor patterns. 

Management can help to push or forge these patterns by identifyiig whether or not the 

forces that lock the organization into its current relationship with the environment are 

appropriate. If they determine that a change is necessary, then they need to determine 

ways to establish contexts for the new attractor pattern to develop. Morgan (1997a) 

It is important to note that the manager acting on the insights of chaos and 
complexity theory caiinot be in control of the change. He or she cannot define 
the precise form that the new attractor pattern wül take. While it is possible to 
shape or nurture key elements of the emerging context by openhg the old 
system to new information, new experiences, new modes of service delivery, 
new criteria for assessing quaüty, and so on, the tesuithg "attmctor'' wiU find its 
own fonn. The important point is that the menager helps to create the conditions 
mder which the new context am emerge. To the extent that the system remains 
locked into the old context, no significant change is possible. (p. 269) 

The mation or promotion of amactor patterns may provide the beginnings of 

alternative d i t i e s  and new or changed niches for coiiege cuzficulum. 



In addition, mutual caudity mapping may help in recognuing types of attractor 

patterns and possible implications of pursuhg or not pursuing them. The notion behind 

mutual causaiity is that change does not occur through simple cause and effect 

relationships, but rather through a dynamic system made up of positive and negative 

feedback. Adopting a mind-mapping type of activity to achieve this, people begin 

mappuig by placing an idea in a circle and then proceeding to identify both negative 

(indicated by dotted lines connecting the ckcles on the mapping) and positive (solid 

hes )  feedback loops of interaction. Hence, the idea here is to abandon lhear thinkiag 

for thinking in patterns of loops in order to conceive of some of the complexity within 

which the college may choose to be implicated. Curriculum is always in a state of Bux 

and transformation, and the coilege is as its ciimculum is. It seems that they are one and 

the same. 

As a result of undertaking a diagnostic readîng and critical evaluation storyline, 

it seemed to me that curriculum is as complex as the environment it serves. Depending 

on the point of view, tbis curriculum may be perceived as concrete and finite, or as 

something that can be created and lived out. Hence, concepts related to requisite variety, 

mmaging pluralism, cybemetics, double-loop thinking, chaos and complexity, and 

mutual causaiity could all enter the cinncular planning pichne for the futurr. 

Requisite variety would address the creation and maintenance of an intemal 

diversity that matches the diversity of the extemal environment with which one deals. 

Managing pluralism, due to the diversity of the organization and its environments, 

becomes important to balance and coordinate multiple interests, and hence 

environmentS. 

The concepts of cybernetics, related to ensuring that entities operate within 

bounded realities, are important for m e m h  of the college who perceive their 



enWonments as concrete, tangible entities, to which they can react. On the other han& 

brain-like double-loop thinking, which encourages reflection and questioning of present 

states, may open doors that help members of the college conceive of changed, different, 

or imagined realities that can become iived realities. Additionai ways of creating new 

realities may be achieved by applying some concepts of chaos and complexity and 

muaial causality. 

Reflective Reading for the Summarv Mission Statement Scenario 

As indicated in Chapter III, the third scenario provided to study participants was 

The summary mission statement for the College is, "Lifelong Ieming, 
responsnte to the community. '" 

The phrase is deeply embedded in the consciouniess of al1 st@and is easily and 
o f i n  stated College stflmembers ' thoughts und actions me greatly infuenced 
by the notion thut the college 's mission is to "respond" to communities or 
environments. mere me at lem two wqys thut this "respowive " mode can be 
understood 

In the first mode, members of the college respond to an environment made up of 
opportunities and threuts "out there. " They makes plans to deal with the 
sihratrhratrons they discover, and then anulpe how successfl they were in surviving 
a g d t  the outside world In the second mode, college members do not think of 
the community or environment or a domain sepmate fi om the college. Rather, 
they Anow that their interactions on behalfof the college help to create the very 
conditions that ultimately shape the commmity or emironment within which 
they work They derstand thut they create conditions so thor they evolve as 
part of and as full pwticipating members of the communiîy or environment. 

The questions considered by study participants were, "In your expenence or 

opinion, how are the 'responsive' modes of connecting with the environment played out 

at the college, and what impact do they have on coliege structure and culture? Where, 

when, why, and how have you experienced or acted in the mode of viewing the 

community or environment as a separate domain 'out there' to be responded to? On the 



other band, where, when, why, and how have you experienced or acted in the mode of 

participahg in the community or enviro~ment because it is 'part of your own world'?" 

Diagnostic Reading: Introduction 

The diagnostic reading for the mission statement scenario (Figure 7) suggested 

that a major fhme impacthg on members of the coilege may have k e n  the psychic 

prison metaphor. The mission itself seemed to be a type of psychic prison which tended 

to encourage narrow perceptions of "community" as something tangible "out there." It 

also seemed to me, then, that if people perceived an environment out there, they may 

tend to adopt a dependency mode: They could think that they were dependent on how 

extemal forces guided their lives. Furthemore, the mechanistic "patriarchal and 

hierarchical" orgarhational structure of the coilege may have reinforced the dependent 

mode. From an organic perspective, people may have felt that they had to compete for 

limited resources out there in the estabfished environment, In terms of the brain 

metaphor, cybernetic scanning, monitoring and sensing signifiant environmental 

aspects would set the boundaries for subsequent responses in tenns of curriculum or 

niches in the postsecondary system. The cultural view seemed to suggest that "being 

responsive" rnay have evolved into having dual meaning for some members of the 

coilege; it could mean respond to make a profit or respond to meet leaming needs. From 

a flux and transformation view, ifrnembers of the coiiege maintaineci a relatively fixed 

notion of environments with which to identm, this in tum could hamper abilities to 

imagine themselves into other domains. 

It appeared thaî the impacts of the mission statement were far-reaching and 

could potentially limit how the college imagined itself in future years. 

Critical Evduation Storvline for the Mission Statement Scenario 

Reflecting on aspects of the diagnostic reading, it seemed to me that membm of 

the college rnight need a way ofbreaking away h m  their psychic prison in order to 



The Machine Meta~hor 

This organuation has a bistory 
Linked to the dependency mode of 
bureauccacy- That is, the 
traditional "ptrkchal and 
hietatcbical" organization 
structure, and the fiuiding that 
untii recently was derived 
primarily ûom an outside source, 
the provincial government, has 
done much to deepen the 
dependency mode, and this mode 
is easily projected ont0 the 
environment Members of this 
org8nization m y  feel they can be 
dependent ou how exteruai forces 
guide their fàte. 

The O m n i c  Meta~hor 

It seemed that college personnel 
tendcd to perceive envimunent 
as something that exists "out 
there" that they cm respond to. 

Hem, members of the 

The Domination Metanhot 

For the most part, it seemed that 
coliege trends were dominated by 
marketplace interests. 

One implication may be that 
members of the college embrace 
a social adaptation point of view 
insofirr as caner programming is 
concerned. That is, they tailor 
programs, and therefore students, 
to fit the environment "out therem 
rather than questionhg and 
working to alter aspects of the 
environment. 

Summary Mission 

The Culture Metaphor 

Given the motto, people within 
the coilege seem to reflect a 
pervasive ethos of responding, 
hence a dependence on 
environments perceived "out 
the&' 

Their motto may possibly have 
a dual meaning: be responsive 
to make a profit, or be 
responsive to meet learning 
neeàs. Purpose for "being 
responsive" Iacks clarity; 
creates potential for splitting 
the culture into two opposing 
camps; entrepreneurs and/or 
educators. 

The Political Metaohor 

The perception of an 
enviromnent "out theret* may 
have been humanly comforting 
because it pennits people to 
observe, fbc and sense some 
feeling of control over their 

orgauizaîion were primarily 
dominated by a "survival of the . ..responsive to the 
fittest" viewwhich encourages 
cornpetition rather than 
co1laboration. Given theu 
environmentai stance, college 
members, in essence, do not have 
to be d i r d y  rrspansible for the 
environment "out there" because 
environment is somehow shapcd 
by forces extemal to them. 

The Brafn Meta~hor 

People within the college secm to 
build on cybernetic, homeostatic 
thinking. Cybemctics relaies to 
scanning the environment and 
linkmg those aspects with 
operating noms, such as adapting 
-cuium to marketplace needs; 
homeostasis refers to mahainhg 
discinctness bm, but bemg in 
contînuous exchange with, the 
envirolrnellt out there. 

community 

The Flux and Transformation 
Meta~hor 

Members of this organization 
may create a self-producmg, 
somewhat egocentric, identity 
due to a limittd understanding of 
the role they play in creating 
environment, 

For members of the college, 
connecting with a speciaiized 
environment "out there" may 
safeguard autonomy over their 
üfè space in the College. 

The Psvchic Prison Mets~hor 

The college was an 
organization with a motto ". +. 

responsive to the community" 
that was itself a psychic prison. 

Fi'e 7. Diagnostic rrading: Mission statement scenario (adapted h m  Morgan, 1997a). 



look at themselves and their activities fiom changed perspectives. Hence, the brain 

metaphor came to mind as a dominant Erame that could possibly help people practice 

more double-loop thinking and challenge some current assumptions. To support 

changed thhkhgy some of the notions fiom the organic view might be introduced, such 

as whether there is a place for coilaboration withia a perceived environment, rather than 

only cornpetition. Furthemore, based on the indication £kom study respondents that 

shared meaning had in the past been difficult to achieve, the culture metaphor came to 

the fore, and 1 thought that activities might be launched by people within the college to 

dialogue and, 1 hoped, develop some shared meanings about how the college might 

imagine itself into new futures. However, the political metaphor immediately reminded 

me that a diversity of interests would still continue and that endeavors to create shared 

meaning ought not be based on assumptions that there is only one host environment. 

And, M y y  Unagining chmged futures wouid place members of the college in States of 

chaos and complexity. Hence 1 thought notions related to the fiux and transformation 

metaphor to deal with paradox and plurality could be considered. 

These ideas are more fdly explored in the critical evaluation storyline (Figure 8) 

for the mission statement scenario. 

Dominruit Frame: 

Figute 8. Critical evaluation storyiine: Mission statement scenario 
(achpted h m  Morgan, 1997a). 

ûrganic 
Metaphor 

Culture 
Metaphor 

Politicai 
Metaphor 

Flux and 
Transformation 

Metaphor 



Dominant h m e :  The brain meta~hor. Members of the college seemed to 

need ways to reflect upon and take part in developing and enacting activities that would 

help them evolve as part of a system larger than the system they currently perceived. 

Rather than acting as an externa1 observer and c'responding" to environments "out 

there," mernbers of the coilege might begin to think about being an emergent part of an 

evolving system. They might strengthen their ability for double-loop thinking by 

reflecting on their perceptions and ways of operating and challenging their own 

assumptions in their program or department and in their division or administrative area 

Appropriate ways to share and communicate UIformation would probably be required as 

people refiect on their assumptiom. Ways of sharhg ideas using cornputer electronic 

mail or joinuig dialogue groups, and project te- might be considered. Using brain 

techniques, a more pervasive cultural ethos may develop. Cybemetics would suggest 

that people within the college need to work together on i d e n m g  reference points and 

minimum specifications that would mate conte- within which intelligence and 

creativity couid emerge but also establish bits in order to avoid any noxious 

outcornes. When establishing these reference points, redundancy could be built into the 

mgankation by usllig the ringi style of circulating many cirafts of proposed directions, 

or reference points, to aiI members of the coiiege for their involvement and 

contribution. This might facilitate becoming a holographie organization, because al1 the 

parts wouid continuaUy be folded into the whole. 

Most important, however, 1 chose the brain metaphor as the dominant W e  

. because encouraging people in the coiiege to think about and challenge their current 

perceptions of environment, and then to create changed socially constructed 

environments for the college, might be a feasible way to break away fiom the pervasive 

psychic prison built on a ïesponsive to" ideology. 

Sumortine hrme: The oreadc meta~hor. The suggestion h m  this vantage 

point was to encourage people to create a broader and more participatory environment 



that combines notions of "responsiveness" and the tule of cornpetition with 

'binclusiveness" and the ethic of collaboration. Members of the college might work 

together to determine when competitiveness or collaboration are advantageous or 

appropriate. 

Su~oortine frame: The culture metaphor. From this perspective, it seemed 

that members of the college could consider developing a listening and dialogue space. 

In the process of re-hagining the orgaxhtion as part of a larget system, people could 

work together to develop reference points and directions. This working together couid 

enhance s h e d  understanding and strengthen culture. 

Su~oort in~ frnme: The ~oliticd metrohor. Recalling the diverse interests that 

emerged when curriculum was considered by a task force, 1 thought it would be 

important to honor the diversity of interests and not assume that there is only one host 

environment. 

S u ~ ~ o r t i n ~  frame: The flm and transformation meta~hor. This perspective 

taught me that connict can be expected when people work through new identities and 

activities. Thenfore, it seemed that management would need to deal with complex and 

paradoxical circumstances. One method that could be considered fiom the flux and 

transfomation metaphor relates to dialectical analysis. This concept involves 

identifying w b  contradictions are likely to manifest themselves in a system and then 

developing plans to deal with or elimlliate their impacts. 

Most, but not ail, respondents who addressed this scenario indicated that their 

enWonments were "out th=." Possibly this notion stemmed h m  a long-standing 

mission statement suggestkig that people respond to the college's community, i n f d g  

there was somethhg tangible to which to respond In an effort to assist people in 

r e 4 m a . g  their wmrnunity, or environment, the brain metaphor was suggested as a 



fiame that might encourage reflective and mative thinking. In addition, notions related 

to the organism, cul-, political, and flux and transformation metaphors were also 

brought forward to suggest points of view that might assist members of the college in 

rethinking their future. 

Reflective Reading for the Task Force Process Scenario 

As noted in Chapter III, the fourth study scenario provided to study participants 

In the past decade, the college used task forces to conrider two meas: 
govemce;  and 
currt'culum for the milleniam 

An arpect of tas& forces is t h  they create attention, interpretation and 
recomntendatons that impact on an organkation 's operation By virtue of their 
mandate, ssise and composition, and becme they focus only on some aspects of 
highly complex situations task forces may be limited in their ability to identify 
012 possible directions thut could beneft the college. 

The question posed for this scenario was, "To what extent do task force 

processes and outcornes contribute to meaningful change in the college?" 

Diaenostic Reading: Introduction 

The diagnostic reading seemed to suggest that notions related to the brain and 

organic metaphors were supported by task force process (Figure 9). uisofar as the brain 

metaphor was concemed, the task force process supported double-Ioop thinking and the 

development of a holographie o r g h t i o n ,  and assisted in irnproving communication. 

From an organic perspective, the process supported collaborative govemance principles 

and provided a channel through which ego and self-actualization needs might be met for 

members of the task force. The politicai metaphor seemed to be represented in different 

ways in each task force. In one task force the process seemed to strengthen a common 

interest area, and in another it seemed to emphasize the different interest areas. Ovedi, 

however, the task force process is democratic. From a machine perspective, however, 



The Machine Meta~hor The Domination Meta~hor The Culture Meta~hor 

Task forces may not be desirable Task force topics generally are Through its task force process, 
because they dinuse power, are the choice of senior the organization created both 
inefficient, produce outcornes that administration and may not shared me8ning and ambiguous 
cannot be predetermined, and reflect rank and file perceptions. or controversial meaning. One 
take human resources away fiam task force dissolved cultural 
their assigned tasks. partitions; the other reinforced 

partitions. Task force outcornes 
The Oinanic Meta~bor 

Through task forces, humaa 
m o m  xnanagernent principles 
were implemented by addressmg 
ego and k l f  actualidon neeck- 
of people. t 
in essence, the organization's 
leadership piloted team-ùased 
coilaborative decision-making 
and planning structures througb 
the task forces, thereby enhancing 
lateral communication and 

&in consolidate or temporarily 
conntse culture; more likely the 

1 latter will occur, because task 
force outcornes generaily 
introduce aew ideas that 
"challenge" the status quo. 

The Political Metaohor 

This organization's leadership 
used task forces as a democratic 
political process in an endeavor 
to mate order out of diversity 
and provide a sense of ownership 

participatory decision making. Task Force 
Procesa and Ouborna 

Many collaborative govemance 
principles were enacted through 
task force The college's leadership 
DTOCCSS. endeavorëd to let go of 

centralited power-and control 
The Brain Meta~hor each time it created a task force. 

E Task force structures diffuse 
The Mole was built into its parts power. 
thugh cross tepresentatîoaal t The pmess provided a f o m  for 
member exploring interest areas; one task 
Double-loop thinking was force was strengthened by 
encouraged by creating a space addressing a common interest 
for thinking, rcflecting, arta; another was weakened by 
chaiienging and cmting fritures. addtessiag an area that had m n g  

and individualized interests. 
Tbe Flux and Transformation 

Learning organkation thruss Metmhor The Psvchic Prison Mets~hor 
were supporteci because task 
forces are "Icarning drivm." Through task forces people might The eesk force pfocess either 
Networked mteUigence was look inward and therefore codd helped people break loose h m  a 
supported by an mformation nm the risk of engaging in self- psychic prison, or provided a 
system for people throughout an reférentid activities rtsdting in space to defend psychic prisons. 
organization to access egocentrisnr and missed 
infiormation and comment on its opportMities. 

Figure 9. Diagnostic &g: Task force process and outcome scenario 
(adaptecl h m  Morgan, 1997a). 



democracy may not be the system of choice. SimilarIy, task force process may be 

viewed as positive or negative fiom a psychic prison and culture perspective. In some 

cases, people may break fiee of psychic prisons as a result of serving on a task force, 

whereas in other cases people may move more deeply into their psychic prisons if it 

seems to them that their convictions are king challenged. la some cases, shared 

meanhg is created and strengthened, whereas in others, shared meaning is diffused. 

Critical Evduation Storviine for the Task Force Process Scenario 

Given that the task forces appeared to support collaborative govemance 

principks, it seemed to me that the process could be continued as an ongoing 

"statement" of commitment to collaborative planning. Second, as a result of the 

diniculties that seemed to arise through the curriculum task force, where the task force 

mandate was to address an area that affected rnany diverse interest areas, the political 

metaphor view might suggest that task force process be used to address mattea that 

have a common interest base and where people perceive changes in current practice 

would be beneficial to them. Furthemore, h m  a flux and transformation metaphor 

perspective, task forces rnay resutt in chaos and highiight cornplexity; hence leaders 

may need to manage pluralisrn and paradox. From a brain perspective, task forces seem 

to contribute to leaming organîzation notions, such as building the parts into the whole. 

And, finally, task force process, fiom a culture point of view, may bring groups 

together, or may serve to separate them M e r .  

These notions are more M y  explained in the foilowing critical evaluation 

storyline and depicted in Figure 10. 



Dominant Frame: h ï i e  ûrpanic ~ e t a o h o d  

Figure 10. Critical evaluation storyline: Task force scenario (adapted fiom 
Morgan, 1997a). 

Dominant fmme: The oreanic meta~hor. The task force process could be 

The 
Political 

Metaphor 

considered as a stepping stone to inwducing a team and project-based collaborative 

planning structure to replace the mechaaistic structure. Reflection on the strengths and 

weaknesses of the previous task forces might provide insight into how project teams 

codd work within the college. Task forces and matrix structures hannonize with the 

collaborative govemance principles, and hence structure and operation would be 

congruent. 

Sn~portine fhme: The nolitical metaphor. Task forces should be considered 

when there are issues that can be addressed commody on a coilege-wide basis. For 

example, the collaborative goveniance task force shaped a politicai system that could be 

implemented by al1 people within the college and addressed an area where there were 

some cornmon concenis. The outcome of that task force was seen as positive by the 

majority of college members. The curriculum task force was successful in establishg 

some broad reference points within which people could, but may have chosen not to, 

work with thei. own unique curricdum; however, arriving at those points was charged 

with dialogue related to diverse task and cereer interests. As was mggested eulier in 

this dissertation, when there are a variety of interest areas, then a variety of project 

teams, or mini task forces, codd be established to address given questions. Task forces 

The 
Brain 

Metaphor 

The Flux and 
Transformation 

Metaphor 

i 

The 
Culture 

Metaphor 



were perceived by some study respondents as a means to developing cdege-wide 

direction and as a way to amalgamate contradictory views. 

Sn~~ort inp  frame: The flux and transformation meta~hor. When task 

forces, or project teams, are established, then management andor task force members 

need to be able to manage plirralisrn and paradox. 

Su~oortincr frame: The brain metaohor. Task forces have many brain-like 

quaiities, and using them or similar processes will strengthen the college's capacity for 

becoming a learning organization. In terms of communicating ideas, "task force" 

dialogue might take place using technology rather than in-person meetings, or perhaps a 

combination of the two. 

Su~wrHne frime: The culture metaohor. Code languages should be avoided 

as much as possible so that no p u p  is "favomi" by recommendation wording and 

presentation Task forces or project team work can help people break down barriers 

among their subcdtures. 

Summary 

Two task forces were established, and each had a different and unique 

contribution to the wilege. The analysis undertaken in this study suggests that task 

forceprocess has more positive than negaiive impacts on an organïzation's culture and 

stmctwe and that ta& force outcomes emerge and evolve; therefore, the possible 

benefits of outcomes are not something that can be predicted or assured prior to their 

actual becorning. 

In the foregoin& diagnostic readings and critical evaluations were undertaken 

for the four scenarîos used in this study. These perceptions and directions are the resuit 

of rny thinking and nfiection with regard to aspects that created certain situations and 

rirras that might be worth consideration regarding future directions. They are therefore a 



representation of how I perceived the present and a possible future for the college. They 

were, due to the generosity and academic interest of members of the college, placed 

withiD a "rd-lifé" contexi that provided me with a place to leam from others and to 

practice using Morgan's (1 986, 1997a) metaphoncd analysis method. 

The first two scenarios, on collaborative goveniance and curriculum, focused on 

outcornes of ta& forces, hence on initiatives that had k e n  introduced to the college 

over the past decade. What was not apparent to me prior to the development of the 

critical evaluations was that these areas would involve the same grouping of 

organhtional views in their storylines to augment what 1 perceived would be a 

desirable future direction. The metaphoncal views for both scenario storylines included 

organic, brain, culture, and flux and transformation metaphors. To me, these areas are 

"growth" areas; and, again in reflection, these directional streams appear to fit with the 

growih and initiative modes. 

The third scenarh, dealing with the mission statement of king responsive to the 

cornmuni@, was an example of an ideology that had significantly pervaded college 

thinking about who and what they were and could be in the future. Again, the growth 

metaphors of brain, organism, culture, and flux and transformation were represented in 

the possible futiae action. However the political h e  was added because mission will 

affect personal and professional interests of the college mernbership. 

And finally, the fourth scenario dealt with aprocess. Here organic, political, flux 

and transformation, brauis, and culture emerged as possible directional areas. 

For the near future, then, this analysis suggests o v e d  that the college could 

focus on brains, as they were doing in relation to their interest in becuming a learning 

organiiration. Furthemore, flux and traosformation views would be an important 

organi7iitionaI thrust because of the changes that the colIege is experiencing and will 

continue to expaieme. SShared meaning, cultural view, is a binding factor, and one that 

is important because of the changes that have an impact on coliege operation. Last, an 
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overall organic vernis a mechanistic view wili help more people within the coiiege 

participate in its evolution. 

Conclusion 

This chapter provided an outline of Morgan's (1986, 1997a) reflective reading 

method, which involves diagnostic nadings and critical evaluations. Aiso outlined were 

the steps I undertook in t b s  thesis to apply Morgan's method. A diagnostic reading 

highlighting fahues of the college at the time of the study, and a critical evaluation 

storyline suggesting possible future activities were developed for each of the four study 

scenarios. This was followed by a commentary outlining the points of view that 

emerged as a r e d t  of the reflective readings. 

In the next chapter, Morgan's (1 986,1997a) method of organizational analysis 

is M e r  examined in relation to its linkages with paradigms, its use of metaphors for 

organht iod anaiysis, and m y  experience using the model. 



METAPHORS AND PARADIGMS 

Morgan's (1 986,1997a) eight metaphorical views of organization taken together 

provide a method of organizationai analysis that c m  help its users gain new and more 

comprehensive perspectives on orgmhtions. in the first part of this dissertation, the 

metaphorical views served as a heuristic springboard to seeking enhanced 

understanding and to establishing possible action plans bas& on complementary and 

competing insights concerning the organization under shidy. Hence, the metaphorical 

method of analysis seemed to serve its design purpose, which was to offer a way to 

'tead" organiirritions and develop an appreciation for their complexity. 

This second part of the study explores the metaphors themselves in search of an 

understanding of their underlying foundations, for the diagnostic readings that emerged 

through the orgmkational analysis suggested a type of organizational profile, and that 

profile rests on fomdations made up of assumptions that have not yet been explored. 

Lakoff and Johnson (1999) alluded to ibis notion when they said: 

Living a human life is a philosophical endeavor. Every thought we have, every 
decision we make, and every act we perform is based upoa philosophical 
assumptions so numerous we couldn't possibly Est them ail. We go around 
armed with a host of presuppositions about what is real, what coimts as 
knowledge, how the mind works, who we are, and how we should act. (p. 9) 

While the method of o r g ~ t i o n d  analysis offers a way to %ad" 

orgmizatiom, a m e r  examiaation of the foundatiom of the metaphorical images of 

organization may contribute to understanding organizational world views. This next 

part of the plamed joumey through the metaphoncal 0rgani;rationai analysis was guided 

by an eariier work of Morgan's, which was BurreU and Morgan's (1979) Sociological 

Paradigm und Otgmisationul Analysis, and addresseci research question 3. 



This chapter provides an introduction to Burrell and 'Morgan's (1 979) 

paradigms. An attempt was made to idente  paradigm-metaphor relationships, based on 

Bmeii and Morgan's paradigms and Morgan's (1 986,1997a) metaphoncal Images of 

Organization. Then, using the devised paradigrn-metaphor relationship fhmework, the 

diagnostic readings developed in Chapter N were revisited to explore which world 

views might have been dominant at the college at the t h e  of this study's readings, and 

whether the suggested fiiture storylines maintained, shifted, or expanded world views. 

In many ways this second part of the dissertation experiments with the organizational 

analysis method to see if an extension ofunderstanding to the level of world views 

might be helpful to people who contribute to the social constructions of o r g ~ t i o n s .  

An Introduction to BurreU and Morgan's (1979) Sociological Paradips 

Burreii and Morgan (1979) identified four broad sociological paradigms, or 

world views, based on ''different sets of metatheoretical assumptions, about the nature 

of science, the subjectiveobjective dimension, and the nature of society, the dimension 

of regulation-radical change" Morgan, 1 980, p. 607). The four paradigms were 

descriptively namedfiarctiomht, interpretive, radical humanisi, and radical 

stnrcturalist. In the B m l l  and Morgan model, paradigms, or world views, emerge and 

evolve based on a sharing of assumptions that guide understanding and conceptions of 

the world. Within those paradigms may be alternative and what might seem to be 

different perspectives; however, all shared paradigrnatic perspectives wodd be deemed 

to stem fiom s i d a ,  assumptions. To assist in putting this in conte* Morgan is drawn 

upon; he suggested that paradigms were "alternative realities" (p. 606) and that within 

paradigms couid be severai metaphors, based on particular "schools of thought" 

(p. 606). Within the metaphors could be many '~uzide solving activities based on 

specinc tools and texts" (p. 606). In Images of Organizotun, for example, Morgan 

(1 986,1997a) intruduced metaphors and pde-so lvhg  dv i t i e s  (theories). However, 



in order to begin to understand which metaphors share similar views of the world, and 

hence are associateci with a paradigm, a look back at the earlier work of Burrell and 

Morgan (1979) is required. A brief sketch of those paradigms foiiows. 

Within the fiulctionalist paradigm, legitimate organiilational structures need to 

be effective, efficient, and focussed on controlling performance. As Morgan (1 990) 

noted, types of '%reakdown in the control of ordered activity" (p. 16) represent 

problems in the bctionalist paradigm. Within the interpretivist paradigm, organization 

is viewed as a social construction, and "the interpretive theorist's problematic is to 

understand the meaning and significance of this web of relationships, and how it exists 

as such" (p. 19). Radical humanists identiQ social constructions that limit people fiom 

living out their natural humamess. For example, capitalism would be an issue addressed 

by radical humenists. Radical structuraiist perspectives focus on "self-generated 

change" (p. 24) and on how organkations play a role "in the total social formation in 

which they are set" (p. 25). Additional characteristics of the paradigms are shown in 

Figure 1 1. 

The fiinctiodst and radical sûuchnalist views of the world assume that reaiity 

is tangible and out there, whereas the interpretivist and radical humanist views consider 

reality as a social construction. The f'unctionalist and interpretivist views adopt the 

stance that society cm be understood in terms of regdation, which, according to Burrell 

and Morgan (1979), means that the primary ConCern is "to provide explanatiom of 

society in texms which emphasize its underlying unity and cohesiveness" (p. 17). The 

radical humanist and radical stn~cturalist, on the other han& are hterested in hding 

"expianations for the radical change, deep-seated structurai conflict, modes of 

domination and structurai contradiction'' (p. 17) in society. Given this introduction to 

the four paradigms, in the following, relationships among metaphoncal views and the 

different patadigms are reviewed. 



Radical Humanist 
"Defined by its concem to develop a 
sociology of radial c h g e  h m  a 
subjectivkt standpoint" (BuneIl& 
Morgan, 1979, p. 32); 
"Has much in common with that of the 
interpretive paradigm; . . . however, its 
fiame of reference is committed to a 
view of society which emphasizes the 
importance of overthrowing or 
ûanscending the limitations of existing 
social arrangements" (p. 32); 
"One of the most basic notions 
underlying the whole of this paredigm is 
that the consciousness of man is 
dominated by the ideologicai 
superstructures with which he interacts, 
and that these drive a cognitive wedge 
between himself and his tme 
consciousness" (p. 32). 

Intemretive 
"Approach consonant with the tenets of 
what we have desaibed as the sociology 
of regtùatron, though its subjecrivist 
appmch to the analysis of the social 
world rnakes its links with this 
sociology ofien implicit rather than 
explicit" (Buml1 & Morgan, 1979, 
p. 28); 
"uiformed by a concem to understand 
the world as it is, to understand the 
fûndamental nature of the social world 
at the level of subjective experience. It 
seeks explanaîion within the reaim of 
individual consciousness and 
subjectivity, within the M e  of 
reference of the participant as opposed 
to the observer of action" (p. 28); 
W3ntoIogical status of the sociai world is 
viewed as extremely questionable and 
pmblematic* (p. 32); 
"Interpretive philosophen and 
sociologists seek to understand the very 
barÛ and source of sacial realw 
(p. 3 1). 

Radical Structuralist 
"Theonsts located within this paradigrn 
advocate a sociology of rcrdial change 
h m  an objectivist standpoint" (Bumll 
& Morgan, 1979, p. 33); 
"Radical sûuchiralists concentnite upon 
structurai relationships within a realist 
social world. They emphasize the fact 
that radical change is built into the very 
natwe and structure of contemporary 
society, and they seek to provide 
explmations of the basic 
intemlationships with the contes of 
total social formations" (p. 34); 
"Common to ail theorists is the view 
that contemporary society is 
charactetized by fundamental conflicts 
which generate radical change through 
political and economic crises" (p. 34). 

Functionalist 
"Dominant fhmework for the conduct 
of academic sociology and the study of 
organizations" (BumllL Morgan, 
1979, p. 25); 
"Firmly mted in the sociology of 
regdation and approaches its subject 
matter h m  an objectivia point of view" 
(P. 25); 
"The use of mechanical and biological 
analogies as a means of modelling and 
understanding the social world is 
particularly favored in many 
fhctionalist theories" (p. 26). 

Figure I l .  BurreH and Morgan's (1979) sociologicd patadigms based on 
underiying assumptioas about social science and the nature of society. 



Paradigm-Metaphor Relationships 

In a .  earlier paper, and prior to Images of Orgrnuarion, Morgan (1 980, p. 608) 

suggested that machines, organisms, brains, cultures and political systems metaphors 

could be framed within the fimctionalist paradigm ifubased upon the assumption that 

the reality of organktional Me rests in a network of ontologicaiiy real relationships, 

which are relatively ordered and cohesive" (p. 6 16). Considering this lead and the 

mechanistic and organic stance of real worlds "out there" characterized by an 

"underlying unity and cohesiveness," it seerns reasonable to accept that the 

organiiration-asmachine and organism metaphors, as presented in Images of 

Organization (Morgan, 1986,1997a) fdl within the functionalist paradigxn. In addition, 

the brain metaphor, as it is developed in Images of Orgrniration, seems also to be 

within the bctionalist paradigrn because of its mechanistic and organic underpinnings 

such as cybemetics, which "encourages theorists to view organizations as patterns of 

information, and focuses attention upon the way in which states of homeostatic balance 

can be sustained through learning processes based on negative feedback" (Morgan, 

1980, p. 615). In addition, the principles of holographic design presented in the brain 

metaphor rrflect machine and organic charzicteristics, such as corporate DNA, wherein 

"it is possible to encode key elements of a 'complete organization' in the culturai and 

0 t h  codes that unite its members" (Morgan, 1997a, p. 102); and networked 

intelligence, where it is possible to build "the whole" into %e parts" "through the 

design of appropriate information systems" and holographic struchirr, where it is 

possibie to design " o r g ~ t i o n a i  structures that can grow large whiie staying smali" 

(p. 104). Furthemore, the brain metaphor calls upon notions related to the redmdancy 

"of parts" which is a mechanistic characteristic where parts are designed to perform 

specinc functions (p. 11 1); and requisite variety, which d s  for control systems to "be 

as vzuied and complex as the environment king controlled" (p. 112), which is an 



organic, and cybemetic, idea that internal systems must be as diverse as the extemal 

environment with which they deal. The notion of ccminimum specs," which ccsuggests 

that managers should dehe no more than is absolutely necessary to launch a particular 

initiative" (p. 1 14) is necessary to "avoid the anarchy and the completely free flow that 

arises when there are no parameters or guidelines" (p. 1 14), which ensures maintenance 

of order and control. These types of representations found within the brain metaphor 

seem to support characterizhg it with a fùnctionalist world view. 
The cultlnal and political metaphors, however, as presented in Images of 

Organizutiion (1986, 1997a) seem to share assumptions found within the interpretivist 

paradigm. 1 suggest this because they focus on "the way in which organizational 

realities are created and sustained" (Morgan, 1 980, p. 6 1 6) cognitively by an 

organhtion's members. For example, parallels seem to arise among the cultural and 

politicai metaphors and a language game metaphor. Morgan refemd to a language 

game as an interpretivist metaphor as follows: 

The metaphor of a language game (Wittgenstein, 1968; as cited in Morgan, 
1980), for example, denies organizations concrete ontologicai statu and 
presents organizational activity as iittie more than a game of words, thoughts, 
and actions. It suggests that o rgh t iona l  realities emerge as de-govemed, 
symbolic sûuctures as individuals engage their worlds h u g h  the use of 
specific codes and practices, in order to vest their situations with meaningfd 
form (p. 616). 

Morgan (1980) also suggested that "metaphors of accomplishment (Garfinkel, 

1967) and enacted sense making (Weick, 1 977)" @. 6 17) were interpretivist metaphors, 

which seems to relate to cultural and political metaphors because, in Morgan's words, 

GarfkkeI's ethnomethodology focuses upon the way in which human beings 
accompli& and sustain social situations intelligible both to themselves and to 
others. Weick's seme making metaphor develops reiated insights, emphasizing 
how reaiities are enacted by individuals through a€ter-the-event rationalizations 
as to what has been happening. Viewed in terms of these metaphors, 
organizationd realities are to be seen as ongoing social constructions, emerging 



h m  the skülful accomplishments through which organkational members 
impose themselves upon their world to mate meaningfbl and sensible stmcnire. 
Like other interpretive metaphors, they emphasize that the routine, taken-for- 
granted aspects of organi7ritional life are far less concrete and reai than they 
appear- (P. 61 7) 

Again, in Morgan's (1980) paper, Poradigmr, Metaphors, and Puzzle Soiving in 

ûrganization Theory, he noted that the psychic prison metaphor could be understood in 

tems of the radical humanist paradigm (p. 608) The perspective he broached related to 

'ïndividuals king viewed as captives o f  unconscious processes" (p. 61 8), and in both 

editions of Images of Organuolion (Morgan, 1986,1997a). he presented the 

psychoanalytic theories of Freud and Jung. However, Morgan did not explore psychic 

prisons from a critical theorist point of view, which would place emphasis ''upoon the 

process of reification through which individuals over-concretize their world, perceiving 

it as objective and r d ,  and something independent of their own will and action" 

(p. 61 7) wherein they "are effectively viewed as prisoners of a mode of consciousness 

which is shaped and controlled dirough ideological processes" (p. 6 18). As a case in 

point, Morgan (1980) suggested that "the contemporary radical humanist critique 

focuses upon the alienating aspects of various modes of thought and action which 

characterize We in industriai societies" (p. 609). For example, he referred to capitalism 

as a topic of concem for theorists in the radical humanist paradigm, because of its 

totalitarian potential in that it c m  mold ''the nature of work, technology, rationality, 

logic, science, d e s ,  language and mystiQhg ideological concepts nich as scarcity, 

leisure, and so on" (p. 609). In Images of Orgmization, however, Morgan (1986, 

1997a) does not explore radical humanist "anti o r g h t i o n "  b u t s  reIated to 

alienating ideologies. He confinned this as follows: 

My original alln in writing this chapter [psychic prison metaphor] was to explore 
two aspects of the psychic prison: one apsociated with the unconscious and the 
other with the role of ideology. However, the problem of making the chapter a 
manageable one has Ied me to focus on the former. The issue of ideology is thus 
not given the attention it t d y  deserves. Indeed, a strong case can be made for 



the idea that the metaphor of "organization as ideology" shouid be developed in 
its own right. (Morgan, 1997% p. 406) 

Morgan (1980) noted that radical humanists focus on how people can transcend 

their own and socidy constructed alienation through ''thought and action (praxis)" 

(p. 609). 

Morgan (1980) suggested that the instruments of domination metaphor stemmed 

h m  a radical structuralist view, and 1 would also place the flux and transformation 

metaphor in biis paradigm. As he explained, radical strucnualists, like radical 

humanists, view society "as a potentially dominating force" (p. 609); however, rather 

than cons ide~g  ideologies as creations made and sustained by people, radical 

structuralists tend to share a fiuictionalist view ofreality as something "defined by hard, 

conmete, ontologically real structures" (p. 609). Morgan (1990) continued to say that 

'borganhti~ns, fiom this point of view, are empirical facets of an underlying mode of 

social o r g h t i o ~ ~  and their nature and si@cance can only be understood in terms of 

the role they play within the wholey' (p. 25). In relation to the perspective of 

organizations as instruments of domination, analyses of bunaucracies, for example, as 

oppressive and dorninating, are a problematic addressed by radical structundists. In 

relation to flux and trm&omtion perspectives, "direct consequence of origiaal action" 

(p. 24) is a problematic addressed to reach an understanding of the role that 

organizations play in their own, and in the whole of the social world's, creation and 

transformation. Nevertheless, these worlds "are amenable to empirical observationy' 

(p. 25). Again, Morgan (1980) suggested that d c a I  struchiralists wish to transcend 

domination and understand deep structures of organization by placing emphasis on "the 

importance of praxisy' (p. 609). This praxis, however, diffea h m  the radical 

h d s t s '  in that it treats tension and contradiction as concrete, existing, and opposing 

elements outside themselves against which they must work to change; whereas radical 



humanists believe that systems are conceived and sustained within the humaa psyche 

and need to be worked on h m  inside- 

Based on Morgan's (1986,1997a) writings and given my view of metaphor and 

paradigrn relationships, the machine, organism, and brain metaphon as presented in 

Images ofOrganUation appear to be rooted in the fiuictionaiist paradigm; the culture 

and political system metaphors in the interpetive paradigm; psychic prison in the 

radical humanist; and the flw and transformation, and instnunents of domination 

metaphors in the radical structuralist paradigm. This review, then, would suggest the 

following (Figure 12) paradigm-metaphor relationships. 

Radical Humanist 

Psychic prison 

culture 
Politicai systern 

Flux and transformation 
Instrument of domination 

Functionalist 

Machine 
Organism 

Brain 

As Morgan explained in 1980, Tach of these four paradigms defines the 

grotmds of opposing modes of social analysis and has radically Merent implications 

for the study of o r g h t i o n "  (p. 609). The paradigms are based on ontological 

assumptions that personally experienced worids are something external to themselves 

and concrete, as in the fimctionalist and radical structuraiist paradigms, or as something 

that forms and is sustained within cognition, as in the interpetive and radical humankt 



paradigrm. Episîemologically, the functionalist and radical structuralist paradigms 

assume that knowledge is certain and authoritative, whereas the interpretivist and 

radical humanist paradigms assume that knowledge is diverse, uncertain, and possibly 

contradictory (Morgan, 1983, p. 383). 

Burreil and Morgan (1979) developed the four paradigms as a result of 

~cognipng a cohemnce and distinctiveness among positions taken by various 

organizational theorists. In their work, they argued that whereas certain theorists may 

appear to present ciifFering points of view, %ey often adopt identicai postures in 

relation to their view of the social world" (p. 401). At the tirne, Burrell and Morgan 

established that the rnajority of modem orgmkationai theory was based on functionaiist 

views, and fewer theories were based on assumptions found in the remaining three 

paradigms. In their wncluding comments, Burrell and Morgan observed: 

Our journey through social theory has given a giimpse of its complexity and 
diversity, and has revealed the relatively nanow piece of ground which 
organiration theorists, dong with many other groups of social scientists, have 
thus far taled. It has become clear that the foudations of the subject are 
extremely narrow, and that for the most part organization theorists are not 
aiways entirely aware of the traditions to which they belong. (p. 401) 

Morgan (1980) echoed these thoughts when he said: 

Orthodoxy in organization theory has developed upon the basis of metaphors 
which ~eflect the assumptions of the fùnctionalist paradigm. These assumptions 
are rarely made explicit and are often not appreciated, with the consequence that 
theorking develops upon unquestioned grounds. The assumptions of 
Uiterpretive, radical h d s t ,  and radical structuralist paradigms challenge 
fiinctionalist assumptions in fiindamentai ways. (p. 619) 

However, based on this prelimiiiary d y s i s ,  it appears that through Images of 

Orgmhtîon, Morgan (1 986,1997a) has invited people to understand organÏzations 

from difTexnt paradigmatic stances. He noted the importance of understanding 



By appreciating how specific p ~ e e s o l v i n g  activities are linked to favored 
metaphors, which are in accord with a favored view of reality, the theorist cm 
become much more aware of the role which he or she plays in relation to the 
social construction of scientific knowledge. (Morgan, 1980, p. 607) 

And for that reason, an examination of predominant paradigrnatic views may at least 

open a dialogue on what views of the world people consciously wish to support. 

An interpretation of possible college paradigms follows, in anticipation of 

acquiring some insight into the foundation assumptions of the organization and into the 

researcher's interpretation of which world views might support the college in its future 

endeavors. 

College Paradigms 

Looking back at the diagnostic readings presented in Chapter 4, consideration is 

given to where the college may have stood in relation to Burrell and Morgan's (1 979) 

four paradigms at the time of this study and whether the storylines suggested changes in 

any paradigmatic stances. 

Scenario 1 : Collaborative Governance 

Insofar as the organization under study was "read" and diagnosed by the 

researcher, bascd on rcspondents' comments related to the collaborative govemance 

scenario, the organism metaphor appears to be dominant and the brain metaphor 

supportive in furthering the cause of introducing collaborative govemance. On the other 

han4 stances related to machine, culture, political system, and psychic prison 

perspectives also seem apparent, but were deemed by the researcher, based on 

nspondents' comments, to be hindrances to achieving a changed mode of govemance 

h m  classical management to collaborative govemance. This seems to suggest that 

insofhr as respondents' comments were interpreted, two fùnctionaiist metaphors, 

organism and brain, were active in aîtempthg to support collaborative govemance; 

whereas two interpretivist maphors, culture and political system, and one radical 



humanist metaphor, psychic prison, hindered endeavors to realue collaborative 

govermuce. 

Looking back at the critical evaluation storyline which outlined possible future 

action, a shift to the radical strucRiralist paradigm was suggested insofar as the 

domhant fiame was concerned. The researcher's idea was that a move to flux and 

transformation perspectives might assist leaders of the college in managing paradox as 

members worked thugh the transformation fiom a mechanistic to an organic mode of 

governance, and in addition might help mernbers ident@ their own roles in the 

coliege's own creation and transformation. In addition, it seemed to the researcher that 

perspectives related to the hctionalist brain and interpretive culture metaphon might 

be potentidy supportive. The paradigm locus at the t h e  of the study and in relation to 

the proposed friture storyline are shown in Figure 13. 

Time of Study Proposed Future Storyline 

Radical 
humanis t 

Radical 
smcturaüst 

Radical 
humanist 

Radical 
structuralist 

Flux and 
transformation 

Figure 13. Comparison of world views related to the collaborative governance scenario. 

Interpretivist 

At the tirne that the study was conducted, respondents' comments led to the 

possibility that mernbers of the coUege were aîtempting to introduce collaborative 

govemance principles using only fimctionalist world views. The storyhe for the fuhire, 

Functionaiist 

Organism 
BIain 

Interpretivist 

Culture 

Functionalist 

Brain 



proposed by the researcher, suggested that a flux and transformation metaphor might be 

appropriate in supporthg a transition from one mode of governance to another. 

Given this analysis of paradigrnatic stances, it appears that the college was 

tackling change fiom hctionalist views that primarily uphold concepts that a reality 

exists "out there," and society is underpinned by unity and cohesiveness. The 

hctionalist world view does not consider the possibilities that people coastnict their 

realities, as might be found in a culture metaphor of organization, or that leaders may 

have to manage paradox during tirnes of change, as is considered in the flux and 

transformation metaphor. In both instances, however, the functionalist view using the 

brain metaphor school of thought related to building the whole into the parts and related 

to guiding operation within specified parameters appears to augment the change fkom 

one mode of governance to another. 

Scenario 2: Curriculum Task Force 

The diagnostic reading for Scenario 2 shed Light on tensions and concem 

described by study participants. It appears ftom this reading that the work of the 

cuniculum task force at the tirne of this study was supported by news related to the 

fiuictiodst brain metaphor and held back to varying extents by views associated with 

d other metaphoncal perspectives: in the fhct iodist  paradigm, by views belonging to 

machine and organic theories; in the interpretive h e ,  by views associated with 

culture and politicai fiames; in the radical humanist fiame, by psychic prisons; and in 

the d c a l  stnicturalist, by flux and transfomation and instnunents of domination. This 

task force seems to have dealt not only with varying perspectives within a major 

paradigm, but also with competing ~ p t i o n s  fiom all four paradigms. 

Possible future action, suggested by the researcher in the criticai evaluation 

storyline, centered on two fiinctiodst perspectives: the organism metaphor as the 

dominant h n e ,  the brain metaphor as a supporthg fiame, and the interpretivist culture 



metaphor as a second supporthg fiame. In addition, the radical structuralist flux and 

Wonna t ion  fime was considered a potentid support in working kough the 

multiple realities of curriculum. In this recommended storyline, then, mernbers of the 

college could maintain the fhctionalist assumption of an objective realiw, couid 

recognize the social construction of curriculum, and could deal with chaos and 

complexity through radical structuralist social aaalysis. 

Time of Study Proposed Future Storyiine 

Radical 
humanist 

Radical 
stnicturalist 

Radical 
humanist 

Radical 
structuralis t 

Flux and 
transformation 

Figure 14. Cornparison of world views related to the cuniculum task force scenario. 

Interpretivist 

Again, the dominant paradigm at the time of the study was functionalist, which 

possibly meant that some of the activities undertaken by college members on behaifof 

the curriculum task force had not adequately considered the implications of change and 

of unique and pesonal cmicular cultures. And, again, given the complexity of the 

situation, the researcher's storylhe suggested a mix of paradigrnatic views fiom 

fimctiodst to interpretivist to m d i d  structuralist. The organic, brains, and flux and 

Functionalist 

Brain 

transformation metaphors, however, seem to suggest that reaiity is indeed perceived as 

"out th=" and as something that can be empiridy studied and reacted to. Hence, ail 

in all, the main world view message for the future is one of king able to perceive a 

reality as something wncrete, of being able to engage in activities that could enhance 

Interpntnist 

Culture 

Functionalist 

Organism 
Brain 



shared meaning around cmicular directions and issues, and of being able to h d  ways 

to evolve dong with the system "out there." 

Scenario 3: Mission Statement 

The mission scenario, which esked an ontological question concerning whether 

the coiiege's cornmunity was out there in a tangible sense or whether it was created by 

the actions of people on behalf of the college, was impacted by ali eight metaphorical 

views and, again, by al1 paradigms. Looking at the diagnostic reading, the dominant 

impacting h e  at the tirne of the study, however, was identified as a radical humanist 

psychic prison, because the mission was considered in this analysis as a synthetic and 

pervasive ideology that constrained and channeled college activity into a responsive 

mode. 

The critical evaluation storyiine presented in this dissertation focwed on the 

brains metaphor as the dominant h e  for future action because of the potentid for 

reflection and creativity in relation to evolving as part of a system, and to counter the 

pervasive existing psychic prison perspectives. Again, supporthg -es included 

fhctionalist orgmism, interpretivist culture and political system views, as well as the 

radical stnicturalist flux and transformation view. In relation to coiiege mission, then, 

the suggested storyline wodd encourage members of the coiiege to think themselves 

into a changed fiiture, and that transformation could be rnediated by notions fiom the 

&cal stnicniralist flux and transformation metaphor. 

Although it might be possible to think of the main paradigm for the mission 

statement as fiinctionalist, due to its focus on king responsiveness to a cornmunity that 

is somehow wncrete, in the diagnostic reading the dominant metaphor that emerged, 

based on respondents' comments and this researcher's interpretation, was the radical 

humanist psychic prison. The suggestion was that the mono mission statement itseif 

was a type of socidy constructed psychic prison that may stand in the way of college 



rnembers conceiving of any other views of the world. Once again, a trio of p d g m s  

emerged as part of the fbhire's storyline. These stances indicate a propensity to view 

reality in a concrete, more objective fashion, while recognizing that the reality may well 

have been spawned by people creating meaning and taking actions. 

Time of Study Proposed Future Storyline 

Radical 
humanist 

Psychic prison 

Radical 
structurabt 

Radical 
humanist 

Radical 
structuralist 

Flux and 
transformation 

Culture 
Politicai systern 

Functionalist 

Figure 15. Cornparison of world views related to the mission statement scenario. 

Scenario 4: Task Force Process 

In temm of the fourth scenario, which asked participants to consider the merits 

of task force process, at the t h e  of the study the fiinctionalist brains metaphor was 

dominsnt and was supported by the organic metaphor fiom within the same paradigm. 

The political metaphor f?om the interpretivist paradigm was also evident The 

fbnctionalist machine metaphor 8ppearrd as a negative stance in terms of achieving task 

force ptocess. 

The suggestion for fuaire action retained stances of the f'unctionalist paradigm 

by identifying the organic metaphor as the dominant h e ,  supported by the brains 

metaphor and interpretivist politicai and culture metaphors. The raâical structuraiist flux 

Interpre-t Functionalist 
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and transformation metaphor was introduced as a frame to support the management of 

paradox and pluralism. 

Time of Study Proposed Future Storyline 

Radical 
Hrimanist 

Radical 
Structiiralist 

Functionaiist 

Brain 
Organism 

Radicai 
Humanist 

Radical 
Structuralist 

Flux and 
transformation 

Culture 
Politicai system 

Interpretivist 

Organism 
Brain 

Functionalist 

-- - - - - - -- 

Figure 16. Cornparison of world views related to the task force process scenario. 

Preàominant Coiiege Paradigms 

The orthodox views of organization common to the fiuictionalist paradigrn were 

the predominant traditions espoused by the college at the t h e  of this study, dong with 

one radical humanist psychic prison. In the critical evaluation storylines suggesting 

possible fuhue action, some emphasis rernained in the bctionalist paradigm through 

organic and brains perspectives in ail four sceniuios. However, interpretivist 

perspectives entered hto the pictrne for all four storylines in ternis of the culturai 

metaphor and in two storyiines for the politicai metaphor. Radical stnicturalist 

perspectives associated with the flux and transformation metaphor were suggested in dl 

four scenarios. 

Thenfore, in the critical evaiuaîion storyiines, aii firture-action storyiines 

ulcluded perspectives h m  the fuactionalist, interpretivist, and radical structuralist 

paradigms. This wodd proffer an overd suggestion that members of the coiIege could 



consider moving to a more organic and coilaborative governance structure and into a 

leaming organization mode; it also suggests that work couid be undertaken to create a 

shared culture and to recognize that change wili involve political aspects. As well, with 

an emphasis in the radical stnicturalist paradigm through flux and transformation 

notions, rnembers of the coilege are encouraged to identify intemal tensions and 

contradictions and endeavor to understand how its actions impact on its own fiiture 

potentiai and the shaping of an infinitely large and complex society. 

The critical evaluation storyhes tended to maintain an objectivist view of 

reality, but also recognized that social constructions of reality would always be in 

development and undergohg change. Ontologicaüy, if the storylines came to life, 

members of the coflege would l h l y  continue to be significantiy concemed with 

regdation: "(a) stanis quo, (b) social order, (c) consensus, (d) social integration and 

cohesion, (e) solidarity, (f) need satisfaction, and (g) actuality" (Burrell& Morgan, 

1979, p. 18). However, they would also begin to consider "(a) radical change, 

(b) structurai conflict, (c) modes of domination, (d) contradiction, (e) emancipation, 

( f )  deprivation, and (g) potentiaiity" (p. 18). 

h order to use Morgan's (1986,1997a) model, attempts m u t  be made to span 

the boundaries of metaphoncal images and the four paradigms in order to gain insight 

into a number of organizationai characteristics. With regard to critical-evaluation 

storyhes in this study, three paradigms were highüghted for coordinated and possible 

fuhne action. This raises a question ngarding whether or not the distinctive 

assumptions k m  multiple pamdigms can be blended in organizational Me. Burrell and 

Morgan (1 979) noted: 

Our resernch suggests that whilst the activity within the context of each 
p d g m  is often considerable, inter-paradigrnatic ujourneys" are much mer. 
. . . For a theorkt to mritch paradigrns cails for a change in meta-theoretical 
assumptions, something which, although manifestly possible, is not often 
achieved in pracîice. @p. 24-25) 



The experiment related to seeking an understanding of study scenario 

foundations provides a basis for further discussion with members of the coliege, and it 

also raises more questions: 1s it possible to span paradigms? Can the partial diagnostic 

reading based on metaphorical views provide enough information to support an analysis 

that is larger in magnitude, that being of paradigmatic stances? 1s it coincidence that the 

diagnostic readings tended to indicate that single paradigmatic stances were involved 

with each scenario? 1s it meaningful that in three of the four scenarios related to stance 

at the tirne of the study, the fiinctionaiist view presided? Do the multiple paradigmatic 

storylines reflect the need for a more eclectic view of organizational foundations as we 

move into the new century? Or is the eclectic view of foundations primarily an echo 

outcome related to the organi7ational method that encourages recognipng multiple 

dimensions of organization? Does the overview of the college at the tirne of the study, 

and of criticai evaluation storylines, provide insight into my own paradigmatic stances 

more than those of members of the college? No reflection or tentative response to those 

questions will be broached in this study. They do remah, however, as an affirmation of 

the complexity of organhîion and of the people who create them. 

Summary 

An endeavor was made in this chapter to seek out the foundations of the 

metaphorid images of orgahtion. Given the thoughts devoted to this cause, it 

appears that five of the eight metaphors are founded on an objectivist notion of redity. 

Those five metaphors are organizations as machines, orgmisms, brains, flux and 

transformation, and instruments of domination. Three of the metaphors are based on the 

assumption that reality is subjective and sociaiiy created. Those three are organizations 

as cuitures, political systems, and psychic prisons. Another five of the metapho- 

machines7 organisms, brains, cultures7 and politicai syst-end to build on 

assumptions that society is woven thmugh with some tmity and coherence; whereas 
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three of the metaphoqsychic prisons, flux and transformation, and instruments of 

dorninatior+perceive society as rife with change, c o d c t ,  and contradiction. 



OVERVIEW, OBSERVATIONS, AND IMPLICATIONS OF THE STUDY 

At the start of this dissertation, quotations fiom Tester (1 993) introduced the 

research theme: a quest to explore foundations that support difEerent ways that people 

see, and act in, their world. The concept of organizations, perceived in this shidy as 

social constructions, provided a broad context for the quest, and Gareth Morgan's 

(1986,1997a) Images of OrganUalion and Burrell and Morgan's (1979) SocioZogicaZ 

P m a d g m  and Organisational Anaiysis provided the navigational means. 

The research comprised two parts. in the first part, Morgan's (1986,1997a) 

method of organizational analysis was applied to "read" one o r g h t i o n .  Through this 

process, an endeavor was made to recognize activities in the organization under study 

that seemed to operationalize 'ïmplications of the metaphor denning a particular school 

of thought" (Morgan, 1980, p. 606). In the second part, consideration was given to 

Burreii and Morgan's (1979) paradigms and theu relationship to the eight metaphors 

that are the basis for Morgan's method of o r g ~ t i o n a i  analysis. 

In this study, then, identifying the foundations of an o r g h t i o n  was inductive, 

starting with the detaiied identification of "tools and texts" (Morgan, 1980, p. 606), 

representative of orgenizational theories which Morgan (1 986, 1997a) had related to 

particuiar schools of thought and communicated under the auspices of various 

metaphorical images of organhtion. Next, the metaphorical images of organization 

were related to altemaiive realities, which Burrell and Morgan (1979) termed 

pmadiiginr. Hence, theories were grouped under metaphorical headings, and 

metaphorical headings were grouped mder paradigms. 

In this chapter, I provide an ovmiew of each phase of the research as weU as 

suggesting potential additional research areas and highlighting study implications for 

those participating in the research. 



Part 1 

The purpose of Part 1 of this thesis was to develop a personal understanding and 

style of using Gareth Morgan's (1 986, 1997a) metaphorical process of o r g h t i o d  

analysis. Two major research questions guided Part 1 of this thesis. Each is reviewed in 

the following. 

Research Ouestion 1 

A major comrnitment in this part of the study was to work closely with 

Morgan's (1986,1997a) method of organizational analysis as presented in Images of 

ûrganizution. Research Question 1, Part 1, was: 

In what ways does Morgan's (1986,1997a) metaphorical process of reading and 

evaiuatuig organkation contribute to understanding situations and deciding on 

subsequent actions? 

In the following, I sbare my observations and additional Literature on strengths 

of the mode1 relating to levels of leamhg that can be accessed in the process, on using 

metaphor in organizational anaiysis, and on becorning a story teller. Next, 1 comment 

on some of the model's limits and weaknesses. 

Levels of Leamine in the Process 

In an interview 4th Sage Publications (1999), Morgan suggested that the type 

of proccss he introduced in Inrages of ûrgmizatianon and Imaginization would continue 

to become much more mainstream. He emphasized that 

students, more than ever, have to be taught to be able to think for themselves, to 
interp~t situations creatively, to have a fepertoire of ways of approaching and 
resolving complex problems. A capacity for critical, creative, thinking is no 
longer a lumiry. It is a necessity. (n-p.). 

When using the process, it struck me that the levels of learning that Morgan was 

tryllig to help people achieve w m  those that were comparable with the mid to higher 



levels of leaming fomd in Bloom's taxonomy. In this taxonomy of leaniing, Bloom 

suggested that people move cognitively fiom knowledge to comprehension: and fiom 

that base to appLication, analysis, synthesis, and evaluation. The style of leaming that 1 

undertook, and which was accessible in the process, involved al1 these levels. 1 began 

with knowhg and comprehending the theories that Morgan grouped under metaphors of 

organization. Then 1 moved to appi'ying those theories by recogniPng their presence in 

study participants' descriptions and observations of the organization under study. 

Subsequently, in order to develop the diagnostic reading, 1 had to anal'e the effect of 

each metaphoncal vieucthat is, school of thougheon the organization king "read." 

Next, to create storyhes, 1 had to gmthesize my 'kading" of the organization and 

evaluate the impact of the metaphorical views, comprising schools of thought, on the 

operation of the o r g h t i o n  at the time of the study and on the possible created 

realities for the organhtion in its future. As a lemer, I was completely engaged with 

Morgan's process, and 1 began to realize that people who use it can benefit at various 

level4-from the rudimeatary to the more advmced levels of learning. 

I think that the following statement fkom Morgan (as cited in Sage Publications, 

1999) implied that leaming in the reaim of organizationd and management studies may 

have, in the past, remaineci at the more basic leaming levels, whereas his process allows 

room for people to move to as advmced a ievei as they are interested in and prepared to 

undertake. He suggested that, in terms of organizatiord studies curriculum, there needs 

to be a move away %M teaching organhtion and management resemch, and 

organhtion and management theos, toward teaching about how we can think about 

organiiration and how we cm orgrniire in meative ways" @.p.). Part of the chailenge 

and reward of usïng Morgan's method is to enter the realm where independent and 

creative thinking d e s  it possible to contribute more m i n M y  to the creation of a 

possible organirfttiod reaiity. 



I was drawn to Morgan's rnethod because 1 wanted to understand alternative 

points of view. 1 had experiences with my own leamhg at the postsecondary level, 

where ways of thinking were so deeply embedded in certain ways of viewing the world 

that when I went fonvard to work in a complex organization, it was soon clear to me 

that much of what people think and do in the workplace had not been considered in my 

postsecondary educationai preparation for work. By providing various ways of thinking 

about organization, the method that Morgan (1 986,l997a, 1997b) proposed is an 

invitation to think outside of accustomed boxes. Morgan believes it is important to teach 

students how to see, how to think, and how to act in new ways and to show them how 

they can challenge their preconceptions in a constructive way and develop alternative 

fiames for understanding and taking action. 

In doing this we will take the teaching of organization and management theory 

out of the classroom and make it more of a Me ski11 where students can challenge their 

own perspectives in the most fiindamental se=, as  a basis for creative action. 

Morgan's (1986,1997a) process demands seeing organization fiom a variety of 

points of view. This in itseif contributes to understanding that there are many legitimate 

ways ofseeing situations and that no one way of seeing is the tmth. The method 

requires double-lwp and critical thinking and bolstering confidence in one's own 

inîuition. 

Chia (1996) discussed the use of metaphor in organizational analysis producing 

"multiple static images" (p. 130-t is, seeing organization in a variety of ways-and 

also as a process that he d e d  metaphorkation. Metaphorization involves challenging 

one's own perspectives. Chia described this concept in the following way: 

The purpose of using metaphors in o rganh t iod  analysis is not so much about 
whether organizations are m e r  understood as "machines," "cultures" or 
"psychic situations;" rather it is about a slow and stratifieci deconstructing of 



deeply entrenched and therefore ''taken-for-granted" modes of o r d e ~ g ,  
concepts, categories and priorities, ai i  of which collectively work to 
circumscribe the outer limits of contemporary managerial discourse. 
@p. 130-131) 

In my expexience, using Morgan's process started with seeing o r g d t i o n  as a 

combination of ïnultiple static images," which, when taken together, portray part of the 

character of the organization. However, using the process extensively led me not ody to 

expand my repertoire of orgauizatiod theory and organisrational "reading" skills, but 

also to fïnd that the process helped me to refiect upon, piece together, affirm, and work 

on internaliEng a professional identity and philosophy of my own. 1 have found that 

undeaaking this study has helped me to lead and manage with a broader range of 

understanding than I possessed prior to the study, because the process pressed me to 

cl* rny personai philosophy by challenging, confimüng, modifyiag, adding to, or 

eliminating some positions 1 had held earlier. As a resuit, 1 began to develop a more 

consistent, wider, and deeper philosophy about how to work with people and how to 

consider and approach organizational situations. The activity of developing my personal 

philosophy was enhmced throughout this study and is something that 1 will continue to 

develop long d e r  it is finished. 

On a broader scale, people in educational orgaxhtions may benefit h m  

engaging in metaphorid analysis, for the purposes of understanding and possibly 

changing their contribution to educational process. In this research, the consideration of 

activities related to the curridum for the rniiienium task force suggested that 

curriculum is as complex as organization. An approach to examining cunent 

contributions to educationai process might be that people in educationa1organi;rations 

consider using the existing metaphors presented in l i g e s  of Organization (1986, 

1997a), and in Imoginizan'on (1997b). almg with metaphors in the litemture that relate 

to cinriculum to gain a comprehensive amy of iasights into theû combined 

organizatonai and cUmcuiat character. However, as Morgan (1997b) suggested in 



Imaginization, people should not be constrained to ushg established metaphors and 

should also create new metaphors that challenge and possibly lead to modification or 

enhancement of their current practices. Hence, explorhg the literature for metaphors 

that are used to emphasize vdous points of view and creating new and unique 

metaphors of c d c d u m  rnay offer insight into the orgmization's involvement in 

developing educatiod philosophies and practices. For example, Pinar, Reynolds, 

Slattery and Taubman (1995) in Understanding Curriculum have conceived of 

curriculum as "historical te*" "politicai text," 'Vacial text," "poststructuralist, 

deconstnicteâ, postmodem te*" "autobiographicaVbiographid te*' "aesthetic te-', 

''theological text," and "institutionalized text" to name some. By adopting and adapting 

Morgan's metaphorical mode1 of d y s i s  to aspects of organization that are unique to 

that organization, such as curriculum in the case of educational organizations, existing, 

underused or new metaphors may emerge and serve to expand understanding and role in 

the evolution of processes of which they are a part* 

Furthemore, moving now to a system-wide scale, metaphorical analysis, when 

used to compare and contrast different types of educational organizations might lead to 

an understanding of how such organjzations together create their educational system. 

For example, in the interviews conducted for this resemh, one respondent 

characterized technid institutes as 'kale" and community coileges as "fernale." Using 

metaphors such as these could open up a dialogue on educatiod philosophy and role 

within the system. An understanding of role may in tum provide opportunities for 

enhanced integration of the system, and possibly smoother transitions for students h m  

one o r g h î i o n  to another. 

Another skül that the proccss helped me, and may help others and systems of 

others, to develop vas that of putting together a story of the otganhtion, through the 

diagnostic readings and criticai evaiuation storyiines. 



At a point in time, as a contributhg member of a management group, it becornes 

necessary to share one's obsewations and interpretations of organizational situations. 

According to Clark and Salaman (1996), management consultants and, 1 would adù, 

managers, need to be "story tellers attempting to create a reality for their audience (i.e., 

clients) which captures their imagination and cornmitment" (p. 175). Whether one is a 

consultant or a manager within an orgauization, the ski11 of story telling helps to 

communicate "ways of knowing organizations" (p. 180). in this regard, Morgan (1996a) 

spoke of the significance of bis book, Images of Organization, as follows: 

My conscious aim was to position the book in a way tàat was accessible to a 
wide audience, framing it within the context of a manageriai orientation that 
stressed the utility of using Merent metaphors for capturing different aspects of 
orgdzational reality, and for diagnosing and acting on organkational problems. 
Undoubtedly, it 'privileges' a managerial point of view. But the deeper aim of 
the book is to mode1 a way of thinking that uses metaphor to confiont and deal 
with the complex, and paradoXical, charmer of organiirational We. (p. 238) 

1 found that Morgan's (1 986,1997a) pmcess helped me develop an outline for 

writing a story about an organhtion and the possible realities that could be created. 

The metaphorid aoalysis process provided a method that could be used to order and 

classify my pmeptions, which in tum helpexi me to make sense of a complex, and at 

times confûsing, situation. 

In this study, three major contributions of Morgan's (1 986,1997a) method of 

situations and deciding on subsequent actions were identified. F i  the process itself is 

accessible at a range of levels of learning h m  basic knowledge through to the more 

eidvmced evaluation level. Becaw of this, Morgan's process can be used by people at 

varying levels, and di will achieve types of successes related to reading and evaluating 

organilations and developing action plans. Iri other words, the method has something 

positive to offer to any person Who chooses to use it. Second, the process entails seeing 



o r g h t i o n  in different ways. As a result of trying to understand various 

complementary or competing views, people may find that they reflecton their own 

views and, as a result, sttengthen their own philosophies relative to how they work with 

and understand people and situations in organiiratiom. Hence, the process may help 

people cl* their own personal philosophy. Third, the process offmd a way to 

diagnose and evaiuate organizations. This made it possible to describe current, 

perceived reaiities as a diagnostic reading and to create possible new realities in the 

form of aitical evaluation storylines. Hence, using the process may help people piece 

together "storiesn of organiirrrtion that may possibly help others to see features of 

organization in a changed and potentially meanin@ way. 

Limits and Weaknesses of the Ei~ht-Meta~hor Mode1 

In this research 1 worked closely with Morgan's eight-metaphor model and as a 

result of that experience validated its strmgths. An attempt is now made to consider 

potential Iimits and weaknesses. 

The eight-metaphor model seems to be subjective in nature because it is heavily 

dependent on analyst7s perspectives, intuition and interpretation of perceived multiple 

realities. Theze are no predictable outcornes expected h m  the d y s i s  except that 

various views of organizational characteristics will be presented, and those views may 

not npresent empincal, generalizeable data. Furthemore, if persons vïew organization 

as a tangible, unidimensional and static entity which they "understand," they may deem 

analysis of the organilation h m  different perspectives as inelevant. In addition, 

because the eight-images model is dependent on the interpretation of organkational 

characteristics by analysts, it may allow them to see whaî they want to see and 

potentially serve to suseain sta tu  quo. In this way, the model may becorne a 

1egitinnPng activity for creating realities that are cornfortable to the analysts, or that are 

voiced by those participatirtg in the d y s i s  and who have the most power and 

infiuence. 



If an o r g h t i o n a l  d y s i s  is conducted using only the eight metaphors 

presented in Imges of O*gmriatiotz (1 986,1997a), as demonstrated in this research, 

analysts must be aware that they have only a partial understanding of the organization 

under study. Although perspectives may be broadened by using the eight-images model, 

nevertheless, observations that do result fkom the d y s i s  are contained withh the 

scope of the metaphors used. In Ikginization (1997b), Morgan urges people to identiQ 

and explore other metaphors that might provide insight into unique organizational 

characteristics that otherwise may not be investigated within the bounds of the eight 

metaphors. 

The and space bind any activity, and the activities within this model are no 

exception. The diagnosis and evaluation that r e d t  fiom the aiialysis are, therefore, 

directly related to the tirne and space within which they were conducted. Organizations 

are constantly changing and those using the model shouid be mindfiil that the anaiysis is 

limited to the tirne and place within which it was conducted. This observation applies to 

a l l  types of analyses of "living systems" and is not solely particular to Morgan's eight- 

metaphor model. 

When using the model, the anaiyst is encouraged to view situations h m  a 

variety of e v e s ,  which places the aaalyst, theoretically, in the position of behg 

an extenial observer of orght ion .  On the other hanci, the manner in which analysts as 

involved action mearchers "sec" organization using the eight metaphors is an extension 

ofthemselves. Men working with the model, then, anaiysts engage in a paradoxical 

experience, where they rnay sense that as external observers they have suspended their 

own views, and yet, the manner in which they make sense oftheir observations as 

action researchers is uniquely their own. So, persans rnay not always recognize that the 

d y s i s ,  encompashg multiple metaphorid views, is an extension of themselves and 

not an entity that exists independently and sepamte h m  themselves. The analysis wiiI 

be biased by the preferences of the d y s t  as action researcher. 



Last, the model is based on a vast knowledge of orgmizational theory and 

depends on abilities of people to intellectually connect with the eight different points of 

view. Hence, using the model in its fullest sense as an analytical fhmework is 

demanding in terms of leaming theory and expanding personal rnindsets. 

In summary, Morgan's (1986,1997a) metaphoncd method of organizational 

analysis is accessible to people at various levels of intellectual engagement, encourages 

cntical thinking and clarification of one's own views and philosophies of o r g h t i o n ,  

and provides steps that lead to understanding aspects of an organization and to 

developing thoughdul plans for possible fûtures. With regard to potential limits and 

wealmesses, obsewations arose regarding the possible subjectivity of the model, the 

parameters of the model related to possible confinement by the eight images and the 

tirne and space of the analysis, and the paradoxical nature of the model which places 

anaiysts ostensibly in the position of extemal observea and also as involved action 

researchers. In addition, ifaü eight images of organization are used in an d y s i s ,  the 

model demands extensive knowledge of organizational theory and the ability to engage 

intellectually with different points of view, even though some views may not be 

personaüy embraced by the analyst. 

The foregoiag obsewations relate back to Research Question 1 and focus on 

how the processes within Morgan's (1986, 1997a) method provide those who use the 

method with enhanced personai skilis: striving to achieve advanced levels of leaming, 

critical ttiinking, and abilities to evaluate situations, devise plans of action, and create 

echoes and stories of o r g h t i o n .  The process may also be deemed subjective, as a 

potentidy bounded fiamework, and as paradoXical in that it places analysts in 

potentially contradictory mles as e x t d  observers and as action researchers. In the 

next section, the subproblems that accompanîed Research Question 1 are addressed. 

They focus not on bcnefits of proces, but rathet on outcornes of the process. 



Question 1 subproblems related to the specific application and outcome of 

Morgan's (1986,1997a) method in a college setting; they were as follows: 

Considering the scenarios addressed in this study, what metaphorical 

orgmhtional views appear to be evident in each college scenario? 

Based on the comments and observations provided by study participants, what 

critical evaluation storylines could guide the college in fiiture activities relative 

to the scenarios addressed in this study? 

The subproblems were addressed in Chapters III and N of this thesis. To work 

on the nrst subproblem, participants' comments which appeared to reflect each of the 

metaphorical views were grouped in order to develop a h e w o r k  for the 

organkt iod conte- described in Chapter III. Next, the college characteristics that 

emerged fiom the o r g h t i o d  contexts were summarized in a diagnostic reading for 

each scenario and presented in Chapter IV. In order to address the second subproblem, 

critical evaluation storylines were developed for each scemio and presented in 

Chapter IV. The storylines resulted h m  synthesking the college characteristics and 

putting forth possible action plans for the fhre, based on the insights gained through 

developing organizational contexts and diagnostic readings. 

Had this study progressed to the level of actively initiating planned fùtures, the 

critical evaluation storylines would have been a sp~gboard for discussion with 

rnernbers of the coIlege in facilitated group sessions' where a shared storyline for the 

friture wouid have been collectively created. In the case of this research, Chapters Iiï 

and N were circuiated to study participants for their review, to ensure that their 

comments had not ken taken out of context and that they approved of their comments' 

inclusion. At the same time, all participants were asked to react to the organiirritional 

conte-, diagnostic readings, and critical evaluation storylines. In subsequent follow-up 



telephone conversations and some electronic mail communication, study participants 

commented on the organkational contexts, diagnostic readings, and critical evaluation 

storyiiues developed in this study for the four scenarios. 

One administrator commented that the organhtional contexts reflected the time 

of the shidy, and one executive officer affkmed that the contexts and diagnostic 

readings made seme for understanding what was happening within the organkation at 

the the. 

Four peop lmne  instructor, two administrators, and one executive officer- 

noted the comprehensiveness of the organizational contexts, as well as instances where 

the contexts and diagnostic readings ' k g  true." Another instnictor commented that the 

diagnostic reridings and storylines were "accurate and insightful." One administrator 

and one instnictor commented that the diagnostic readings were "hard to get into" and 

that possibly reading the entire dissertation might help in understanding the information 

in Chapter IV. 

Whereas the participants were able to c o h  the accuracy of the organizational 

"reading," they were not involved in the development of the storylines, and as a redt  

they felt neither invested in nor as inclineci to comment on the storylines. One executive 

officer, however, volunteered that the diagnostic readings and critical evaluation 

storylines served as a good scen.ario-building model, providing that those who used the 

method retained their fluidity and abiiity not to compartmentaiize. The same executive 

officer noted that the criticai evaluation storyline could serve to reopen dialogue on 

curriculum within the coilege. 

In the case of aLl four scenarios, particdar metaphorhl views emerged fiom the 

"readings'' of participants' wments.  As a result of "reading" organization, a broader 

appreciaîion for the rnakeup of the coliege was achieved by the mearcher. Workhg on 

the diagnostic Teadings requinxi analytiical thinking; whereas creating critical evaluation 



storylines involved a mixture of intuition and understanding of the organization. 

Additional insights related to using Morgan's (1 986, 1997a) method are shared next 

Research Ouestion 2 

Research Question 2, Part 1, was: 

What observations can be made about Morgan's (1986,1997a) organizational 

analysis method that might provide insight for others who wish to use his process? 

In Images of Organizution, Morgan (1986,1997a) warned of various "danger 

zones" that could be encountered using his method. Some of my experiences 6 t h  those 

zones are described in the following. 

One View at a Time 

In order to work with and learn each metaphorhl school of thought, 1 focussed 

on one metaphor at a time when 1 developed the organizational contexts and the 

reflective readings. Choosing to work with the transcriptions of participants' comments 

in this exclusive and focussed manner, 1 recall feeling confident that 1 h e w  what the 

organizaton's predorninant strengths and weaknesses were at the end of each 

metaphoric nading. As a nsult, I starteci to write some recommendations at the 

conciusion of tach metaphoric reading of the orgarhtion under study. Part of using 

Morgan's (1986, 1997a) method involves keeping as open a inind as possible and not 

king impulsive and centering on particular conclusions before the comprehensive 

"reading" of organization is completed. The gravitational pull that resulted fiom being 

imrnersed in one view of organization at a time was a testimony to the tone of 

righteousness that accompanies dogmatisme It is ironie, and at the same t h e  afknhg, 

that although Morgan's method was designed to help people acquire a more eclectic 

view of o r g h t i o n ,  the manner in which 1 initiaily l e 4  and ptacticed the method 

led me into temporary bounded realities. 



Furthemore, working within one metaphorical view at a tirne created a 

cognitive and affective sensation that 1 was building up mental structures and spaces 

within which to iive out each metaphorical view. When it was tirne to move on to 

another metaphor, 1 recali experiencing a conscious breakhg down of the mental 

structures and sensitivities that 1 had developed, so 1 could make way for the changed 

thinking and feeling that would accommodate the next view. Perhaps this experience 

paralleled one of Morgan's (1996) design features, which he noted as follows: 4 have 

consciously sought to develop and mode1 a postmodern approach to organization and 

management that thrives on continuous construction, deconstruction and 

reconstruction" (p. 236). 1 recaii the tangible sense of opening up a space, then thinkUrg 

and feeling within that space, and then closing down those distinct and unique patterns 

in order to move onto another view. Some examples of my experiences working with 

the metaphors follow. 

The machine and, to an extent, the organism metaphors for me produced a sense 

of confinement and reactivity. On the other han& the flux and transformation metaphor 

left me in a fkee faii through its space, challenging my abilities to grasp complexity and 

magnitude and recognize the possibly fu-reaching implications that individual actions 

may mate. The culture, political system, and, to an extent, the psychic prison 

metaphors had a therapeutc effect for me because thinking in their spaces replaced old 

amieties with a new sense of peace and understanding regarding some orght ional  

experiences. The brain metaphor seemed incomplete to me, because 1 had anticipated 

that a part of it would be a lively and creative space, but instead it felt technical and 

scientinc. The instruments of domination metaphor made me more aware of rny naivete, 

and 1 made a mental note to explore critical theory literature later to see if any issues 

would seem personally important to me. 

The joumey thugh an o r g h t i o n  from within each metaphor was an 

intellectuaily challenging, as well as a personal, experience. As 1 Lived wîthin each 



metaphor, 1 found that I had to stop, shift, firame, reEame, think, think, think, and repeat 

the cycle, for 1 tned to see if there were parts of each metaphorid view in each of the 

four study s c e d o s .  With respect to such a systematic approach, 1 had to reflect on 

Morgan's (1 997a) comment: 

The aim is not a regimented approach where we have to apply ai l  metaphoncal 
fhmeworks to ail situations. The a i .  is not to advocate viewing organhtions 
as machines, organisms, brains, or cultures in any mechanistic fashion. Rather, 
the aim is to use an understanding of metaphor to create a sensitivity for the 
cornpethg dimensions of a situation, so that we can proceed with our 
interpretations in a flexible manner. . . . Any person trying to apply every 
metaphor to every situation in a formai or mechanwd way will get 
overwheimed by the complexity. (p. 428) 

Having completed an indepth application of the model, 1 am better able to sense 

compaing, complementary, or dominant schools of thought as part of rny newly 

acquired 'ksding" SUS. It is no longer necessary for me to be as systematic when 

anaiyzing a situation, because the %&g" now tends to come more naturaily and 

spontaneously. However, as a learner, I found it was beneficial to be systematic in the 

'keadings" by working as completely as possible with each metaphorid view. In my 

fïrst attempts to use the method, 1 thought 1 would be able to recognize the various 

metaphoncal characteristics by listening to the audiotapes of tht interviews. However, 

as noted earlier in this dissertation, my ''organi7ationai reachg" skills were not 

developed weil enough to discem the various dimensions of the situation. Looking 

back, however, 1 would not change the ma~a in which 1 worked at learning the 

method. As a nsult of this shidy, 1 have subsequently and successfbily used the process 

on an individual bas& to identify various dimensions of o r g h t i o n a l  situations. 

Hermeneutic Amroach 

Explaining one of his approaches, Morgan (1997a) said, "The way 1 develop and 

use metaphor for the present book has much in common with the hermeneutic approach 

to social analysis" (p. 381). As 1 nflected on my experience with using Morgan's 



(1986,1997a) method, the following passage from Slattery (1995) came to mind 

Slattezy described a "metaphor of a nmning Stream9' (p. 1 17). developed by Haggerson 

and Bowman in 1992, '20 explain the multiple viewpoints of haeneutic inquiry" 

(Slattery, 1995, p. 1 17). In Haggerson and Bowman's first paradigm, which they called 

rationurUteoretica2, the researcher stands at the edge of the sûeam and, as an objective 

observer, ' W e s  generahtions and predictions about the flow of the water" (p. 1 17). 

In their second, rnythologiaVptactica1 paradigm, "the researcher gets in the boat, 

expiences the stream, and becomes a participant observer" @. 1 17). In their thud, 

evoZutio~/trmrrfomational paradigm %e reseafcher becomes the Stream as a total 

participant" (p. 117); and in the fourth paradigm, caiied normutivdcritical, "the 

researchers attempt to identify al1 the manifest and hidden factors and emancipate 

themseives and others fiom them" (p. 1 18). 

For the most part, 1 experienced a strong serw of autonomous self and worked 

h m  an observer's stance when analyzing the data and "reading" the organizational 

situations. In this shidy, however, 1 worked on my own with data, wtiich may have 

contributed to the experience of being an observer. Morgan's (1 986,1997a) rnethod is 

also, and in some cases probably preferaby, designecl to work with people in facilitated 

group settiags. 

On yet another plane, 1 worked with the metaphors as intellechial constructs that 

1 couid accept, and in the process of trying to learn the metaphors, 1 moved nom being a 

participant o b m &  of the metaphorical realms to becoming as totai a participant as 1 

could be in the school of thought represented by each metaphor. And, finally, as a r d t  

of the observations that 1 made through my bcst-possible immersion in each 

metaphorical realm, 1 identined factors that the organhtion under study might consider 

liberating. My eXpenence with the method, then, was that 1 seemed to maintain an 

o b j d e d  view of reality while 1 enacted the m t e d  perspectives of a nurnber of points 



of view. 1 wondered ifmy experience was related to the very way that the method was 

developed. Morgan (1996) described Images of ûrganization in the foiiowing way: 

Cleariy Images of ûrganization is a book that is itself rooted in a dominant 
metaphorid fiame stresshg the social construction of redity. But it is not a 
"solipsist" work that denies an objective reality. Rather its position is that 
objective reality cm ody be grasped subjectively through the metaphors that 
shape our thinking. (p. 239) 

Earlier, in bis 1980 article, Morgan raised the notion that "human beings are 

constantly attempting to develop conceptions about the world" (p. 609) and "attempting 

to make the world concrete by giving it form" (p. 61 0). He elaborated: 

Through language, science, art and myth, for example, humans structure their 
world in meanin@ ways. These attempts to objectify a reaiity embody 
subjective intentions in the meanhgs which undenmite the symbolic consûucts 
which are used. Knowledge and understanding of the world are not given to 
human beings by external events; humans attempt to objectifi the world through 
meaiis of essentidy subjective processes. (p. 6 10) 

It seems to me that the marner in which I experienced the method may be resonant with 

the notions that founded the method. 

The more 1 look inward at how 1 view the world, the more 1 believe that my 

experiences and my thinking, and probably many other notions to which 1 am not 

sensitive right now come together to make a world that is mine. And 1 think, for as 

much as 1 try, 1 wiii never really how what the worlds of others are like. For me, the 

joumey tfirough an o r g h t i o n  using Morgan's (1986,1997a) method was intellechial 

and virtual, and personal. 

Befon 1 leave this topic, 1 would like to explore Morgan's (1997a) notion that 

relates to engagkg objective realities subjectively (p. 429) a bit m e r .  Morgan (1 980) 

Words, names, concepts, ideas, facts, observations, etc., do not so much denote 
extemal Wxings," as conceptions of things activated in the mind by a selective 
and meaningfûi form of noticing the world, which may be shared with others. 



They are not to be sem as a representation of a reality "out there," but as tools 
for capairing and deahg with what is perceived to be "out there." (p. 6 10) 

That a perceived reality exists, parts of which are consensuai and shared, seems 

to be a main point that would suggest that human conceptions form subjective realities, 

cognitively and personaliy; and subsequentîy, through communication, members of 

groups may agree that they share a subjective notion of a reality that then becomes a 

consemuai form of an "objectified" reality. Reality in this sense, then, is.sociaily 

tangible and "certain" for as long as consensus seemingly prevails. Ln this manner, one 

becomes an observer of a socially consîructed, tentatively certain reality which can be 

examined in search of nxognizeble traits. For without the ability to agree on redity 

a m i e s ,  we could be nowhere that we would collectively know. 

Understandine Method 

Aithough Morgan (1997a, 1997b) expanded on his methodology in the second 

edition of Images of ûrganization and in Imaginriation, I initially experienced some 

difficulty interpreting the reflective reading portion of the method. in an interview with 

Joe Katanan (1996), Morgan suggested that the process is difficult to describe in linear 

terms, and for that reason he used case snidies and stories of achial events to 

demonstrate the process. It seemed to me that the case studies did help to make the 

pmcess "live"; however , 1 also had a sense that 1 was involved in an application of a 

p m c e s ~ c i n c a l l y ,  the reflective nading portion wmprising diagnostic readings and 

critical evaluation storyîine4-before 1 had an introduction to what the overail process 

was trying to achieve. Furthexmore, the marner in which 1 experimented with Morgan's 

mode1 took me fiom creating organizaîional contexts by using the relatively substantive 

descriptions of theories and connecting those with participerts' descriptions of 

situations, to a mode where analyticai thinking was closed off and intuitive, and 

personal -es took over for the criticai evaluafion storylines. This leap h m  thinking 

in temis of somethhg in a situation being like something in a theory to following one's 



own intuition and gut feeling challenges the usa to be somewhat of a scientist one 

moment and somewhat of an artist the next moment. 

On another point, 1 want to note that using the method was fun. Once the initiai 

watk-thtough of the organi71itional scemios had been completed in the systematic 

mode that I chose and which resulted in orgmizational contexts and diagnostic 

readings, the next step was to mate critical evaluation storylines. Intuition and personal 

mindsets are called to the forehnt to 'Wte" the storyline for the organization. And it 

was fun putting the pieces of the puzzle together to mate a desired and prefemd 

picture. The metaphorical views of organisration that seemed appropriate emerged with 

a type of emphasis based on the diagnostic reading. Having completed a 

mdtidimensionai naduig of organilation, the friture organizational directions that codd 

be considered seem to be clear. Although the diagnostic reading may be perceived as 

two-way, in actuaüty the nadings are at least three-way because they involve a meshing 

of the situation with the metaphorical frames with the personal f h e  of the analyst. 

1 found that the diagnostic readuigs and criticai evaluation storylines that 

emerged were somewhat surprising in that they were not, in al1 cases, what I would 

have identified as current o r g h t i o n  tbrusts nor as possible next activities, had 1 not 

undertaken the organhational analysis process. In this sense, my expenence was similar 

to that outlined by Morgan (1997a), who noted: "Effective readings are generative. 

They produce insights and actions that were not there before. They open new action 

opportunities. They make a difference" (p. 372). 

Reflections on Studv Scenarios 

Four scenarios were developed for participants to consider and comment upon. 

In retrospect, 1 feel that Scenario 3, related to the coliege mission statement, presented a 

cornplex notion in tams that were too simpie. Asking participants to consider whether 

an envllonment exists "out there" or is m t e d  by the actions of a collective p u p  of 



people may have been more meaningfbi had people had the opportunity to explore the 

notions beneath those particular world views. As 1 analyzed and worked with the 

scenario, 1 realized that it was the resuIt of my overly zealous, and not mindful or 

pensive enough, wish to understand a mission that 1 now Uiink of as based in a 

hctionaiist view of the world rather thau my own inclination toward an interpretive 

view. Of the four scemrios, I felt that 1 may have biased the possible responses fiom 

participants because Scenario 3 basicaily led people to consider two specific options. 

An ovewiew of Part 1 of the study has been provided. The focus in this part was 

to interpret and apply Morgan's (1 986,1997a) method of organizational analysis and 

provide observations on the experience. 

Part 2 

In Part 2 of this dissertation, 1 explored the uaderlying assumptions of the 

metaphors w d  in Morgan's (1 986,1997a) Images of Orgunization by considering their 

possible relatiomhips to paradigms presented by Burreli and Morgan (1979) in their 

Sociologfcal Pmodigmr and OrganisationaI Anui'ysis. Aithough using the metaphors for 

analysis in Part 1 helped me partidy to understand the complexity of the organization 

under study and provideci me with a more comprehensive base upon which to design 

possible futurr action plans, 1 found that I had not yet completcd rny quest related to 

understanding the fouudations of the o r g h t i o n .  As a r d t ,  1 undertook Part 2 of this 

study end sought to cl- metaphor-paradigm relationships. The third research 

question became: 

What relationships appear to emst among the metaphoncal schools of thought in Images 

of Orgmization (Morgan, 1986,1997a) and the world view paradigms in Sociological 

P a r a d i ,  and Organisatioonal Anrilysis (Burrellâ: Morgan, 1979)? 

This part of the research was descriai in Chapter V. In the foUowing, an 

outiine of fïndings is provided. 



As a first step, 1 familiarized myself with Bucreil and Morgan's (1979) 

paradigms: hctionalist, interpretive, radical humanist, and radical structutalist. 1 ais0 

sought additional literature written by Morgan (1986, 1997a) conceming metaphor- 

paradigm relationships. As a result of these efforts, it seemed to me that the machine, 

organic, and brain metaphors, as presented in Images of Organuation, represented 

schools of thought that shared assumptions of the hctionalist paradigm. The culture 

aud politicai metaphon appeared to reflect interpretivist assumptions, and the psychic 

prison metaphor related to the radical humanist paradigm. The flux and transformation 

and the instrument of domination metaphor seemed to cohere with the radical 

structuralkt view. Given that B m U  and Morgan conceived of the paradigms by 

clustering like assumptions related to the natm of science and to the nature of society, 

my exploration of metaphor-paradigm relationships suggested that the five metaphors 

categorized in the fiinctionaiist and radical structuraiist paraâigms seemed to assume an 

objectivist stance concerning the nature of science and by endomhg a reality "out 

there," and that the five metaphors categorized in the f'unctiondist and interpretivist 

p d g m s  were inclineci to view the nature of society as somewhat unined that allows 

for seeking out more regulatory traits' than tadical. 

In this study 1 endeavored to locate the metaphors within paradigms on a broad 

base and did not undertake the additionai, more detailed analysis of d e t e r d g  the 

extents to which the metaphors feil into the paradigms in ternis of being purely within 

one paradigm or of tending to lean toward some assumptioas that belonged to another 

p - d k m -  

Using this initial exploration and plotting of metaphors in relation to paradigrru, 

1 teturned to the diagnostic rradings and aitical evaiuation storyhes developed in 



Part 1 of this study to identify possible foundations of the organiiration under study. 

Based on my interpretation and gmuping of participants' comments into representations 

of metaphorka1 views and my understanding of metaphorid-paradigm relationships, 1 

speculated that finictionaüst views were predominant in the college at the tune of this 

study. Next, considering the composition of the critical evduation storylines, which I 

had set forth as possible directions for fuhue action, 1 found that some emphasis 

remaineci in the fimctionalist p W g m  and that interpretivist and radical structuraiist 

paradigrnatic views had been added. 

Implications of the Study 

The findings of this study may serve as a bais for ongoing dialogue and 

reflection for those people at the coilege who participated in this research. In addition, 

those persons were introduced to Morgan's (1 986,1997a) method of organizational 

analysis, and they may choose to assess and expriment with it in their future activities. 

The endeavor to understand metaphor-paradigm relationships may help people 

who work with Morgan's (1986,1997a) method of organizational analysis gain insight 

into the preferred ways of seeing and creating organizatiod reaiities. The metaphors 

are not world views in and of themselves, but rather are groupings of schools of thought 

that share lüre assumptions about the nature of science and society. 

This research provided affirmation that the method provides a way to interpret 

and categorize organkatiod events and world views; and although the method itself is 

a creation based on other d o m  of reality, nevertheless it serves es a sensemaking 

modality. 

Possibilities for Ongoing Research 

The more 1 worked with Morgan's (I 986,l997a, 1997b) method of 

organi7afi01181 amiysis, the more 1 appreciated its wmplexity and scope. As a result of 

workhg with the mahod in this research, 1 raise the foilowing possibilities for ongoing 



research that would focus on particular aspects of the method fomd in Images of 

Organization and Imaginkation. 

Resemh on the implications of using metaphor in organizationai analysis may 

provide additional insight into what the method reveals and conceals in an d y s i s  and 

how or whether using metaphor helps users to enhance their organizatiomd andysis 

capabilities and contributions. On another plane, studies on ways that the method 

endorses postmodern and hermeneutic stances, for example, could be undertaken for the 

puposes of gainhg additional uader~fatlding of the assumptioas that underlie the 

method Another area of research might focus on a more in-depth exploration of 

metaphor-paradigm relationships. This might help people who use the method to 

understand mon consciously to which assumptions they personaily subscribe in their 

day-to-day wtivities, resulting in the creation of realities. 

In terms of BurreLl and Morgan's (1 979) Sociological Pmadigm~ and 

Orgmisationul Amlysi', d e s  that revisit those pmdigms and consider their 

relaîionship to movements and trends in organi7ational analysis over the Iast 20 years 

might suggest whether there are changes in societal and organizational world views. 

Another study rnight focus on the assumptions of more recent theones of organization 

and their relationships to the four paradigms outlined by Burrell and Morgan for the 

pinposes of understanding the foundations of theory that has been intmduced over the 

last 20 years. 

The suggestions for additionai research thai are provided here tend to extend the 

theme and genesis of this study, and that relates to understanding foundations of various 

world views. 



Conclusion 

Morgan's (1 986,1997a) mode1 of organkationd analysis is accessible to 

persons at their own various levels of leaming, and in this manner it makes a broad 

contribution to the field of organizational analysis by assisting people with basic to 

more advanced levels of understanding organization. Reflective and criticai thinking are 

inherent in the rnethod, and, as such, people who use the method may benefit personaliy 

by enhancing their thinkuig skills. As a result of reflective thinking, people who use the 

mode1 may find tbat they cl* and commit to certain personal philosophies of their 

own related to how they perceive their own world Furthemore, in addition to helping 

people acquise skiils to "tead" and evaluate organization, embedded in the method is a 

sûucture that can assist people in creating "stories" of organization that others may fhd 

resonate because of the comprehensive nature of the analysis and evaluation. 

The method provides an opportunity to view organization fiom the vantage 

points of eight schools of thought, and this practice offm people the chance to acquire a 

broder grasp on the complexity of o r g h t i o n .  In this study an endeavor was made to 

identQ the underlying 8ssumptions of the eight metaphorka1 views; and, in this 

manner, the method of organizational anaiysis was extended to another foundationai 

level of examination. 

Having undertaken this quest to seek understanding by intetpreting and 

identifying traits of an organi7ation through the filters of various coIlStNcted realities, 

inclucüng my intqretations of study participants' comments, organi;rSitionai contexts, 

metaphorical images, and paradigrnatic assimiptions, 1 found myself reflecting upon and 

questionhg the bomded and nominalist nature of my entire inquiry. Using the method 

has made me more mindful of my limitations, and at the same time has left me with an 

expandecl capability to amlyze, categorize, and suggest optional next directions for 

cornplex organbati01lEtl siWons. 1 brought all  of myself to this study and endeavored 



to find ways to better understand orghtion.  As a resuit of trying to apply Morgan's 

(1986,1997a) metaphorical method of analysis and understand Burrell and Morgan's 

(1979) sociological paradigms, 1 may now make different types of contributions to 

creating organirational realities than 1 would have made before 1 tried to understand 

foundations of thought and action and, hence, ways of s&g a world. 
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FOUR STUDY SCENARIOS 

Scenario 1: Collaborative Governance 

Collaborative govenumce principles were adopted by the college in 1991. An 
exploration of those principes demonîhates thut a variety of fornul 
administrafie structures und cultures are in place to deal with the cornplex 
college milieu Given this complexity, each distinct structure and culture tends 
to work well in the realization of certain principles, but not as well for some of 
the other principles. 

Guiding Questions for Scenario 1 

Which formai administrative structures d o r  college cultures have helped or 
hindered your efforts to realize coiiaborative govername, given your understanding of 
the collaborative govemance principles? 

1.1 Can you provide examples of times when coilege structure or culture 
resonated with or supported your efforts to realize collaborative 
govemance? 

1.2 On the other han& c m  you provide examples of which types of structure 
and culture hindered your efforts to d i z e  collaborative governance? 

1.3 Given your experiences, what practicd suggestions do you have relative 
to how college structures and cultures can sustain or advance 
coilaborative goveniance? 

Scenario 2: Cumcuium Task Force 

Ciimculurn can be perceiveci as a space created for leaming. This space, 
however, is heavily influenceci by any number of factors, including institutional culture, 
administrative structures, and divisionai a d o r  program cunicular focus and purpose. 
Within the cornplex setting, the wiiege task force on curriculum for the millenium 
brought forward recommendations to be acted upon by all persons, prograrns, and 
divisions across the coilege. 

Guiding Questions for Scenirio 2 
. In your experience, how have the college's various administrative structures and 

cultures i m p d  on the realization of curriculum for the milleniun recommendations? 

2.1 Can you provide exampIes of how college administrative structures and 
college cultures have rrsoaated with or supported your efforts to act 
upon the cUmculum recommendations? 



2.2 On the other han4 can you provide exarnples of which administrative 
structures or college cultures have created tension or barriers in your 
efforts to act upon curriculum recommendations? 

2.3 Which of the recomrnendations do you feel will thnve or wither in your 
particular administrative, divisional or program structure and culture? 

Scenario 3: Mission Statement 

The summary mission statement for the college is: 

"Lifelong lemning, responsive to the community. " 

nie phrase is deeply embedded in the consciousness of d staff and is easily and 
often stated. Coilege staff members' thoughts and actions are greatly infiuenced by the 
notion that the wilege's mission is to "respond" to communities or environments. There 
are at leest two ways that this "responsive" mode can be understood. 

In the first mode, members of the college respond to an environment made up of 
opportunities and threats 'out there.' They make plans to deal with the situations they 
discover, and then analyze how successful they were in sunriving against the outside 
world. In the second mode, college members do not think of the community or 
environment as a domain separate from the coliege. Rather, they lmow that their 
interactions on behalf of the college help to mate  the very conditions that ultimately 
shape the community or environment within which they work. They understand that 
they create conditions so that they evolve as part of and as fidl participating members of 
the community or environment. 

Guiding Questions for Scenario 3 

In your experience or opinion, how are the "responsive" modes of connecting 
with the environment played out at the college, and what impact do they have on 
college stnrctum and culture? 

3.1 Where, when, why, and how have you experienced or acted in the ode of 
viewing the community or enviromnent as a separate domain "out there" 
to be nsponded to? 

3 2  On the other han& where, when, why, and how have you experienced or 
acted in the mode of participating in the cornmunity or environment 
because it is "part of your own world"? 



Scenario 4: Task Force Process 

In the past decade, the coiiege used task forces to consider two areas: 

coilege govemance, and 
coliege curriculum for the new d e n i u m  

An aspect of task forces is that they mate attention, interpretation, and 
rewmmendations that impact on an organization's operation. By vimie of their 
mandate, size, and composition, and because they focus only on some aspects of 
highly complex situations, task forces may be limited in their ability to ident@ 
al1 possible directions that could benefit the coiiege. 

Guiding Questions for Scenano 4 

To what extent do task force processes and outcornes contribute to meaningful 
change in the coiiege? 

4.1 In your expexience or opinion, how has the task force process, fiom 
inception through to foilow-up ativities, impacted on coliege structure 
and culture? 

4.2 What alternatives to task forces could be introduced at the coiiege? 



Invitation to Participate in Research 

PhD Thesis - Ann Marie Wilson 

Every day, as academic leaders, administrators, inshuctoa and nonacademic 
staff, decisions are made and actions taken that manifest themselves in the form of 
organizatiod culture and structure. Taken as a whole, in a college setting, those actions 
make up the environment in which shidents experïence leaming and living. Dennite 
world views i d o m  decision making and action taking, whether people are entirely 
conscious of them or not, 

My PhD research is concemed with exploring the variety of world views that 
shape the creation of cul- and structure at the college. In order to keep the shidy 
manageable, only a smaii portion of decisions made and actions taken can be 
considend. Therefore, the areas reviewed in this research relate to the college's 
collaborative govemance principles, c ~ c u l u r n  recommendations for the millenium, 
mission statement, and ta& force process. In addition to identifjhg which world views 
appear to be present within the coIlege, the research wiil also seek to identa how the 
world views intersect with one mother. 

1 anticipate that the research wiii open a dialogue on some coliege scenarios. As 
weli, the discussions may remit in some insight regarding what underlying assumptions 
and belief systems are at the core of college operation. Furthemore, participants might 
find that the process used to explore world views provides yet another diagnostic tool 
for understanding coliege operation. 

Should you decide to participate in this study, your role would be to respond to 
college scenarios that I have prepared, by commenting on your experiences. *This cm 
take place in an interview or a focus group session; the choice is yours. 1 will treat your 
responses confidentidy and will iiphold anonymity to the extent possible, given that 
this study is king conducteci at only one college. You will not be referred to in the 
study by an alias name nor by your specific title, but rather your respomes will be 
grouped with those of broad occupational sectors. For example, depending on your 
position, you will be referred to as an executive officer, administrator, or instnictor. 

If you have fûrther questions about the study, you can caiI me at (telephone 
number), or you can contact my Thesis Supervisor, Dr. Margaret Haughey, Department 
of Educational Policy Studies, University of Alberta. 

I wili  contact you within the next week to see if you are interested in 
participating in this research, 1 appreciate your consideration. Scenarios, guiding 
questions, and reference material relevant to the scenarios are attsched. 

[*Note: AU respondents chose individuai interviews.] 



CONSENT LEïTER 

This confirms that 1 have fkeely agreed to serve as a participant in Ann Marie 
Wilson's PIiD research. 

1 understand that I wil l  respond to scenarios prepared by Am Wilson on college 
coliaborative govername principles, c ~ c d u m  for the milîenium recommendations, 
mission statement, and task force process. In so doing 1 agree that I am not at any more 
risk of king harmed physicaiiy or mentally tbaa 1 am in my everyday iifie at the 
coilege. 

The mearcher' AM Wilson, has guaranteed that she will treat my responses 
~onfidentiaiiy~ and that she will uphold anonymity to the extent possible, recognizing 
that the research be conducted at only one college. I will not be named in the study, 
nor wiU my specific titie be reported in relation to rny responses. 1 shaii be referred to as 
a member of an occupationai group within the coiiege, which shail be one of the 
foflowing: executive officer, administrator, or instructor. 1 will have the opportunity to 
review what AM Wilson has written with regard to my responses and observations, and 
can instruct her to omit any information that 1 do not want included in the study. 

I have the right to withdraw h m  the research without penalty or risk of any 
kind at any tirne. 




