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Comparing Organizational Theory to Practice:
Using Communication to Describe a Consensual Organization

Introduction
Chapter One

Overview

In this decade, educational reform has and will continue to endure phenomenal

change. Currently, higher education embarks on radical alterations in instructional

systems design (Dick et al., 1990). These institutions shift from content-focused

curriculum to learner-focused curriculum (Stiehl et. al, 1994). Content-focused

curriculum emphasizes the product of education as opposed to the process of education.

The learner's process of comprehending the information is secondary in content-focused

curriculum. Learner-focused curriculum places a more balanced value on both content

and the process of learning. As a result, individuals within university institutions are

forming consensual organizations to promote the education in and application of learner-

focused curriculum. These types of consensual organizations mirror the learner-focused

curriculum that they promote. The structure of these consensual organizations utilize

their members to promote their message. The process then becomes as important as the

product of education. Iarmello (1991), a human relations theorist, defines consensual as

"a collectivist and cooperative process" (p. 27).

Research Problem and Significance

1. Study group

On the Oregon State University campus, the IT ( Improvement of Teaching)

group represents a consensual organization seeking curriculum reformation. As defined
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by the Office of Quality and Continuous Improvement at OSU, "IT is a grass roots

faculty group discussing ways to implement improvements in teaching at OSU. It has no

formal organization, no by-laws, no officers, and no formal name" (Vergin, 1994, p.1).

IT's purpose is to generate innovative ideas about instruction in a member-driven,

informal group structure. Jonathan King, associate professor of business administration,

explains that "(t)he idea is to spread a low-grade 'viral infection' among the faculty and to

break down 'immune systems' that prevent communication" (Vergin, 1994, p.1).

The founding members designed IT to be a consensual organization within the

hierarchical structure of Oregon State University. IT's primary goal was to counter-

balance OSU's perceived hierarchical belief in content-focused curriculum. IT attempted

to use a consensual organization structure to educate OSU faculty in learner-focused

curriculum so as to give them an alternative to the universities' tendencies toward

content-focused curriculum. This approach to organizing allowed IT's members to be

involved in the process. Throughout this education process, IT believed that a consensual

organizational structure would facilitate the growth of educational opportunities for OSU

faculty. IT maintained that a member-driven message was superior to an authority-driven

message.

IT initially had two geneses. The initial IT group was the brain-child of OSU's

President John Byrne's Quality Council in 1994. Three members of that Quality Council

volunteered to pursue an interest in quality instruction on the OSU campus. President

Byrne produced an ad hoc list of professors one campus who were considered "master

instructors" by their College Deans and Department Chairs. A "master instructor" is an

individual who is considered by his/her peers and/ or department to have a firm grasp on

instructional design and delivery. A message about an instructional quality group

designed for those "interested in teaching," call IT, organized by three representatives

from the Quality Council was sent via electronic mail to the identified 40 "master

instructors." The start-up of this group was also announced in the Summer 1994 issue of
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OSU This Week, delivered to OSU faculty. The purpose of this initial group was to

generate and share ideas of quality instruction with the faculty in attendance. Out of the

40 "master instructors" originally contacted, only 20-25 of them attended the meetings.

The IT organization, analyzed for the purposes of this thesis study, was active for

one academic year. IT began its grass roots attempt at educational reform in the Summer

of 1994 with five members. By the Fall of 1994 IT generated interest from more than 80

OSU faculty. After one academic year IT ceased to exist. In the Spring of 1995 IT

documented 131 interested individuals.

IT held both formal and informal meetings throughout the 1995 academic year.

Formal meetings were announced both in the faculty newsletter OSU This Week, and on

the IT list-serv. The IT list-sery served as a electronic mail group server that IT members

used to communicate with each other. These meetings took place in the Memorial Union

and the Administration Building. Informal meetings were arranged by different

groupings of IT members that shared particular interests in curriculum reform. Common

interests among the members of IT included teaching effectiveness, higher learner

comprehension rate, and alternate instructional systems design. These meetings took

place at varying locations around the Oregon State campus, including the University

Union, the President's board room, and campus classrooms. In addition to both formal

and informal meetings, the IT core group, which makes up of the five original members

in the Summer of 1994 also held meetings to discuss the direction of the organization.

2. Research problem

A consensual organization is "any enterprise in which control rests ultimately and

overwhelmingly with the member-employees-owners, regardless of the particular legal

framework through which this is achieved" (Iannello, 1991, p. 27). A consensual

organization relies on its members for its foundation, while using energy from its

environment to create an open system. The primary goal of these organizations is de-
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alienation. This definition becomes important when comparing a consensual organization

to that of a bureaucratic organization. Max Weber (trans. 1947) defines bureaucracy via a

list of specific criteria including "a fixed division of labor among participants, a hierarchy

of offices, a set of general rules which govern performance, a separation of personal from

official property and rights, selection of personnel on the basis of technical qualification

and employment viewed as a career by participants" (p. 192). Although hierarchy is only

one organizational characteristic of bureaucracy it can be argued that hierarchy is the key

component of bureaucracy around which all other components function. Iannello (1992)

defines hierarchy as "a vertical and horizontal system of domination with varying

degrees of centralized communication" (p.17).

Since universities are bureaucracies maintaining a hierarchical organizational

structure, the infiltration of these consensual organizations raises questions about the

communication between these two opposing organizational structures. The pervasivness

of a consensual organization needs to be documented..

Study Overview

The overarching purpose of this study is to examine the communication

phenomenon of a self-proclaimed consensual organization within a classical

organizational environment. The specific purpose of this study is to determine 1) the

goals of the IT organization; 2) the goals of the people in the organization; 3) how IT

communicated about those goals; and 4) which theory or theories of organizing IT

enacted. The research methodology selected is a combination of both interviews and a

written survey, studying the members' perceptions of the IT organization. One hundred

and thirty-one potential interviews will be conducted. Audio tape recordings will be

made during the interview of the subjects conversation. At the close of each interview, a

written survey will be administered to the subject and completed at that time.
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Thesis Overview

This thesis comprises five chapters. Chapter one serves as an introduction to the

research area. It covers the research problem, significance of the topic, and an overview

of the study. Chapter two serves as a literature review of relevant theory and research.

My research questions stem from the arguments and evidence presented in my summary

of the current research and theory. Both hierarchical and consensual organizations will

be analyzed via the classical, human relations, and systems approach to organizing.

Chapter three describes the design of the study, methodology used, population

studied, data gathered, and analytic procedures employed. Chapter four provides the

results of the study and then the analytical results of the data. This data will be analyzed

via a content analysis. My interpretation of these results will stem from this content

analysis. Content analysis will be further explicated in chapter three and four. Chapter

five serves as a discussion of the results, subsidiary analyses, and appendices to the study.



6

Review of the Literature
Chapter Two

Overview

The literature review of relevant theory and research covers both hierarchical and

consensual organizations viewed via the classical, human relations, and systems

perspectives. Although little has been written specifically addressing consensual

organizations operating within hierarchical organizations, the literature does document

each of the previously mentioned organizational structures independent of each other.

The arguments and evidence presented in this review highlights the gaps in the current

literature, from which the research questions for this study will be drawn.

Classical approach to organizing

1. Overview

The classical approach to organizing focuses on task completion and specialized

communication. Specialized communication refers to communication oriented toward

the purposes of task completion. The belief that the inefficiency in most organizations is

caused by the lack of systemic management and the need for "defined laws, rules, and

principles as foundation" (Taylor, 1913; Schockley-Zalabak, 1991) is seen as essential by

the most prominent classical theorists. Frederick Taylor (1913) and Max Weber (trans.

1947) were largely responsible for developing the major concepts of the classical

approach to organizing.

2. Bureaucracy theory: M. Weber (trans. 1947)

Max Weber's (trans. 1947) theory of bureaucracy was well recognized model for

the classical perspective of organizing and a respected method for the explanation of
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hierarchy when it was first introduced in the 1940s and continues to be a well recognized

model in the 1990s (Schockley-Zalabak, 1991; Corman et al., 1995; Miller, 1995;

Andrews et al, 1996). Hierarchy refers to a group of persons arranged in order of rank,

order, or class. The organization is structured in the form of a pyramid, with the top

controlling everything. Power is centralized. M. Weber's seven attributes of hierarchy

include: "1) equal treatment for all employees; 2) reliance on expertise, skills, and

experience relevant to the position; 3) an employee's position belongs to the organization,

not the person; 4) specific standards of work and output; 5) extensive record keeping

documenting the work and output; 6) establishment and enforcement of rules and

regulations that serve the interest of the organization; 7) recognition that rules and

regulations bind managers as well as employees; therefore employees can hold

management to the terms of the employment contract" (p.650). Although hierarchy is

only one organizational characteristic of bureaucracy it can be argued that hierarchy is the

key component of bureaucracy around which all other components function. In an

organization the division of labor comes first, then come the mechanisms to support it.

M. Weber's seven attributes of hierarchy unveils the communication implications

of this classical perspective. The first attribute, equal treatment for all employees, insures

that the identification of perceived influence of the message is both executed and

controlled by the management. In this case, an employee makes an evaluation of the

message type and priority based on the rules of the organization. The socialization of

this practice is again moderated by management and trained from top to bottom. This

socialization of downward communication describes message movement from a person in

a position of authority to a subordinate or subordinate group. The flow of formal

messages can be either up or down in an organization with clearly graded levels of power

and authority. Therefore, the communication rules in the organization stem from the

overlying bureaucratic structure. The U.S. Judicial System can be used as an analogy to a

bureaucratic structure. Take for instance, an individual filing a suit through the U.S.
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Judicial System that is routed through a highly structured process of court procedures that

enforces rules for formal communication channels. This process reinforces the

bureaucratic structure by maintaining a formal hierarchy.

M. Weber's second attribute suggests that a hierarchical organization relies on

expertise, skills, and experience relevant to the position, also implies that this

specialization minimizes the focus on culture. An organization hires an employee for a

specific position, and is not considered a major contributor to the organization as a whole.

It is important to note that the contribution of the position is variable. The higher the

position, the higher the contribution. For example, there is little communication between

the court transcriber and the judge. The U.S. Judicial System does not value these

interpersonal communication relationships. By minimizing these interpersonal

relationships, classical theorists believe that the organization can yield a higher level of

productivity. This principle supports the role of specialization as the more efficient

means of work output.

Third, by analyzing the bureaucratic standard that the employee's position belongs

to the organization, not the person, we see that the competent employee focuses

specifically on the task. In the idealized form of bureaucracy the relationship of the

message function between superiors and subordinates is relatively unimportant . The

decision-making process of this message is secondary to the individual and primary to the

organization. Looking at this element in the context of the U.S. Judicial System, this

characteristic surfaces quite often in the roles of the organizational members. The courts

many times see the position of "judge" as a non-biased role that does not encourage

individuality. Rather, the position belongs to the organization, not the person, thereby

making the need for individuality obsolete since the bureaucratic structure functions most

efficiently with mute roles. By adhering to this principle the organization maximizes its

output while minimizing its input.
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M. Weber's fourth attribute, the decision-making message, occurs when the

organization sets specific standards of work and output. The organization's primary

focus is on the efficient use of people and resources, therefore the decision-making is a

management controlled variable. Working from this particular attribute, the primary

message function of organizing is critical due to the high maintenance of tasks, rules, and

performance measurements. The maintenance of these objectives, guidelines, and

evaluations of tasks can be seen more clearly in the U.S. Judicial System. Every person

in the organization has a specialized role with specific duties to carry out. The roles of

the judge, lawyers, the jury, even the court transcriber follow this structure. Bureaucratic

organizations require a clear hierarchy of decision-making among these players, with the

judge serving as the highest authority. Each role in the organization must follow formal

channels of communication, and the decision-making role comes from the top-down in

the organization.

Message structure is another important element of M. Weber's definition of

hierarchy. When considering M. Weber's fifth attribute, the extensive record keeping

and documentation of the organization's work and output, a researcher should consider

the message (the transmission of information) networks, channels, load, and distortion. It

should be noted that work and output are two distinctively different terms. An

organization's work does not necessarily imply that it will become output, however it has

the potential to do so. Work is the process of activity to achieve a task-related output.

Output consists of the goods or services produced from work. When examining a

communication network, a researcher should observe the patterns that individual channels

of communication form between group members. Channels refer to the medium through

which a message passes from the sender to the receiver. The communication is the

number of messages in the communication process. And distortion is the outcome of

communication in which meanings intended by the sender become displaced as the

meaning of the message are constructed by a receiver.
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This attribute of hierarchy provides a formal network, in a primarily written

communication channel, with a minimal distortion level (communication problems with

the message) and a moderate message load (the number of messages). Again, focusing

on message structure, the direction of communication follows a vertical path. M.

Weber's sixth principle that the organization both establishes and enforces rules and

regulations that serve the interest of the organization, supports this premise.

Equivocality refers to the multiple meanings in a message. The equivocality of

the message is relatively low in a hierarchical organization. M. Weber's seventh

attribute states that rules and regulations bind managers as well as employees. The

messages throughout the organization maintain one meaning. For example, the

procedures for selecting a jury in a court case are quite specific and clear. There is

relatively low equivocality. This is necessary to ensure an affirmation of the judicial

process and the bureaucratic structure.

M. Weber's attribute that all bureaucracies maintain a chain of command,

supports the rational decision-making process by enforcing a standardization of rules and

procedures. Humans are conflict oriented beings that thrive on a rational structure.

People need structures and rules and power to satisfy this need. Consider the U.S. Judicial

System: A court case would be unruly without enforced order and procedures. The

process of a trial supports the rational decision-making process by enforcing a

standardization of rules and procedures.

3. Scientific management: Taylor (1913)

Taylor (1913) provides a model for the classical perspective, asserting his four

principles of scientific management which are: "1) the application of knowledge,

cooperation of management , and the work of the employee; 2) scientific selection of the

employee and his progressive development; 3) the unification of this science and trained

employee; and 4) A complete re-division of the work of the organization" (p. 36).
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Taylor's (1913) first attribute of scientific management, the application of

knowledge, cooperation of management, and the work of the employee, focuses

specifically on training the employees in the organization by the scientific method. If

tasks were scientifically designed and workers were extensively trained, Taylor believed

that the efficiency of production could be determined.

The scientific selection of the employee and his progressive development, Taylor's

(1913) second attribute, focuses specifically on the careful selection of workers to fit the

organization and it's rules. He contended that management is responsible for defining

one best way to perform tasks. Taylor suggested that inefficiency is fostered by allowing

workers to determine how tasks should be performed. By the scientific selection of the

employee, the organization can ensure that workers adhere to the one best way of task

completion.

The third attribute of scientific management, as explained by Taylor (1913), the

unification of this science and trained employee, focuses on discovering the scientific

method for tasks and jobs . To implement scientific task design and measurement in the

organization, Taylor suggested that management has the sole responsibility for adopting

and enforcing work standards (Shockley-Zalabak, 1991, p.87).

The complete re-division of the work of the organization, Taylor's (1913) fourth

attribute of scientific management, focuses on balancing the work between management

and workers while enforcing a well-defined chain of command and very specific division

of labor. Management is held responsible for developing this chain of command and

organizing a division of labor based on work and measurement standards to increase

efficiency (Shockley-Zalabak, 1991, p. 87).

This model of scientific management views communication as a process that must

pass through a formal hierarchy. Similar to M. Weber's seven attributes of hierarchy,

Taylor's four principles also tend to ignore elements of culture. Messages are often

isolated to a particular position with the scientific selection of the workforce, and do not
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reflect the wholeness of the organization. In addition, the focus of decision-making

messages in scientific management relies on the efficient use of people and resources,

which makes the decision-making process a management-controlled variable. The

message function of change is relatively unimportant because management's control of

communication.

4. Communication implications of the classical approach

In a classical organization, communication networks (links between employees)

are formalized and interpersonal communication among peers is discouraged. Classical

theorists envision messages flowing through channels (means for transmission of

messages) from supervisors to subordinates not from subordinates to supervisors. This

message direction (movement of messages through channels) flows vertically, sending

messages primarily downward. Status differences are prominent in this type of

organization and believed to be essential for enforcing organization rules and regulations.

Organizing functions hold high importance in a classical organization to insure the task,

rules, and performance measures. Both relationship functions (individual definition of

roles) and change functions (adaptation of what and how the organization wants) hold

relatively low importance due to the authoritarian control in the organization. Both

Taylor and M. Weber viewed effective communication as rational and functional to

reduce uncertainty about task expectations and measurements (Schockley-Zalabak, 1991).

An outline of the communication in a classical organization is presented in Table 2.1.
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Table 2.1
Communication implications of the classical approach

Message Function

Organizing:
Relational
Communication:
Change:

Message Structure

Direction:
Networks:
Channels:
Load:
Distortion:

important--tasks, rules, performance measures

relatively unimportant-- superior/ subordinate
relatively unimportant-- management-controlled

vertical; primarily downward
formal
written and oral
moderate
minimal

(adapted from Shockley-Zalabak, 1991)

Human relations approach to organizing

1. Overview

The human relations approach to organizing focuses on the interactions of

individuals, their motivations, and influence on organizational events. The human

relations perspective assumes that work is accomplished by people and emphasizes

cooperation, participation, satisfaction, and interpersonal skills. It is based on three

underlying assumptions: 1) human beings are the organization's most valuable resource;

2) the interpersonal relationship is considered the building block of the organization; 3)

self-actualization for average human beings is intrinsically linked to their organizational

affiliation and identification (Andrews and Herschel, 1996, p.67).

The human relations approach emphasizes cooperation, satisfaction, participation,

and interpersonal skills (Jablin, 1985; Bendix, 1974; Goldhaber, 1983; Likert, 1961;



14

McGregor, 1960; Mayo, 1945 ). The human relations perspective focuses on the

interactions of individuals, their motivations, and their influence on organizational events.

The implications of communication in an organization is the foundation of the human

relations perspective. Since the human relations perspective focuses on the individual,

understanding the communication of organizational members becomes critical. Human

relations theorists McGregor (1960), and Rothschild and Whitt (1986) see organizations

as reflections of human behavior.

2. Theory X and Theory Y: McGregor (1960)

McGregor (1960) proposed his "Theory X-Theory Y" concept as a way to

distinguish between the classical and human relations perspectives. McGregor was

interested in the influence of human nature in the development of organizations.

Theory X summarizes the assumptions made about human nature in the scientific

management perspective. Theory X managers communicated in with a emphasis on.

downward, formal communication, no encouragement of upward communication, and an

autocratic approach to decision making. McGregor (1960) believed that Theory X

management "created an organizational climate of distrust, misunderstanding, and fear"

(Andrews and Herschel, 1996, p.68). Communication distortion was extremely high in

this type of hierarchy. McGregor (1960) believed that Theory X managers placed higher

priority on organization profits than on worker satisfaction. Workers in a Theory X

organization were seen as "economic beings who were motivated by wage incentive plans

and other tangible rewards" (Andrews et al., 1996, p.68).

McGregor (1960) proposed Theory Y as an alternative to Theory X as a way to

understand individual motivation and interactions within organizations. Theory Y

proposes a different set of assumptions about the nature of human beings and human

motivation. Theory Y let managers to "recognize the untapped creative potential of
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their employees" (Andrews et al., 1996, p.69). Table 2.2 illustrates the differences

between Theory X and Theory Y.

Table 2.2
Comparison of Theory X and Theory Y

Theory X

Downward, formal communication
No encouragement of upward comm.
Autocratic decision making
High communication distortion
Monetary incentives

Theory Y

Horizontal, informal communication
Encouragement of upward comm.
Consensual decision-making
Low communication distortion
Human motivation as incentive

3. Non-hierarchical organizations: Rothschild and Whitt (1986)

Consensual organization theory came out of human relations theory in the 1980s.

Consensual theory is an extension of McGregor's Theory Y. Rothschild and Whitt

(1986) provide several elements of a consensual organization that can be viewed via

human relations perspective.

1) Focusing on the collective authority, we can examine decision making

messages of the organization. In the human relations approach the individual creates

input which aids in improving the organization's productivity by the broad participation

in decision-making.

2) The community ideal of the human relations organization describes the

importance of culture in the organization. Messages in this type of organization maintain

supportive climates. Due to the egalitarian social stratification and minimized division of
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labor of the human relations perspective, the message structure is quite different than a

hierarchical organization. Messages in this organization take on multiple directions,

through both formal and informal networks, via oral channels of communication, with a

predictable distortion of the message and a moderate to high load of involvement. For

example, the distortion level of a produce co-op between the gardeners and farmers is

extremely high. Messages between these venders often travel through informal

networks. If the co-op has a high demand for onions on a particular week, the message

might be sent by farmer Joe who drives by farmer Dan's place on his way home, who sees

farmer Bob at the local community meeting.

3) Recruitment and advancement procedures are based on peer networks.

Consequently, the function of change in the message holds high importance for all

members in the organization due to the participative style of the human relations

approach. Communication networks consist of the formal and informal patterns of

communication that link organizational members together. In addition, the relationship

of the message between organizational members is critical due to the high peer

integration (an individual's involvement in an organization) within the organization itself.

For example, farmers who supply produce to a mutual co-op depend on their relationship

with other members of the co-op to insure that messages are delivered and received. We

can look to the socialization of these messages for a more detailed explanation.

4) The socialization of the messages is derived from the member-driven social

control, and is group generated. Communication rules for organizational messages stems

from the above socialization, because broad participation is desirable in the consensual

organization, and this power is dispersed throughout the organization. Because of the

complex integration of organizational members in the message process, there is a

moderate to high rate of equivocality. A minimization of rules in a consensual

organization make it critical that the organization of the message be clear to insure quality

and completeness or tasks, instructions, and information. Identification of these
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messages becomes important for efficient productivity. Since there are no formal rules

of communication in a co-op, it is very important that the organization establish a process

that works for it's members to insure accuracy of the message. If the co-op needs to

communicate a message to farmer Bob, they would understand that he works in the field

cultivating onions all day from 8 AM to 8 PM, and the best way to reach him is via

telephone after 9:00 PM. If the same message needed to be delivered to farmer Beth, the

co-op would need to recognize that Beth picks strawberries early in the morning then

goes to town around noon. Since Beth is difficult to reach, a messenger would be the best

way to insure delivery of the message.

4. Communication implications of the human relations approach

Effective communication is the foundation of the human relations approach.

Interpersonal communication is viewed as a potentially positive influence for

productivity. Human relations theorists recognize both formal and informal

communication networks carrying task and socially supportive messages.

Communication is a vital part of organizational decision-making. The human relations

approach utilizes a complex role for communication. Messages in this type of

organization move in all directions through both formal and informal networks. A human

relations organization uses primarily oral channels, with less emphasis on written modes

of communication. These characteristics of communication have a tendency toward

moderate to high load and a predictable distortion. An outline of the communication in a

human relations organization is presented in Table 2.3.
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Table 2.3
Communication implications of the human relations approach

Message function

Organizing Important -- tasks, instructions, rules
Relational
Communication Important peer integration
Change Important all organization members/

participative

Message structure

Direction Multiple directions
Networks Formal and informal
Channels Primarily oral
Load Moderate to high
Distortion Predictable

(adapted from Shockley-Zalabak, 1991)

Systems approach to organizing

1. Overview

The systems approach to organizing integrates organizational structure,

technology and people with the larger environment in which the organization exists.

Weick (1979), and Katz and Khan (1966) provide the fundamental components of

systems theory as it relates to organizations. These scholars view hierarchy through a

framework which assesses the organization as an open system that consists of inputs and

outputs between the organization and its environment.
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2. Systems theory: Katz and Kahn (1966)

Katz and Kahn support the belief that systems are cycles. In order to get the most

output with the least input in an organization, these scholars contend that individuals in

an organization must work collectively. However, this process unobtainable in a

hierarchy. For example, in the U.S. Supreme Court system, the gross division of labor

between justices and clerks, prevents this collective community. Because justices render

decisions, and clerks complete research, the intellectual output, as opposed to the task

output, denies a collective community. It would be rare if a Supreme Court would

maintain an interpersonal relationship with a clerk. The hierarchical nature of the Judicial

System does not encourage this collective environment.

Katz and Kahn (1966) advanced another principle of optimization, or looking for

maximum output in return for minimum input. This is another component for systems

theory. The systems perspective is "concerned with the problems of relationships of

structure and of interdependence rather than the constant attributes of objects" (p. 28).

This approach focuses on the interaction of the organization with the larger environment.

The analysis of an organization through a systems perspective can be examined in

relation to the energy put into the system, the transformation of the energy within the

system, and the resulting output of the energy. Katz and Kahn (1966) advance ten

characteristics that define all open systems. The following elements are not a

chronological process, but rather a complex intermingling of events, that at times work

simultaneously. The common characteristics of open systems include: "1) the

importation of energy; 2) the throughput; 3) the output; 4) systems as cycles of events; 5)

negative entropy; 6) information input, negative feedback, and the codingprocess; 7) the



20

steady state and dynamic homeostasis; 8) differentiation; 9) integration and coordination;

and 10) equifinality" (p. 28).

These components help to explain the communication implications of a systems

organization. Energy is imported in to the organization through variables such as time,

members experience, and materials. Due to the nature of importation of energy into the

organization, the decision-making process for the individual is weighted with a high

degree of responsibility for innovation and effectiveness of the messages. This process

encompasses energy like experiences, time, and materials, so the individual is highly

accountable for the quality of the message.

During the transformation of this energy within the system the message structure

and message function is highly variable. The direction, networks, channels, load,

distortion of the message are all contingent upon how the organization communicates

with its environment. The street market serves as an excellent example to explain the

high level of variability of messages in an organization. If business is slow on a

particular Saturday, the street market merchant might perceive the environment as

needing increased verbal stimulation. He might increase his sales if he canvases his

business buy walking in front of his table drawing in customers via direct verbal

solicitation. This would increase his message load, determined by the increased amount

of messages the merchant is sending.

Since the organization goes through stages of negative entropy and homeostasis

the message structure depends upon the relationship with its environment at that time.

Negative entropy refers to a universal law of nature in which organizations move toward
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disorganization. The opposite of negative entropy is disorganization. Homeostasis on

the other hand is a form of equilibrium that keeps a system following its established

standards of behavior. Using the street market example, if the merchant is negotiating the

bargaining price of the lamp shade in the buyer's favor, he purposefully achieves negative

entropy, but then closes the sale at a fair price for both the buyer and the seller he

achieves homeostasis. Depending on what stage the merchant is in, he will construct the

message to match the environment at that time. Likewise, the organization, relationship,

and change of the message function are also dependent on the specific organization and

its environment.

The output of the organization highly depends on the individual's commitment to

the message since the energy consists of emotions and shared information. The

organization's role in decision-making messages relies on an adjustment to the

environment. If the merchant at the street market were to not consider the buyer's input,

the merchant's decision-making process of bartering may not be in the best interest of the

organization. By placing more individual commitment on the message the merchant will

be honoring the organization's integrity. The organization itself is highly accountable for

the innovation and value of the communication.

The input, feedback, and coding process stage of a system focus on culture in the

message making process. By understanding how organizational life is accomplished

communicatively, the researcher can come to understand culture. DeFleur et. al (1993)

defines culture as "a pattern of features that characterizes either a particular group of a

distinctive social category in the society within each, people share at least some unique
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forms of language, beliefs, attitudes, and norms for behavior" (p. 465). More

specifically, culture can be identified by the communication practices which bind together

members in an organization. The generation of shared realities and values holds high

importance in the transformation of informative inputs as the organization adjusts its

structure in relation to its environment. The integration and coordination stage of a

system also supports the importance of culture in an organization. Going back to the

street market merchant, the dynamics of the bargaining process would dramatically

change if the merchant's assistant took part in the negotiation. Organizational members

working together to achieve the same goal are a result of integration and coordination.

The identification of these messages is critical to maintaining this strong culture. It is

management's responsibility to insure proper socialization of these messages. The

communication rules of these messages are based on the organization's values. The

communication implications of the differentiation stage of an open system explains how

culture facilitates the differences between this organization and other organizations.

Take, for instance, the street market lamp shade merchant. The differentiation stage

distinguishes the merchant's organization from the other three lamp shade merchants.

The messages produced within one group of people in an organization can extremely

differ from the types of messages produced within a new mix of people in the same

organization the following year.

Any variable on the organization; downsizing, increased employment,

transferred workers, can influence the culture and the messages within that culture. For

example, if the street market merchant decided to hire five additional employees due to

increased business, the new hires would inevitably change the communication that was
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once only held between the merchant and his assistant. Even the communication between

the original merchant and his assistant would change because the flow, direction, load,

distortion, and channels of messages would be altered.

The power of a message in a system is dependent on the particular needs of the

organization at any given time. Likewise, the equivocality (the number of potential

meanings in a message) of the messages can range from low, moderate and high levels

based on the particular relationship between the organization and its environment. For

example, the lamp shade merchant at the street market could encounter a young girl who

holds out two one dollar bills, stating quite simply that this is all she has and inquires

what merchandise she would be able to purchase. The equivocality for this particular

situation would be much lower than the equivocality of a salesman who approaches the

vender with an open-ended question of "How much for this lamp shade?", giving no

nonverbal indicators of which lamp shade to which he was referring.

In summary, Katz and Kahn (1966) believe that an organization usually develops

in response to the needs of the environment of which it is a part. By creating an

organization in response to this need, theorists believe that is can fill a void, produce a

new product, or contribute to a better environment. In order to do this, the organization is

reliant upon resources from the environment. The organization, then, becomes a part of a

cycle of inputs, throughputs, and outputs (Andrews et al., 1996, p.45).

3. Sense-making in organizations: Weick (1979)

Weick (1979) presents a model of sense-making that helps explain the systems

approach to organizing. Weick believes that organizing is an activity in which the
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members of the organization struggle to make sense via equivocality. This process

allows members to reduce complexity by reducing the potential meanings of messages in

the organization. This process of acting, seeing, and knowing as metaphors for the

organizing process is further explicated in Weick's theory (p. 77).

This first component, enactment, can be summarized in the following way: By

acting on the environment you change the environment. The organization thereby derives

information by acting upon and in its environment. By recognizing the need to act, the

member of that organization initiates actions that will influence the environment, that will

in turn produce feedback from which other members will act upon. Weick's stage of

engagement can better be illustrated by examining the activities of a street market. If a

merchant chooses to participate in a particular street market, this action will influence the

environment . Maybe at this particular street market there are three other merchants who

sell lamp shades. If this merchant chooses to set up shop selling lamp shades, he will

alter the environment by increasing the competition via selection, quality, and price. If

the merchant sets up shop this will influence how the buyers perceive the environment

which will influence how the merchant markets his product. The focus of enactment is

on the human process of action which is creative within its environment, not just reactive

to the environment.

Second, selecting is the process of seeing the event , applying assembly rules, and

the employment of a cycle, derived from these assembly rules. The metaphor of seeing

implies that an individual recognizes what he/she acted upon and recognizes what

happened because of this action. This stage of sense-making requires organizational
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members to perceive the level of equivocality in the input and then based on that level

select appropriate rules for proceeding to reduce the equivocality in the input, by

engaging in behavior cycles formed from the selection of rules. For example, at a street

market, a buyer asks the merchant how much an old lamp shade would go for. The

merchant is then presented with a high level of equivocality, in which he must consider

the buyer's question, the merchandise's value, and the garage sale's earnings. Based on

these variables, the merchant must reduce the level of equivocality in order to reach a

bargaining price. This process will continue until the buyer and the seller reach a fmal

sale.

And finally, retention, is Weick's (1969) third stage of sense-making in

organizations. Retention implies that an individual recognizes what he/she did, what

he/she did it upon, what the outcomes were, and what he/she will do in the future. Here

again the individual applies assembly rules, and employs a cycle to fit the rules. Using

the previous street market example, the merchant will take the knowledge gained from his

first experience of bargaining with the buyer and use that information to proceed with the

next potential sale. Once again, the merchant's interpretation and process of

equivocality will have been affected and altered by the selection stage of sense-making.

Weick (1969) insists that organizations are "processes which create, maintain, and

dissolve social collectivities, that these processes constitute the work of organizing, and

that the ways in which these processes are continually executed in the organization"

(p. 16). The act of organizing is a human activity that involves an active process and an

interaction with an organization's environment. Weick (1969) suggests that this
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collective activity is sense-making where members try to reduce the multitude of

potential meanings in messages. As explained in the street market example, the

organization engages in a process of inputs and outputs through the process of

equivocality.

When applying this theory to a particular organization it is necessary to talk about

the organization as a whole system, and not just address the participants of that

organization individually. In doing so, the researcher can explore how the organization

makes sense of itself. One member's actions reflects the entire organization if a member

is acting in the organization's cycles assembled and using the organization's assembly

rules. If there is any variation, then the member's actions would not reflect the entire

organization. For example, if the marketing director of an organization chooses to

initiate an environmental conservation campaign to promote a new product, she will most

likely send out press releases to the local media. This action is representative of the

entire organization. By doing this, the public will become more informed, thereby

possibly changing their attitude towards this organization in light of the organization's

efforts towards environmental conservation. The organization must attempt to reduce the

equivocality by interpreting and processing the reactions by the community/ environment.

This process of enactment, selection, and retention describes the sense-making process.

The promotion of this product via an environmental conservation campaign has changed

the environment thereby affecting the future actions and strategies of the organization.

The communication implications of this sense-making process have a high level

of variability. The messages in Weick's model have a varying structure, function, and
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meaning, which is contingent upon how the organization communicates with its

environment. In the first phase of the model, enactment, an individual can change the

environment by acting on it. Therefore, the individual responsibility of a decision

making message holds the individual highly accountable. The systems perspective views

an organization's members as the organization. If a member takes on the responsibility of

decision-making, then he is acting in place of the organization. Then by participating in

the decision-making process the members actions are viewed as being accountable to the

organization.

4. Communication implications of the systems approach

The communication phenomenon in systems organizations changes with the

environment. The effectiveness of communication is not only contingent upon the

organization itself, but also the environment in which it exists. Every characteristic of

message function and structure depends on the needs of the specific organizations based

on its goals and environment (Schockley-Zalabak, 1991, p.113). An outline of the

communication in a systems organization is presented in Table 2.4.



28

Table 2.4
Communication implications of the systems approach

Message function
Organizing:
Relational
Communication:
Change:

Message Structure

All functions present and dependent on the

specific organization and its environment
which is variable.

Direction: variable
Networks: variable
Channels: variable
Load variable
Distortion variable

(adapted from Shockley-Zalabak, 1991)

Comparison and critique
of hierarchical and consensual organizations

1. Overview

Using the three basic approaches to organizing-- human relations, systems, and

classical-- previously illustrated, I will conduct a comparison and critique of hierarchical

and consensual organizations. These approaches to organizing are compared to one

another in Table 2.5
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Table 2.5
Comparison of approaches to organizing

Approaches Classical Human relations Systems

Message function

Organizing: Important Important Variable
Relational
Communication: Unimportant Important Variable
Change: Unimportant Important Variable

Message structure

Direction: Vertical Multiple directions Variable
Networks: Formal Formal & informal Variable
Channels: Written and oral Primarily oral Variable
Load: Moderate Moderate to high Variable
Distortion: Minimal Predictable Variable

(adapted from Shockley-Zalabak, 1991)

This discussion will serve as a foundation for explaining the two organizations in

this thesis study. In addition, this critique will illustrate the varying degrees to which an

organization can embrace one or more of these approaches to organizing. There is no one

organization that can fully embrace only one of these approaches.

2. Definition of hierarchical organizations

Although hierarchy is only one organizational characteristic of bureaucracy it can

be argued that hierarchy is the key component of bureaucracy around which all other

components function. As defined by Ouchi and Price (1978) "hierarchy is a means of

organizing cooperative efforts among an aggregation of individuals" (p. 37). This

bureaucratic style entails rules, universalism, impersonality, tenure, stability, and
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hierarchy. It is the negation of individual autonomy, freedom, spontaneity, creativity,

dignity, and independence" (Reagan, 1989; Miller et. al, 1989; Adelman et. al, 1989).

3. Definition of consensual organizations

There are a number of scholars who have advanced definitions of a consensual

organization (lamella 1992; Rothschild, 1979; Ferguson, 1984; Maitland, 1985).

However, Iannello offers a complete description that provides an overview of each of

these scholars' perspectives. Iannello (1992) contends that a consensual organization can

be defined as "any enterprise in which control rests ultimately and overwhelming with the

member-employees-owners, regardless of the particular legal framework through which it

is achieved" (p. 27). A consensual organization relies on its members for its foundation,

while using energy from its environment to create an open system.

Rothschild and Whitt (1986) offer the most comprehensive research from a

sociological perspective regarding the consensual organization. As explained previously,

Rothschild and Whitt provide a model that outlines the major components of a consensual

organization including: "1) collective authority; 2) minimal rules; 3) member driven

social control; 4) social relations stemming from a community ideal; 5) recruitment and

advancement based on peer networks; 6) normative and solidarity incentive structure; 7)

egalitarian social stratification, and 8) division of labor is minimized" (p. 2).

Rothschild and Whitt contend in their first premise that a consensual organization

is member-driven, drawing its power from a collective authority. This type of

organization also maintains a strong sense of community, strengthening its culture by

member-driven social control, peer networks and an egalitarian social stratification,

explicated in Rothschild and Whitt's third, fifth and seventh premise. Rothschild and

Whitt argue in their fourth premise that, since the members of a consensual organization

have such a high level of responsibility to the culture of the organization, the normative

and solidarity incentive structure, in their sixth premise, excels. A consensual
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organization's use of minimal rules and a minimal division of labor, explicated in

Rothschild and Whitt's second and eighth premise, enables the organization to create a

more cohesive work structure. These researchers contend that the above characteristics

represent an ideal type of consensual organization. No one organization fits all of these

components in its entirety, rather it is merely one end of a continuum on which

organizations are defined. A consensual organization is made up of characteristics of

both systems and human relations approach to organizing.

4. Critique of hierarchical and consensual organizations

M. Weber's (trans. 1947) description of bureaucracy is an idealized form and

therefore possesses several pitfalls. Bureaucracy theory states that employees should

only act in the organization's interest, but people do not exist just in organizations. There

are three primary external factors that take priority over the organization's demands

including family, health, and other personal interests. Secondly, the ideal form of

bureaucracy is designed for the "perfect" individual, not the average person. Because of

this referent bureaucracy falls short of its expectations. Finally, bureaucracies are

engineered to deal with stable routines, and tasks to generate the highest form of

efficiency. However, the real organization cannot maintain a constant stability, so there

cannot be a stable division of labor (Shockley-Zalabak, 1991, p.87).

Throughout the 1970s, 1980s, and 1990s the scientific community has offered a

strong critique of the effectiveness of hierarchies. Gordon (1994) suggests that,

"hierarchies are dinosaurs-- lumbering, unable to adapt to the pace of change, paralyzed

by complexity, and doomed to die" (p. 25). Although his perspective might seem harsh,

many scholars support Gordon's caution to accept the traditional hierarchy (Ferguson,

1994; Iannello, 1992; Pacanowsky, 1988; Boreman, 1988; Rothschild, 1979). "There

are strong pressures in our society to accept hierarchy as the natural order of things, to

believe that authority is self-justifying, and to accept the organizational network as the
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inevitable result of progress (Ferguson, 1984). However, it is Ouchi and Price's (1978)

belief that "hierarchical organizations are naturally and inevitably hostile to the growth

needs of individuals" (p. 62). Communication in hierarchies tends to be limited by the

levels which divide the organization. One consequence to this vertical dyadic

communication is the distortion of messages passed upward in the organizational

hierarchy (Fulk et. al, 1986; Jablin, 1979; Porter et. al, 1976).

Likewise, it is possible to further understand the scientific-management paradigm

by analyzing the criticisms to Taylor's theory. The first conceptual problem of scientific

management examines the motivation factor in Taylor's four principles. Some scholars

challenge the premise that people are only motivated by money (Mansbridge, 1994;

Iannello, 1992; Rothschild et al., 1979). Taylor assumes that economic gain is a worker's

sole motivation. There are several other factors that have the potential to motivate an

individual including, healthy working environments, and normative incentives.

Although some scholars (Braverman, 1974; Gilbreth, 1953; Marshall, 1932)

support Taylor's scientific management others (Gies, 1991; Morgan, 1985) question

whether or not scientific management makes the man into a machine. They contend that

by using a rigid form of mechanization, the organization cannot achieve the innovation of

productive ideas from the workmen.

Although the communication in Katz and Khan's approach to organizing works

well in most cases, there are a few exceptions. Katz and Khan (1966) maintain that

communication within a hierarchy works to an organization's disadvantage in terms of

accessibility to top leaders and contamination of the information-getting process.

Sometimes messages and responses can take months to pass from sender to receiver in a

university. The graded levels of authority; president, vice president, managers, staff, and

secretaries; hinder the message flow which falls to the demise of message distortion, lack

of priority or overload of total messages.
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Fulk (1986) agrees that one aspect of a this type of vertical communication is the

distortion of messages passed upward in the organizational hierarchy. Furthermore, Fulk

explains that "distortion is an important problem in organization because modifications to

messages cause misdirectives to be transmitted, and a variety of other problems related to

both the quantity and quality of information" (p. 483). Since the messages in an

organization, viewed from a systems paradigm, have a large range of equivocality, we

can see that the distortion of those messages plays a key role in understanding

communication implications. For example, in a university a message must pass through

several levels of people, increasing the level of equivocality the more channels it passes

though. It is important to also note that member's of an organization often times go

around formal channels to send a message.

Rothschild and Whitt (1986) indicate factors that may limit the ability of an

organization to achieve a non-hierarchical structure. By comparing a consensual

organization to that of a bureaucratic organization Rothschild and Whitt identify four

major limitations. Initially, participatory decision making of a consensual organization

takes more time than the bureaucratic style. Participatory decision making requires that

each member in the discussion have an opportunity to state his/her opinion and be

considered equally in the decision. A bureaucratic style only requires top management to

mandate a decision to the rest of the organization.

Secondly, due to the increased amount of face-to-face communication and

consideration of the total needs of the individual, a consensual organization has a higher

level of emotional intensity than a bureaucracy. Communication in a bureaucracy could

potentially have little interaction with individual members.

In addition, the environmental constraints of a consensual organization are more

intense due to the complexity of the systems perspective inherent in the consensual

organizational design. A consensual organization must always consider the inputs and

outputs generated by the environment due to the open nature of the consensual design.
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And finally, in a bureaucracy a greater likelihood remains that the individual

differences found in a diverse gathering of people will more often lead to conflict as

opposed to a consensual structure. A consensual organization requires that a diversity of

people work together and learn methods of cooperation. Conflict, then, is a continual

process of negotiation in a consensual organization.

Study Overview

1. Overview

The previous review of relevant literature, documents both hierarchical and

consensual organizations independently of each other but little has been written

specifically addressing consensual organizations operating within hierarchical

organizational structures. The arguments and evidence presented in this review of theory

and research have unveiled this fundamental gap in the current literature, from which the

research questions for this study will be drawn.

2. Research questions

The purpose of this study is to identify the communication phenomenon

surrounding the development of a consensual organization within a classical

organizational environment. Based on the first assumption in the human relations theory,

human beings are the organization 's most valuable resource, it is important to study the

organization's priorities. This establishes the purpose behind the first research question

in this study: 1) What are the goals of the IT organization? Looking at the third

assumption of human relations theory, self-actualization for average human beings is

intrinsically linked to their organizational affiliation and identification, determining the

goals of the people in the organization will help the researcher analyze the members

priorities. This establishes the purpose behind the second research question: 2) What are

the goals of the people in the IT organization? The second assumption in the human
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relations theory, the interpersonal relationship is considered the building block of the

organization, explores the communication processes of the organizational members. This

establishes the purpose behind the third research question: 3) How did IT communicate

about those goals? Extending from the human relations second assumption, examining

the organizational structure would help to verify the type of interpersonal relationship an

organization encourages. This establishes the purpose behind the fourth research

question: 4) Which theory or theories of organizing did IT enact?

These research questions will be analyzed via Clark and Delia's (1979)

operational definitions of the fundamental communication objectives including relational,

task, and identity. Clark and Delia (1979) were the first communication scholars to

outline communication objectives in a published work. Relational communication can be

described as "the interpersonal objectives involving the establishment or maintenance of

a relationship with the other(s)" (p. 200). Task communication is "the overtly

instrumental objectives, in which a response is required from one's listener(s) related to a

specific obstacle or problem defining the task of the communicative situation" (p. 200).

Identity communication can be defined as a context in "which there is management of the

communicative situation to the end of presenting a desired self image for the speaker and

creating or maintaining a particular sense of self for the other(s)" (p. 200). In addition,

the research questions addressing organizational approaches will be analyzed via

Shockley-Zalabak's (1991) identification of types of organizing. This method of analysis

is outlined in chapter two. Further explanation of these analyses will be discussed in

chapter three.
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Method
Chapter Three

Overview

The overarching purpose of this study is to examine the communication

implications of a self-proclaimed consensual organization within a classical

organizational environment. The specific purposes of this study is to determine 1) the

goals of the IT organization; 2) the goals of the people in the organization; 3) how IT

communicated about those goals; and 4) which theory(s) of organizing IT enacted? The

research methodology selected will utilize a combination of both interviews and written

surveys, studying the members of the IT organization. This chapter presents the methods

employed in the study, explains the analysis of the data gathered from the study, and the

results from that analysis.

Methods

1. Population

Selection of the study population is based on the IT electronic mail server list,

created by Jonathan King, associate professor in the College of Business during the

summer of 1994. This server list is the only documented membership list for the IT

organization. There are 131 names on this list (48 women and 83 men). If a member's

name appears on this list this indicates that 1) this person has attended at least one IT

meeting, and/or 2) has inquired about the IT organization and requested that their name

appear on this list, and/ or 3) was nominated by a faculty person as a potential member of

IT. Each member on the IT server list were contacted via telephone (114) or in person

(17) for a request to interview. A copy of the telephone script is in Appendix D. Only 50

individuals out of 131 identified themselves as members.
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Of these 50 members, 28 were interviewed (including the pilots), representing

56% of the total population, represented in Table 3.1. The 22 members that were not

interviewed fell into one of three categories: 1) agreed to and canceled interview denying

request to reschedule, 2) denied request to interview due to time constraints or a lack of

interest, 3) no longer at university. The researcher was not responsible for the seven

members no longer at the university. It could also be argued that the 12 members who

denied a request to interview due to time constraints or lack of interest are not a member

in good standing according to IT organizational standards, therefore the researcher is not

responsible for these members either. Consequently, the researcher interviewed 28

members out of 31 total members in good standing still at the university, representing

90% of the total population. Table 3.1 describes the nature of the responses 131

individual gave when presented with an opportunity to be interviewed.

Table 3.1
Description of response to a request to interview

Response Number of Occurrences

Agreed to and completed interview
Agreed to and canceled interview
(denied request to reschedule)
Denied request to interview
(time constraints)
No longer at university
Unidentified individual
(no phone, e-mail, or address)
Declared themselves a non-member of IT

28
03

12

07

12
69

Total number of potential interviews 131
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Of the 25 interviewed subjects (not including the pilots), 11 were women,

representing 40% of the total population, ranging in age from 29 to 55 with a mean age

of 46 (the mode was 50). Of the 25 interviewed subjects (not including the pilots), 14

were men, representing 60% of the total population, ranging in age from 36 to 58 with a

mean age of 49 (the mode was 51 ).

The participants in this study constitute a variety in all areas of age, sex, income,

months in the organization, educational level, and discipline. All members of the IT

organization are Oregon State University faculty, staff and students representing a

diversity of departments on campus including the following list in Table 3.2.

Table 3.2
Representative OSU Departments

Representative
OSU Departments

Number of Percentage of
Occurrences Occurrences

Administration 2 7%
Health 2 7%
Animal Science 2 7%
Political Science 1 4%
Home Economics 1 4%
Agriculture 3 10%
Education 5 17%
English 1 4%
Forestry 1 4%
Business 2 7%
Speech Communication 1 4%
Engineering 3 10%
Biology 2 7%
Sociology 1 4%
Media Services 1 4%

28 100%
total interviews
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2. Instrumentation

Instrumentation is the process of measurement. The overall goal of this

instrumentation is to collect the richest data possible. I conducted this research through a

series of face-to-face interviews and a written survey. The subjects who participated in

the study selected the day and time most convenient for them to participate. Subjects

were interviewed individually. The interviews posed a mix of both open and closed

ended questions. The advantage of this method is its unique potential to set a standardize

form, yet give the researcher an opportunity to probe for details. Additional advantages

include a high response rate (the number of completed surveys) , clarity (accuracy of

survey answers), and an ability to include a qualitative observation (non-numberical

examination of observations). It has been found that, "interview surveys have typically

achieved higher completion rates than a self-administered one" (Babbie, 1992, p. 278).

Survey questions for this study were drafted to fit a neutral situation as close as possible.

Written surveys have a flexible quality. Questions can be advanced on a general

topic, giving the researcher considerable flexibility in the analysis of the data (Babbie,

1992, p. 278). As indicated in the written survey (see Appendix B), general categories of

demographics, communication, research, and organization involvement were advanced.

Since the researcher administered both an interview and a written survey, the subject was

asked to complete the written survey at the close of the interview. This request helped

ensure a high completion rate.

Data Collection

1. Procedures

Interviews and written surveys are the strategies used for data collection in this

study. Twenty-eight interviews were conducted. Each interviewee was called to verify

the time, date, and place of the interview. As the researcher first met the interviewee, the

two exchanged a greeting and then proceeded to get settled. After the greetings,
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theinterviewee offered the researcher a chair (at a close interpersonal distance of 3-5 feet).

The researcher then unpacked the list of interview questions, tape recorder, written

survey, consent form, and writing utensils. As the researcher unpacked the materials, she

engaged in casual conversation to make the interviewee feel comfortable. Once the

materials were unpacked, the researcher instructed the interviewee to read and sign the

consent form indicating that he/she was willing to participate in this study. Then the

researcher informed the interviewee that a number of questions would be asked about the

IT members participation in the IT organization. The interviewee was then asked to

answer each question to the best of his/her ability. The researcher asked the questions in

chronological order. However, if the interviewee thoroughly answered one of the later

questions in one of his/her previous answers, the researcher did not ask the latter question

again.

Audio tape recordings were made during the interviews along with written notes.

The use of dual documentation methods provides a higher level of reliability. The

researcher checked the interview notes against the audio tape to ensure the validity of the

researcher's note taking. At the close of each interview, a written survey was

administered to the subjects and completed at that time. The researcher closed the

interview session by thanking the interviewee for his/her time. The interviews ranged in

length from 10 minutes to 60 minutes. The average length was 20 minutes per interview.

2. Informed consent

An informed consent is the agreement obtained from a subject, for the subject's

participation in an activity (Babbie, 1992). The consent form used for this study includes

1) an explanation of the research, 2) expected duration of the subject's participation, 3)

a description of the procedures to be used, and 4) a description of any reasonably

foreseeable risks. At the interview, subjects were first given consent form to read and

asked to sign, indicating that they were willing to participate in the study. No subjects
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refused to sign the consent form and participate in the study. A copy of the consent form

is in Appendix A.

3. Interview questions and survey

An interview guide was prepared and used by the researcher to facilitate the

interview process. A copy of the interview guide is in Appendix F. Each interview

question was closely connected to a particular research question. The first research

question focuses on the goals of the IT organization. The researcher asked specifically

about 1) the goals of IT and 2) the kinds of tasks, relationships, and/ or behaviors IT

encouraged. The second research question focuses on the goals of the IT members. The

researcher asked specifically about 3) the goals of IT members and 4) the kinds of tasks,

relationships, and/ or behaviors IT members encouraged, 5) why the member originally

affiliate-d with the IT organization and 6) why the member disaffiliated from the IT

organization. The third research question focuses on how IT communicated about those

goals. The researcher asked 7) how the subjects communicated about what the

organization wanted. The fourth research question is focused on which theory(s) of

organizing IT enacted. The researcher asked 8) how IT was structured, 9) what the verbal

and written articulation was, and 10) how the verbal and nonverbal behaviors of IT

members supported this structure.

The written survey supplements the data obtained from the interview by providing

background information about the subject's age, sex, years of service at OSU, years of

service at other institutions, and type of degree(s) held. A copy of the written survey is in

Appendix B. It includes categories of subject demographics, communication preferences,

university involvement, and IT involvement.
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Data Analysis

1. Content analysis

Content analysis is a method of research analysis that classifies textual data,

reducing it to more manageable and comprehensible bits of data (R. Weber , 1990, p 5).

These bits of data are then used to make inferences about the sender of the message, the

message itself, or the audience of the message (R. Weber, 1990, p. 9). For the purposes

of this study, content analysis serves to describe trends in communication content,

describe attitudinal and behavioral responses to communications, identify the intentions

and other characteristics of the communicator, and audit communication content against

objectives.

This analysis technique has two primary advantages over other methods of

analysis. First, content analysis utilizes the central aspect of social interaction,

communication. Second, this research analytic method uses both qualitative and

quantitative techniques when examining textual data.

2. Content classification and interpretation

A coding scheme was developed for the interview text by identifying repetitive

themes. The design of this coding scheme is based on Shockley-Zalabak's (1991)

identification of scientific, human behavior, and integrated perspectives types of

organizing along with Clark and Delia's (1976) identification of communication goals:

task, relational, and identity. It should be noted that multiple classifications were used in

this analysis. Each textual sentence will be analyzed both as a cue and a response. All

content analysis was checked by at least two different researchers to ensure validity.

3. Intercoder reliability

Intercoder reliability allows a researcher to measure the reliability between two

different coders on the same data. If a researcher completes a content analysis of
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communication, the check sheet categories (items being compared) can be examined for

reliability. The formula to calculate intercoder reliability I used was Scott's pi. This

formula compensates for the rates of agreement that would be expected by chance alone

(Reinard, 1994, p. 236). It is the most common method for assessing reliability by

calculating the percentage of agreement between the observations of independent coders.

Another method of assessing intercoder reliability is Cohen's kappa (Cohen, 1960),

which compensates for the number of times rating categories are used. I chose Scott's pi

over Cohen's kappa because Scott's pi is more appropriated to a simplistic coding scheme

along with a minimal number of coders. A good percentage of agreement for intercoder

reliability is 8.0 or above. An excellent percentage of agreement for intercoder reliability

is 9.0 or above. Refer to Appendix C for the formula for Scott's pi.

4. Frequency counts and category counts

The data is analyzed by examining the highest-frequency words. Word-frequency

tables examine the differences in work usage. For example, the same message source at

different points in time or different message sources at the same time. A researcher can

also retrieve text with specific criteria. In addition, category counts are used to group

certain themes. A research may draw conclusions from this type of analysis that would

otherwise not be apparent. Category counts reveal differences between message sources

and how communication content from different messages sources can vary (R. Weber,

1990, p. 49).

5. Chi-square Analysis (x2)

The researcher is interested in comparing categories among themselves in the data

collected from the interviews. A one sample case of chi-squared analysis is used to

investigate how items in a sample will distribute along a continuum in a set of categories.

The chi-squared x2 calculation is based on the discrepancy between the frequencies
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observed for a set of categories and some alternative theoretical set of frequencies posed

by the researcher (Williams, 1992). The researcher's hypothesis is the at the subjects will

not choose equally among the variables. This research hypothesis implies the null

hypothesis that the subject will choose equally among the variables. The level of

rejection of the null hypothesis is identified by "p". P is the percentage points of the x2

distribution identified on a set calculation table. Refer to Appendix C for the formula of

chi-square analysis.

The values of x2 are interpreted for values of associated probability in terms of a

sampling distribution posed for the null hypothesis. In the interpretation of x2 it is

necessary to identify the degrees of freedom (d.f.) for the sample. This is calculated by

identifying the sample size minus 1. The larger the value of x2 the lower is the

associated value of probability given a constant d.f.. As the discrepancies between

observation frequency (0) and theoretical frequency (T) increase, so does the value of x2

and the lower is the probability of occurrences under a hypothesis of no difference.

For example, chi-square analysis would be used to compare the difference of

items within a sample. Consider 30 students who are asked to evaluate three alternative

computer-software packages. The theoretical frequency would then consist of 10

students choosing each of the alternative packages. This would then be compared with

the observed frequency distribution to achieve x2. The resulting value of chi-square

would then be used to make inferences about sample data. A larger value of x2 would

reflect an increased variance from the theoretical frequency, meaning one of the

alternative packages was chosen more over the other packages.

6. Correlation

Correlations were used to compare two sets of measurements taken on the same

people. It characterizes the existence of a relationship between variables. A correlation

indicates that two or mare variables vary together either positively or negatively. IT does
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not consider the reasons for the relationship. Correlation itself only indexes the degree of

relationship; this index is called a correlation coefficient (Williams, 1992, p. 131). A

correlation coefficient indexes two properties of a relationship. The first of these is the

magnitude of the relationship; the degree to which the variables vary together. The

second is the direction of the relationship, whether the variables vary together (positively)

or whether they are inversely (negative). The coefficient's range of values is located in

Appendix C.

Correlation reflects reasoning that incorporate the concept of how scores vary

within a distribution. The researcher will calculate this reasoning using the formula for

Pearson's product-moment correlation. Refer to Appendix C for Pearson's product-

moment correlation. For example, suppose a researcher wanted to test the hypothesis that

the longer a student studies, the better the grades received. Two variables would be

assigned to the study: (x) being the grade received and (y) being the hours spent studying.

These two variables would then be compared for each sample in the study and then

plugged into the Pearson's product-moment formula (Appendix C). The resulting number

would then range from +1 to -I. The closer to -1 implies a negative correlation and the

closer it is to +1 implies a positive correlation with 0 being no correlation at all.

7. Analysis of research question one

Research question one asks what were the goals of the IT organization. Interview

questions one and two directly relate to this research question. Interview question one

asks the participant to discuss the goals of the IT organization. Frequency counts were

conducted on the types of goals the subject's identified. That data was also grouped into

Shockley-Zalabak's (1991) organizing type themes: classical, human relations, and
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systems. Interview question two asks the subjects to identify the tasks, relationships,

and/ or behaviors the IT organization encouraged. The responses were content analyzed

via Clark and Delia's (1979) identification of communication goals. They defined

communication in terms of task, relational, and identity categories. Frequency counts

were conducted on the subject's responses.

8. Analysis of research question two

Research question two asks what were the goals of the IT members. Interview

questions three, four, nine, and ten directly relate to this research question. Interview

questions three and nine directly relate to this research question. Because of the

similarity in interview questions three and nine, the data from these questions was

grouped together.

Interview question three asks the subject to discuss the goals of the IT members.

Frequency counts will be conducted on the types of goals the subject's identified.

Interview question nine asks why the subjects originally affiliated with the IT

organization. This data will be content analyzed for the member goals that the subjects

identified. This data will be grouped with interview question three, which identifies the

same type of information.

Interview question four asks the subjects to identify the tasks, relationships, and/ or

behaviors the IT members encouraged. The responses were content analyzed via Clark

and Delia's (1979) identification of communication goals. They defined communication

in terms of task, relational, and identity categories. Frequency counts will be conducted

on the subject's identification of task, relational, and identity communication and on the

connection of these communication goals with the goals they are related to.

Interview question ten asks why the subjects disaffiliated or moved away from the

IT organization. The subjects' responses will be content analyzed via three categories;

responses where the goals of the members were met, the goals of the members were not
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met, and responses not related to goals. A frequency count will be conducted on those

responses. A chi-square analysis will also be conducted on this data. A chi-square

analysis will be conducted on the distribution of the reasons for disaffiliation each subject

used. A chi-square test will be conducted on the reasons for disaffiliation to determine if

there will be an overall statistically significant difference in the reasons for disaffiliation.

9. Analysis of research question three

Research question three asks how the members communicated about these goals.

Interview questions five directly correlates with this research question. Interview

question five asks the subjects to describe how they communicated about what the

organization wanted. The subjects responses will be analyzed by the means of

communication identified. The coding scheme for this analysis will include

communication via e-mail, face-to-face, telephone, newsletter, and memos. A chi-square

analysis will be conducted on the distribution of the means of communication each

subject used. A chi-square test will be conducted on the distribution of the means of

communication to determine if there will be an overall statistically significant difference

in the use of communication choices.

These means of communication may also surface in interview questions six,

seven, and eight. Because of the similarity of the data in questions seven and eight, these

interview questions will be analyzed grouped together.

Interview question six asks the subject to discuss how the IT organization is

structured. In the process of this discussion, means of communication may surface.

Question seven and eight ask the subject to describe the physical, verbal, and nonverbal

communication they employed in the IT organization. Here again, the means of

communications may surface in these interview questions.
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10. Analysis of research question four

Research question four asks which theory(s) of organizing IT enacted. Interview

questions six, seven, and eight directly relate to this research question. Interview

question six asks the subjects to identify which type of theory(s) of organizing IT

enacted. The responses will be content analyzed in two general categories of ideal

organizational structure and actual organizational structure. The responses will then be

grouped in to the categories of classical, human relations, and systems organizing styles

derived from Schokley-Zalabalcis (1991) definition of classical, human relations, systems

approach to organizing. Frequency counts will be conducted on the subjects responses to

interview question six. Secondly, a Pearson's product-moment correlation will be

conduct for the data of ideal organizational structure and actual organizational structure.

Interview question six will also be content analyzed for a match between the ideal and

actual type of organizing. A frequency count will be conducted for this correlation.

Interview question seven and eight also relates to research question four.

Interview question seven and eight asks the subjects to describe the verbal, nonverbal,

and physical communication they employed in the IT organization. This data will be

content analyzed via Shockley-Zalabak's (1991) identification of types of organizing.

These researcher clearly identify the boundaries of verbal, nonverbal, and physical

communication in their theory of organizing.
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Presentation and Analysis of Data
Chapter Four

Results of Intercoder Reliability

Intercoder reliability was calculated for 5 interviews out of a total of 28 interviews

by two coders. Only 25 interviews were used in the content analysis. The remaining

three interviews were pilot interviews. For the purposes of intercoder reliability, two

pilot interviews were used, along with three non-pilot study interviews. The one

remaining pilot study interview that was not used for the purposes of intercoder reliability

was not used due to mechanical failure of the taped transcription.

When calculating the percentage of agreement for intercoder reliability a

researcher most often chooses Scott's pi (Scott, 1955) or Cohen's kappa (Cohen, 1960).

Both methods are equally reliable and significant. I chose to use Scott's pi for this

research, as explained in chapter three. See Appendix C.

Table 4.01 shows the calculation for intercoder reliability for each interview

question. This research shows 100% intercoder reliability for 37.5% of the interview

questions. A 90-99% intercoder reliability was achieved for agreement in 37.5% of the

interview questions. And a 80-89 % intercoder reliability was achieved for agreement in

25% of the interview questions.

Table 4.01
Individual question account of Scott's pi:

Question 1 2 3/9 4 5 6 7/8 10

Pi = 90% 90% 87% 80% 100% 96% 100% 100%
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The intercoder reliability was calculated for all questions combined in five

interviews. A rate of 94% of agreement was achieved between two coders. The

calculation of Scott's pi for this content analysis is considered an excellent rate of

reliability.

Results of research question data collection

Each interview question in this study coincides with a specific research question,

as illustrated in chapter three. Each individual interview question and its analyses will

be discussed in chapter four, its relation to the research questions will be discussed in

chapter five.

1. Results of interview question one

The first interview question asked the subjects to identify the goals of the IT

organization. The 25 subjects responded with one or more of 14 different answers. The

subject's responses were grouped into categories. The subject's responses either matched

perfectly or fell within the general guidelines of the categories. Table 4.02 shows the

frequency count of the responses.
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Table 4.02
Frequency count of organization goals

Number of
Occurrences

Percent of
Occurrences

19 (29%)
10 (15%)
6 (9%)
5 (8%)
5 (8%)
5 (8%)

4 (6%)
4 (6%)
3 (4%)
2 (3%)
1 (1%)
1 (1%)
1 (1%)

1 (1%)

67 100%
total
occurrences

Goals

improvement of teaching
facilitate communication among faculty
establish a network of faculty
establish a forum for faculty
improve instructional methods
change old instructional paradigm
(classical classroom)
establish a cross-discipline network
improve the learning experience for the students
increase the importance of teaching
no formal goals
establish a support group
never discussed goals
only fragmented goals, more of an individual
responsibility for goals
promote collaborative learning

This data in response to interview question one can also be clustered into more

succinct categories. Each one of these goals can be identified with a particular type of

organizational theory. The categories for this second cluster was derived from Schokley-

Zalabakis (1991) definition of classical, human relations, and systems. A detailed table

of these organizational style groups is located in chapter two.
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Table 4.03
Frequency count of organization goals (clustered)

Number of Percent of
Occurrences Occurrences

Classical
1 (1%)

Human relations
10 (15%)
5 (8%)

4 (6%)
3 (4%)
2 (3%)
1 (1%)

Systems
6 (9%)
4 (6%)
1 (1%)
1 (1%)

Human relations / Systems
19 (29%)
5 (8%)
5 (8%)

Goals

never discussed goals

facilitate communication among faculty
change old instructional paradigm
(classical classroom)
improve the learning experience for the students
increase the importance of teaching
no formal goals
promote collaborative learning

establish a network of faculty
establish a cross-discipline network
establish a support group
only fragmented goals, more of an individual
responsibility for goals

improvement of teaching
establish a forum for faculty
improve instructional methods
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relations approach to organizing. The systems approach encompassed 17% of the total

responses. Only 1% of the responses fell under the classical approach to organizing.

2. Results of interview question two

The second interview question asked the subjects to identify the tasks,

relationships, and/ or behaviors the IT organization encouraged. The responses were

content analyzed via Clark and Delia's (1979) identification of communication goals.

The subject's responses fell within the definition of communication in terms of task,

relational, and identity categories, or any combination of the three. Table 4.04 shows the

frequency count of the task, relational, and identity responses of the subjects. The

subjects responded to one of more of only three categories: task, relational, and

task/relational. The variable task was identified 36 times, accounting for 40% of the

total responses. The variable relational was identified 24 times, accounting for 27% of

the total responses. The variable task/ relational was identified 28 times, accounting for

32% of the total responses.
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Table 4.04
Communication goals of the IT organization

Possible Number of Percent of
Combinations Occurrences Occurrences

Task 36 (40%)
Relational 24 (27%)
Identity 0
Task/ Relational 28 (32%)
Task/ Identity 0
Relational/ Identity 0
Task/ Relational/ Identity 0
None of the above 0

88 100%
total occurrences

3. Results of interview question three/ nine

The third interview question asked the subjects to identify the goals of the IT

members. The 25 subjects responded with one of more of 17 different answers. Table

4.05 shows the frequency count of the responses.
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Table 4.05
Frequency count of member goals

Number of
Occurrences

Percent of
Occurrences

19 (23%)
14 (17%)
11 (13%)
8 (10%)

7 (8%)
4 (5%)
4 (5%)
3 (4%)
2 (3%)
2 (3%)
2 (3%)
1 (1%)
1 (1%)
1 (1%)
1 (1%)
1 (1%)
1 (1%)

82 100%
total
occurrences

Goals

improvement of teaching
facilitate communication among faculty
improve instructional methods
change old instructional paradigm (classical
classroom)
establish a network of faculty
improve the learning experience for the students
establish a support group
try experimental leadership/ organization
establish a cross-discipline network
need for technology
establish a forum for faculty
never discussed goals
promote collaborative learning
to find out how the campus looks at education
change reward structure of teaching on campus
Jonathan King developed goals, not the members
promote the importance of teaching

This data in response to question three/ nine can also be clustered into more

succinct categories. Each one of these goals can be identified with a particular type of

organizing. The categories for this second cluster was derived from Schokley-Zalabakis

(1991) definition of classical, human relations, and systems. A detailed table of these

organizational style groups is located in chapter two.
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Table 4.06
Frequency count of member goals (clustered)

Number of Percent of
Occurrences Occurrences Goals

Classical
1 (1%)
1 (1%)
2 (3%)

Human relations
8 (10%)

4 (5%)
3 (4%)
14 (17%)
1 (1%)
1 (1%)
1 (1%)
1 (1%)

Systems
7 (8%)
4 (5%)
2 (3%)

Human relations/ Systems
19 (23%)
11 (13%)
2 (3%)

Jonathan King developed goals, not the members
never discussed goals
need for technology

change old instructional paradigm
(classical classroom)
improve the learning experience for the students
try experimental leadership/ organization
facilitate communication among faculty
promote collaborative learning
to find out how the campus looks at education
change reward structure of teaching on campus
promote the importance of teaching

establish a network of faculty
establish a support group
establish a cross-discipline network

improvement of teaching
improve instructional methods
establish a forum for faculty

4. Results of interview question four

The fourth interview question asked subjects to identify the tasks, relationships,

and/ or behaviors the IT members encouraged. The responses were content analyzed via
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Clark and Delia's (1979) identification of communication goals. They define

communication in terms of task, relational, and identity categories. Table 4.07 shows the

frequency count of the task, relational, and identity responses of the subjects. The

subjects responded to one of more of only four categories: task, relational,

task/relational, and none of the above. The variable task was identified 27 times,

accounting for 55% of the total responses. The variable relational was identified 8 times,

accounting for 17% of the total responses. The variable task/ relational was identified 10

times, accounting for 20% of the total responses. The variable none of the above was

identified 4 times, accounting for 8% of the time.

Question four was also content analyzed for the connection between the task/

relational/ and/or behavior associated with the goals the subject identified in interview

question three/nine.

Table 4.07
Communication goals of IT members

Possible Number of
Combinations Occurrences

Percent of
Occurrences Goals they are related to

Task 27 (55%) 1,2,3,5,6,7,10,11
Relational 8 (17%) 1,6,8
Identity 0
T/ R 10 (20%) 1,2,4,6,8,9,10, 11,13
T/ I 0
R/ I 0
T/R/ I 0
Not related
to T/R/I 4 (8%) 0

This comparison between task, relational, and identify and the goals is shown in

Table 4.08. Sixty-five percent of the responses came from only four categories of goals.
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The goal of facilitating communication among faculty accounts for 25% of the total

responses, occurring 12 times. The goal of improvement of teaching accounts for 16% of

the total responses, occurring 8 times. The goal of improving instructional methods

accounts for 12% of the total responses, occurring 6 times. The goal of establishing a

forum for faculty accounts for 12% of the total responses, occurring 6 times.

Table 4.08
Account of goal occurrences to communication goals of IT members

# of Goal
Goal Occurrences Percent of
Number Goal to T/ R/ I Occurrences

1 facilitate communication among faculty
2 improvement of teaching
3 improve instructional methods
4 establish a forum for faculty
5 try experimental leadership/ organization
6 establish a network of faculty
7 improve the student learning experience
8 establish a support group
9 promote collaborative learning
10 establish a cross-discipline network
11 need for technology
12 change old instructional paradigm
13 never established goals
14 find out how the campus looks at education
15

12 (25%)
8 (16%)
6 (12%)
6 (12%)
4 (8%)
3 (6%)
3 (6%)
2 (4%)
2 (4%)
1 (2%)
1 (2%)
1 (2%)
0 (0%)
0 (0%)

change reward structure of teaching-campus 0 (0%)

49 100%
total
occurrences

5. Results of interview question five

Interview question five asked which the subjects how they communicated about

what the IT organization wanted. The responses to this question were content analyzed
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by the medium of communication each participant used. A chi-square shows the

distribution of the means of communication, determining that there is an overall

statistically significant difference in the use of communication choices. Shown in Table

4.09. Out of 25 subjects, the identification of e-mail was used 25 times. This is 47% of

the total responses. The identification of face-to-face communication was used 14 times,

which is 32% of the total responses. The identification of no communication was used 5

times, accounting for 9% of the total responses. The subjects identified a newsletter as

the means of communication 2 times, which is 6% of the total responses. Telephoneuse

was identified once as a means of communication, representing 3% of the total responses.

The identification of a memo was identified once, accounting for 3% of the total

responses.

Table 4.09
Frequency count of communication mediums

Number of Percent of
Occurrences Occurrences Medium of Communication

25 (47%) E-mail
14 (32%) Face-to-face
5 (9%) None
2 (6%) Newsletter
1 (3%) Telephone
1 (3%) Other (Memo)

48
total
occurrences

100%

In order to determine the values of associated probability in terms of a sampling

distribution (the frequencies that would be expected when sampling randomly from a
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In order to determine the values of associated probability in terms of a sampling

distribution (the frequencies that would be expected when sampling randomly from a

given population) that would be posed for the null hypothesis (statements that statistical

differences have occurred from no reason other than laws of chance). I have calculated

chi-square for the above distribution of numbers for the means of communication. The

total number of observation frequency occurrences may exceed 25 total occurrences in

one or more of the communication medium categories. This is possible due to the 25

interviewees' identification of one or more communication mediums being applicable in

their response to this question. As explained in chapter three, a high value for chi-square

indicates the larger the difference between the observation and theoretical frequencies. If

chi-square held a statistically significant value, the subjects would choose one or two of

the variables more often than another variable, as opposed to choosing among each of the

variables equally. As shown in Table 4.1, the calculated chi-square value of 58.5 was

significant (df = 5, p < .001).
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Table 4.1
Chi-square analysis of communication mediums

Types of 1 2 3 4 5 6 Total
Mediums

Observation
frequency 25 14 5 2 1 1 48

Theoretical
frequency 8 8 8 8 8 8 48

x2 = 58-5
d.f. = 5
percentage points of the x2 distribution = p < .001

The statistically significant value of 58.5 indicates that the subjects did not choose

equally among all the variables. The p < .001 indicates that the percentage points of the

x2 distribution has a relatively low level of rejection.

6. Results of interview question six

The sixth interview question asked the subjects to identify how the IT

organization was structured. The responses were content analyzed in the two general

categories of ideal organizational structure and actual organizational structure. The

responses were then grouped into the categories of classical, human relations, and

systems organizing styles derived from Schokley-Zalabakis (1991) definition of classical,

human relations, and systems. A detailed table of these organizational style groups is

located in chapter two.
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Table 4.11 shows the frequency counts of the subjects' responses to interview

question six. Each of the 25 subjects responded one or more times in 8 of the 11 possible

categories. Sixty-seven percent of the total responses for actual organizational structures

was identified in only three categories. The classical organizational structure was

identified 12 times, accounting for 21% of the total responses. The human relations

organizational structure was identified 12 times, accounting for 21% of the total

responses. The systems/ human relations organizational structure was identified 14

times, accounting for 25% of the total responses. Forty-three percent of the total

responses for ideal organizational structures was identified in the single category of

Human Relations, occurring 10 times.

Table 4.11
Comparison of ideal and actual types of organizing

Possible # of Ideal % of Ideal # of Actual % of Actual
Occurrences OccurrencesCombinations Occurrences Occurrences

Classical 3 (13%) 12 (21%)
Human Relations 10 (43%) 12 (21%)
Systems 2 (9%) 7 (13%)
Classical/ HR 0 0
Classical/ Systems 0 0
Systems/ HR 2 (9%) 14 (25%)
Classical/HR/Systems 0 0
Not Classical 3 (13%) 5 (9%)
Not Systems 0 1 (2%)
Not HR 0 0
None of the above 3 (13%) 5 (9%)

23 100% 56 100%
total total
occurrences occurrences
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Sixteen percent of the time the subjects articulated that the actual organizational

structure was not one of the identified styles of organizing. Twenty-six percent of the

time the subject articulated that the ideal organizational structure was not one of the

identified styles of organizing.

A Pearson's product-moment correlation was conducted for interview question six

for the subject response to the ideal presence of a classical organizing system and the

actual presence of a classical organizing system. Each subject's responses to question

seven and eight were calculated in the correlation. The results of this Pearson's product-

moment , shown in table 4.12 shows a statistically insignificant positive correlation.

Table 4.12
Pearson's product-moment correlation between actual and ideal types of organizing

x = .12
y = .48
xy = .442
x2 = 2.62
y2 = 6.23

. 442 .

rxy = A 2.62 6.23

rxy = .109
= positive correlation
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Interview question six was also content analyzed for a match between the ideal

and actual type of organizing. Table 4.13 shows the frequency count of this correlation.

It is statistically significant that there was not even one match between the ideal and

actual identification of IT's organizational structure. It is also statistically significant that

52% of the total responses did not identify both an ideal and actual description of IT's

structure.

Table 4.13
Frequency count of match between actual and ideal types of organizing

Match of Ideal and Actual Number of Percent of
Occurrences Occurrences

Yes 0
No 12 (48%)
N/A 13 (52%)

25
total
interviews

100%

A more detailed content analysis was conducted for the particular words the

subjects used to describe IT's structure. Table 4.14 shows the frequency count of both the

ideal and actual responses to interview question six, clustered in the Shockley-Zalabak's

(1991) types of organizing. The highest frequency in responses for the actual

organizational structure was identified by the term "loose" 10 times, accounting for 18%

of the total responses. The highest frequency in responses for the ideal organizational
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structure tied three ways, accounting for 14% of the total responses each. These words to

describe IT's ideal organizational structures included, unstructured, grass-roots

revolution, and bottom-up movement.

Table 4.14
Frequency count of words to describe IT's structure

Words to describe # of Ideal
IT's structure Occurrences

% of Ideal
Occurrences

# of Actual
Occurrences

% of Actual
Occurrences

Classical
Controlling behaviors 0 1 (2%)
Administrative support 0 2 (3%)
Leader 1 (4%) 8 (14%)
Hierarchy 2 (9%) 0
Formal structure 0 1 (2%)

Human Relations
Unstructured 3 (14%) 7 (12%)
Grass roots revolution 3 (14%) 0
Bottom-up movement 3 (14%) 0
Ambiguity 0 1 (2%)
No administrative support 0 3 (5%)
Valued members 1 (4%) 1 (2%)

Systems
Core group in control 0 2 (3%)
Volunteer roles 0 1 (2%)
Chairman 0 1 (2%)
Committees 0 2 (3%)
Support groups 1 (4%) 0
Work groups 0 1 (2%)
Chaotic structure 1 (4%) 0

Classical/ BR
None 0
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Table 4.14 (continued)
Frequency count of words to describe IT's structure

Words to describe # of Ideal % of Ideal # of Actual % of Actual
IT's structure Occurrences Occurrences Occurrences Occurrences

Classical/ Systems
None 0 0

Human relations/ Systems
Loose 0 10 (18%)
Informal 1 (4%) 1 (2%)
No leader 1 (4%) 0
No hierarchy 0 1 (2%)
Hetrarchy 0 1 (2%)
Ad hoc 0 1 (2%)
Self-organizing system 1 (4%) 0
Experimental leadership 0 1 (2%)

Classical/ HR/ Systems
None 0 0

Not classical
Non-bureaucratic 3 (13%) 5 (9%)

Not systems
No committees 0 1 (2%)

None of the above
Variable 3 (13%) 5 (9%)

23 100% 56 100%
total total
occurrences occurrences

7. Results of interview question seven/ eight

Interview question seven/ eight asked subjects to identify the physical, verbal and

written communication they used in the IT organization, and if this communication
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supported the organizational structure. Table 4.15 shows the frequency count of the type

of communication each subject identified and how many times it occurred. The types of

communication can be classified into three specific types: physical, verbal, and written

communication. The data was also content analyzed for the specific type of physical,

verbal, and written communication the subject's identified. Forty-seven percent of the

total responses the subjects identified verbal communication. Thirty-nine percent of the

total responses the subjects identified written communication. Eight percent of the total

responses the subjects identified physical communication. Six percent of the time the

subjects did not identify any of the above communication.

Table 4.15
Frequency counts of type of communication

Number of Percent of
Occurrences Occurrences Type of Communication

1 (2%) Physical formal
3 (6%) Physical --informal
6 (11%) Verbal --formal
19 (36%) Verbal --informal
9 (17%) Written --formal
12 (22%) Written --informal
3 (6%) N/A

53 100%
total
occurrences

A chi-square test was calculated for interview question seven! eight. As shown in

Table 4.16, the calculated chi-square value of 31.5 was significant (df = 6, p < .001).
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Table 4.16
Chi-square analysis of type of communication

Types of 1 2 3 4 5 6 7 Total
Communication

Observation
Frequency 1 3 6 19 9 12 3 53

Theoretical
Frequency 7.6 7.6 7.6 7.6 7.6 7.6 7.6 53

X2 = 31.5
= 6

percentage points of the x2 distribution = p < .001

From the above calculation of chi-squared, the high value of 31.5 indicates that

the subjects did not choose equally among all the variables. The p < .001 indicates that

the percentage points of the x2 distribution has a relatively low level of rejection.

Interview question seven/ eight was also content analyzed for a match between the

organization structure and the type of communication. Table 4.17 shows the frequency

count of this data. Sixty-four percent of the time the subjects identified a match between

these two variables. Thirty percent of the time the subjects did not identify a match

between the variables. Six percent of the time, no identification of either a positive or

negative match could be identified.
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Table 4.17
Frequency count of match between organization structure and type of communication

Number of Percent of Match between organization
Occurrences Occurrences structure and type of communication

34 (64%) Yes

16 (30%) No

3 (6%) N/A

53
total
occurrences

100%

A Chi-square test was calculated for a match between the organization structure

and the type of communication. As shown in Table 4.18 the high value of 28.16 indicates

that the subjects did not choose equally among all the variables. The p < .001 indicates

that the percentage points of the x2 distribution has a relatively low level of rejection.
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Table 4.18
Chi-square analysis of match between organization structure and type of communication

Matches 1 2 3 Total

Observation
Frequency 34 16 3 53

Theoretical
Frequency 17.7 17.7 17.7 53

X2 28.16
d.f. = 2
percentage points of the )(,2 distribution = p < .001

Table 4.19 shows the frequency count for a more detailed content analysis of the

type of organization correlated to the match of the type of communication.
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Table 4.19
Comparison between match and type of organization

Number of Percent of Number of Percent of Type of org.
Occurrences Occurrences Occurrences Occurrences (question six)

Yes No

0 8 (15%) Classical
8 (15%) 7 (13%) H/R
7 (13%) 0 Systems
0 0 Classical/ H/R
0 0 Classical/ Systems
13 (25%) 0 Systems/ H/R
0 0 C/ H/R / Systems
5 (9%) 1 (2%) Not Classical
1 (2%) 0 Not Systems
0 0 Not H/R
3 N/A

53
total
occurrences

100%

8. Results of interview question ten

The tenth interview question asked why the subject disaffiliated or moved away

from the IT organization. The subject's responses were content analyzed via three

categories: responses where the goals of the member were met, the goals of the member

were not met, and responses not related to goals. Table 4.2 shows the frequency count of

those responses.
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Table 4.2
Frequency count of reasons for disaffiliation

Number of Percent of
Occurrences Occurrences Reasons for disaffiliation

16 (64%) Not related to goals?
8 (32%) Goals not being met?
1 (4%) Goals being met?

25
total
occurrences

100%

Table 4.21 shows that the statistically significant value of 13.6 indicates that the

subjects did not choose equally among all the variables. The p < .005 indicates that the

percentage points of the x2 distribution has a relatively low level of rejection.



73

Table 4.21
Chi-square analysis of reasons for disaffiliation

Reasons 1 2 3 Total

Observation
frequency 16 8 1 25

Theoretical
frequency 8.3 8.3 8.3 25

X2 = 13.6
d.f. = 2
percentage points of the x2 distribution = p < .005

Summary of results

The analysis of the data gathered in this study provide consistent results, though

not necessarily in support of the research questions. The analysis of the data shows some

conflict among the IT organizational members as to the type of organizing structure it

enacted. A discussion of this conflict will be provided in chapter five.
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Discussion and Conclusions
Chapter Five

Overview

This study was designed to examine the communication phenomenon surrounding

the development of a consensual organization. Communication phenomenon that will be

addressed in this chapter includes 1) message structure, 2) message function, and 3)

means, frequency, and duration of messages. This chapter presents several subsidiary

analyses, a specific discussion of the results presented in chapter four, a general

discussion of the research findings and their implications on future research, and the

conclusion of this thesis.

Integration and implications of findings

1. Research question one

When asked to describe the goals of the IT organization, the subjects identified

the "improvement of teaching" more than any other goal. This agreement among the

subjects could suggest a number of things: 1) the goals of the IT organization were

clearly articulated to the IT members; 2) the IT members initial perception of the IT

organization was similar; 3) the IT members received similar information about the IT

organization's goals from other members; and/ or 4) the IT members received similar

information about the IT organization's goals via written communication channels.
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2. Research question two

When asked to describe the goals of the IT members, the subjects identified the

"improvement of teaching" more than any other goal. This agreement among the subjects

could suggest a number of things: 1) the goals of the IT members were clearly

articulated among the members themselves; 2) the IT members' initial perception of the

IT member's goals in the organization were similar; and/ or 3) the IT members received

similar information about the IT members' goals via written communication channels.

3. Research question three

The IT members identified e-mail as the primary means of communication and

face-to-face as the secondary means of communication employed in the IT organization,

illustrated in Table 4.09 in chapter four. As shown in Table 4.15 in chapter four, the IT

organization encourages informal, verbal, and nonverbal communication.

4. Research question four

The subjects indicated a difference between the actual and ideal type of

organizing IT employed. Furthermore, in the analysis of actual type of organizing, the

subjects disagreed among the types of organizing itself. Twenty-one percent of the

subjects indicated that IT practiced a classical approach to organizing. Twenty-one

percent of the subjects indicated that IT practiced a human relations approach to

organizing. Twenty-five percent of the subjects indicated that IT practiced a systems/
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human relations approach to organizing. Thirty-three percent of the subjects were equally

dispersed among miscellaneous other approaches to organizing.

More specifically, analysis of the words the subjects used to describe the IT

organization's actual approach to organizing conflicted. Eighteen percent of the subjects

used the word "loose" to describe IT's actual structure. Fourteen percent of the subjects

used the word "leader" to describe IT's actual structure. This conflict could suggest a

number of things: 1) the function of the organization was not clearly communicated to

the members; 2) the subjects perceived the IT organization's actions differently from one

another; 3) the subjects who communicated via e-mail perceived the structure differently

from those who communicated via face-to-face communication.

In the analysis of ideal approaches to organizing, the subjects, again, disagreed

among the types of organizing itself. Forty-three percent of the subjects indicated that IT

practiced the human relations approach to organizing. Fifty-seven percent of the subjects

were equally dispersed among miscellaneous other approaches to organizing.

More specifically, analysis of the words the subjects used to describe the IT

organization's ideal approach to organizing showed an agreement among the responses.

Fourteen percent of the subjects used the word "unstructured", 14% used the words

"grass roots" and 14% used the words "bottom-up movement" to describe IT's ideal

organizational structure. This agreement suggests that the subjects' perceptions of the IT

organization were similar.

The subjects also identified the IT organization as being a task/ relational-oriented

organization, as shown in the subjects' responses regarding IT organization and member
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goals. This would indicate the IT organization's tendencies toward the human relations/

systems approach to organizing. Following Shockley- Zalabak's (1991) description of

approaches to organizing, task-oriented organizations adhere to the systems approach to

organizing and relational-oriented organizations adhere to the human relations approach

to organizing.

Addressing the data related to communication specifically in research question

three, this data can be further analyzed by extrapolating the theory of organizing

associated with the communication behaviors and choices identified by the subjects. The

identification of e-mail and face-to-face communication as the primary means of

communication suggests that the IT organization practices a human relations and systems

approach to organizing (Shockley-Zalabak, 1991). The fact that the IT organization

encourages informal verbal and nonverbal communication suggests , again, that the IT

organization practices a human relations and systems approach to organizing.

5. Implication of findings

As shown in the results of the individual research questions one, two, and three,

the IT organization and its members used consensual organizational language to describe

their goals and how they communicated in the organization. However, research question

four showed that the IT organization and the IT members' actions did not support this

consensual organizational talk. Rather, the behaviors of the IT members and organization

supported a hybrid of a human relations, systems, and classical model of organizing, as

shown in Table 4.14. This inconsistency leads to three subsidiary analyses in this study.
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Subsidiary analyses

1. Failed organization

The results of the first analysis provide visible insight into why the members of

the IT organization perceived that the IT organization failed, with respect to the IT

organization's communication practices. The open-ended question format allows for

some of this data to emerge from the present interview questions, even though this

question was not directly asked from the subjects. This information most commonly

emerged in interview question four which asked the subjects to identify the structure of

the IT organization. Table 5.1 illustrates IT members' responses to why the IT

organization failed.

Table 5.1
Frequency count of responses to failed organization

Number of
Occurrences

Percent of
Occurrences Responses

2 (8%) Nothing was getting done
3 (12%) People lost interest
6 (24%) Lack of organizational structure
5 (20%) Too much chaos/ no organization
1 (4%) Not enough interest from faculty
1 (4%) Not enough administrative support
4 (16%) IT just fell apart/ don't know why
1 (4%) IT is still there, IT is just not active
2 (8%) No answer

25 100%
Total Occurrences
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The two most significant responses in the first subsidiary analysis regarding

reasons why IT members perceived the IT organization to fail include 1) lack of

organizational structure, representing 24% of the total responses; and 2) too much chaos

and a lack of general organization, representing 20% of the total responses.

2. Member disaffiliation

A second subsidiary analyses provided valuable insight into why IT members

disaffiliated from the IT organization with respect to the IT organization's

communication practices. The open-ended question format allows for some of this data

to emerge from the present interview questions, even though this question was not

directly asked from the subjects. This information most commonly emerged in interview

question ten which asked the subjects why they disaffiliated from the IT organization.

Table 5.2 illustrates the IT members' responses to why they disaffiliated from the IT

organization.
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Table 5.2
Frequency count of responses to member disaffiliation

Number of
Occurrences

Percent of
Occurrences Responses

11 (44%) IT was not a valuable use of my time
3 (12%) Lack of time
4 (16%) Other interests took priority
2 (8%) Nothing was getting done
3 (12%) Didn't have the energy to participate
1 (4%) Didn't disaffiliate
1 (4%) No answer

25 100%
Total Occurrences

The single most significant response regarding IT members reasons for

disaffiliation from the IT organization was that 1) IT was not a valuable use of their time,

representing 44% of the total responses. These results support the results of interview

question ten, which found that 32% of IT members' goals were not being met, as shown

in Table 4.2.

3. Organization start-up

A third subsidiary analyses showed some insight into how the IT organization

emerged, with respect to the IT organization's communication processes. The open-

ended question format allows for some of this data to emerge from the present interview

questions, even though this question was not directly asked from the subjects. This

information most commonly emerged in interview questions one and three which asks the

subjects to identify the goals of the IT organization and the IT members, and in interview
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question three which how members communicated with each other. Table 5.3 illustrates

the IT members' responses to why the IT organization started.

Table 5.3
Frequency count of responses to organization start-up

Number of
Occurrences

5
16
4

25
Total
Occurrences

Percent of
Occurrences

(20%)
(64%)
(16%)

100%

Reasons

Administrative initiative
Faculty initiative
No answer

The single most significant response regarding IT members' perception of how

the IT organization first began was due to "faculty initiative", representing 64% of the

total responses. These results support the results of interview question three/nine which

found that OSU faculty and staff joined the IT organization on their own accord to

"improve their teaching ability, as shown in Table 4.05 and Table 4.06.

General discussion

1. Boundaries of consensual organizations
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Ouchi and Price (1978) conclude that "it is not clear why the creation of cohesive

groups can solve the problems brought on by hierarchy" (p. 63). Ouchi and Price suggest

that more research needs to be conducted on the utility of consensual organizations. By

studying how an organization attempts to organize itself consensually within its larger

hierarchical system, we can learn even more about the communication implications of the

production, exchange and interpretation of messages.

These authors examine how hierarchies and consensual organizations have certain

implications on organizational development. They take a humanistic perspective to their

study of organizations. This theory of organizing emphasizes the interactions of

individuals, their motivations, and their influence on organizational events. Ouchi and

Price challenged the status quo practice of classical organizational development and

formed a new vocabulary for talking about organizations. These scholars provided a

thorough comparison of varying types of organizing, including markets, bureaucracies

and clans. In doing so, Ouchi and Price begin to define the Type Z organization or a

consensual organization. They explore the boundaries of this type of organization and

form conclusions based on this analysis.

The results of the research questions and specifically the subsidiary analyses

provide valuable insight into Ouchi and Price's (1979) conclusion that "the creation of

cohesive groups cannot solve the problems brought on by hierarchies" (p. 62). By

comparing organizational theory to practice we can describe the boundaries of a

consensual organization.
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Research question one and two revealed that the IT organization's and the IT

members' primary goal was to improve teaching. Research question three showed that IT

members used e-mail as the primary medium of communication in the IT organization.

Research question four showed that there was disagreement among the subject's as to

which theory of organizing IT enacted, both ideally and actually. In addition, research

question four revealed that IT member's identified the IT organization as being a task-

relational-oriented organization.

The analyses of the research questions show that the IT organization, although a

self-proclaimed consensual organization, does not obtain as many consensual qualities as

the organization perceives. Looking again at the three assumptions of human relations

theory, 1) human beings are the organization's most valuable resource, 2) self-

actualization for average human beings is intrinsically linked to their organizational

affiliation and identification,3) the interpersonal relationship is considered the building

block of the organization, the IT organization does not meet these criteria.

IT can be further analyzed by Rothschild and Whitt's (1986) model of the major

components of a consensual organization including: "1) collective authority; 2) minimal

rules; 3) member driven social control; 4) social relations stemming from a community

ideal; 5) recruitment and advancement based on peer networks; 6) normative and

solidarity incentive structure; 7) egalitarian social stratification, and 8) division of labor is

minimized" (p. 2). The results of the research questions show that IT only meets a

minority of the components of a consensual organization. As shown in Table 4.11 IT

members did not achieve the first component of a consensual organization, collective
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authority. The second component of a consensual organization, use of minimal rules,

was only partially achieved, as shown in Table 4.07. Member driven social control, was

not identified as a significant influence in the IT organization, as shown in Table 4.11 and

Table 4.14. The fourth component of a consensual organization, social relations

stemming from a community ideal, corresponds with the first component of consensual

organizations to have not been met in the IT organization, as shown in Table 4.11.

Recruitment and advancement based on peer networks, and normative and solidarity

incentive structure, the fifth and sixth components of a consensual organization, was not

evident in the results of the research questions in this thesis study. There was great

disagreement among the IT members as to whether or not IT maintained an egalitarian

social stratification, the seven component in a consensual organization. The eighth

component, minimal division of labor, was not met by the IT organization, as shown in

Table 4.14.

The research questions that the researcher advanced in this thesis study were

specifically designed to get to the "goals of communication." By looking at Clark and

Delia's (1979) goals of communication and Shockley-Zalabak's (1991) communication

implications, we can identify a continuum of task, relational, and identity. On this

continuum, organizational theory has positioned the approaches to organizing by their

definitions alone. As shown in Figure 5.1, bureaucracies and consensual organizations

fall at opposite ends of the continuum, according to the generally accepted organizational

theory. However, the findings from this thesis study suggest that the positioning of

bureaucracies and consensual organizations is inconsistent with the current consensual



theory. Figure 5.2 shows the redefined placement of bureaucracies and consensual

organizations supported by the results in this study. In fact, despite IT's attempts to be

consensual, the organization falls much closer to a classical organization on a task-

relational continuum.

Figure 5.1
Current consensual theory

Figure 5.2
Redefined consensual theory
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Task

Current consensual Redefined consensual
organization theory organization theory

Bureaucracy
. .

...

Task

Theoretical
Consensual

Bureaucracy

''.. IT as a self-
proclaimed
consensual
organization

Relational Relational

IT is representative of most self-proclaimed consensual organizations, therefore

the current consensual organizational theory has been misrepresented in the task-

relational continuum. Consensual organization theorists have not yet proved that

consensual organizations can function on the far right relational continuum. These
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2. Strengths of the study

This study has three primary strengths. First, it is the first study to examine the

communication phenomenon surrounding the development of a consensual organization

within a classical organizational environment in an academic setting. This is a

benchmark in both the field of communication and education. Considering the

phenomenal change in education reform this decade, this study is very timely. Second,

the research method of interviewing was the most effective way to obtain the most

detailed and accurate data. This is factual due to the nature of using open-ended

questions. It allows the subject to speak freely about a general topic, and articulate the

details in their own fashion. By doing this, the researcher is presented with

supplementary information to the original research questions, which makes for interesting

subsidiary analyses, Third, as shown by the intercoder reliability results, the coding of

the data had an extremely high percentage of agreement. Thus, the accuracy of the results

hold a greater weight than of a low percentage of agreement.

3. Limitations of the study

Certain limitations are acknowledged in this study. First, the small sample size

reduces both the generalizability and the power of the results. However, considering the

power of the method the researcher chose, the best possible data was collected. Second,

the study organization was the first to attempt this type of instructional systems

reformation at this academic institution. Third, this study is limited to a single case.
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Fourth, since this was the first study to test this type of organization in this setting,

limited references to other theorists were made. The researcher had to rely on the original

theorists to support her claims.

4. Suggested Improvements

Four modifications to the design of this study are apparent, that would have

allowed richer data to be collected. First, due to the phenomenal change is educational

reform, it would have been possible to do a comparative study of a similar consensual

organization on a different campus. This would have provided more powerful results.

The second modification is relevant to the research questions. For example, I

would like to modify the research question three, which asks what type of communication

IT members used in the IT organization. I would extend research question three to

include how the IT member's communication behaviors and preferences affected how

they oriented themselves to the IT organization in relation to theoretical approaches to

organizing.

Third, in order to collect more precise data, in relation to the improved research

question, I would have altered the interview questions reflect this modification. For

example, interview question five asks subjects to describe how they communicated about

what the organization wanted. I would alter the wording of this question to ask more

specific detail about the subjects' communication behaviors and preferences such as

means, frequency, and process of communication. As the question was delivered in the
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interview, the subjects had a difficult time identifying aspects of communication behavior

and preferences.

Fourth, the study was limited by the coding scheme used. Although Shockley -

Zalabak's (1991) coding scheme of organization types and Clark and Delia's (1979)

identification communication goals is adequate for a general examination of

organizations, in retrospect, it would have been interesting to use multiple coding

schemes. For example, I could have analyzed a portion of the data via Katz and Kahn's

(1966) identification of the systems approach to organizing in contrast to Weick's (1979)

identification of sense-making in organizations. Likewise, I could have analyzed another

portion of the data via M. Weber's (trans. 1947) identification of the classical approach

to organizing in contrast to Taylor's (1913) identification of scientific management.

Furthermore, I could have analyzed the human relations approach to organizing by

contrasting Mayo's (1945) definition of this school of thought to McGregor's (1960)

identification of the Theory X and Theory Y perspective, both which address the human

relations approach to organizing. These multiple level analyses would have provided for

richer and more detailed information.

Recommendations for further study

The results of this study suggest several paths that future organizational

communication may take. One path leads to the nature of communication between
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opposing organizational structures. For example, it would be interesting to explore the

extent to which communication facilitates or hinders the function of each of these

organizations when they are juxtaposed in a common environment. An additional area

of research suggested by this study involves the exploration to why and how these reform

organizations develop within classical environments, and how that communication

emerges. Third, Iannello (1992) suggests that "we need to ask to what extent can the

consensual process exhibited by some small groups be applied in large-scale

organizational settings" (p. 23). By studying how an organization attempts to organize

itself consensually within its larger hierarchical system, we can learn even more about the

communication implications of the production, exchange, and interpretation of messages.

Finally, future organizational research should explore the extent to which consensual

organizations have been misrepresented in the task-relational continuum. As explained

and illustrated previously in chapter five, there is reason to believe that the verbal

articulation of a consensual organization is different from the actual communication

practices of a consensual organization.

Conclusion

This study was the first study to attempt to examine the communication

phenomenon surrounding the development of a consensual organization within a classical

organizational environment in this academic setting. That attempt was successful with

respect to the design of the study. Less success was achieved with respect to the results

of the study. However, the results of this study can be used in future studies to improve
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the success of both the design and results of studies that study communication

phenomenon in the development of these opposing organizational structures.
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Appendix A
Informed Consent Form

The Department of Speech Communication at Oregon State University supports
the practice of protection for human subjects participating I research. The following
information is provided for you to decide whether you wish to participate in the present
study. You should be aware that even if you agree to participate, you are free to
withdraw at any time without penalty.

In this study, we are interested in how you communicated during your
participation with the IT (Interested in Teaching) group. The purpose of this study is to
help us understand how people communicate about the tasks and relationships associated
with participants in a consensual organization such as IT. We are interested in patterns of
communication across a broad variety of persons. We estimate it will take you
approximately 20-30 minutes to complete your participation in this study.

Statement of Confidentiality: We will assign you a participant code number. The
purpose for this participant code number is to track your responses to interview question.
All of your responses during the interview will be kept confidential and anonymous. No
persons, except the researchers in this study, will ever read your responses attributed
directly to you. The researchers will retain your answers to the questions until three years
after the end of the study. At that time your answers will be physically destroyed.

Statement of Risks and Benefits: This study will not put you at any physical,
psychological, or emotional risk. While this study is not designed to directly benefit you,
we believe that through your participation will provide answers to the nature and scope of
communication in organizations.

Your participation is solicited although strictly voluntary. We assure you that
your name will not be associated in any way with the research findings. The information
will be identified only by a participant code number.

If you would like additional information concerning this study, before or after it is
complete, please contact me by phone, mail, or e-mail.

Sincerely,

Sabrina Lang
Department of Speech Communication, Shepard Hall
Oregon State University
Corvallis, Oregon 97331-6199
(541) 7373-2461 Internet: langs@ucs.orst.edu

I have read this Informed Consent Form,
understand my rights and responsibilities, and desire to participate in this research study.
I understand I will be given a copy of this signed consent form after I complete the
questionnaire.

Date:



Appendix B
Written Survey

*Please circle or fill in the appropriate response in each category.

Sex

Age

Years of
service at OSU

Years of service
at other institutions

Male Female

Type of degree(s) Field of study
held

Bachelor
Master
Doctorate
Other

IT involvement

* Please circle or fill in the appropriate response in each category9s)

Number of
IT meetings
you attended?

How did you first
hear about the IT
organization? Friend College Co-worker

Newsletter IT organization Department
University Other

Did you hold any
offices in IT? Yes

No
list position(s)

Thank you for your time!

103



Appendix C
Statistical formulas

A.1 Chi-square analysis

104

x2 = ( (0=T) 2) }
T

A.2 Pearson's product-moment

__Xy

rxy = A x2 y2

significance of r (N.H.: r = 0)

A.3 Scott's pi

pi = proportion observed agreement - proportion expected agreement
1 - proportion expected agreement

where:
proportion observed agreement = (# of raters)x (#of same ratings made)

total number of ratings by all raters

proportion expected agreement = sum of the squared proportions in each
category
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Appendix D
Telephone script

Hello.

My name is Sabrina Lang.

I am a Master's candidate working on a thesis in Organizational Communication.

I am examining how people communicate in organizations.

I would like to talk with you about your participation in IT.

Would it be possible to schedule a 20-30 minute interview with you?
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Appendix E
Interview debriefing statement

Hello. My name is Sabrina Lang. I am glad that you could meet with me today. Before

we get started, if you could please read and sign the consent form indicating that you are

willing to participate in this study.

I would like to audio tape this interview. Do you feel comfortable with that?

A number of questions will be asked about your participation in the IT organization. Try

to answer these questions to the best of your ability. Let's get started.
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Appendix F
Interview guide

1. What were IT's goals?

2. What kinds of tasks, relationships and/ or behaviors did IT encourage?

3. What were the goals of IT members?

4. What kind of tasks, relationships, and/ or behaviors did the members encourage?

5. How did you communicate about what the organization wanted?

6. How was IT structured?

7. What was the verbal and written articulation of IT's structure?

8. How did the verbal and nonverbal behaviors of the IT members support this

structure?

9. Why did you originally affiliate with the IT organization.

10. Why did you disaffiliate or move away from the IT organization?




