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Core KAM 1: Principles of Organizational and Socid Systems
SBSF 8110 - Theoriesof Societd Development

Abstract - Breadth

The breadth component outlines the core principles of societd development, emphasizing the
classfication of the range of theories available and how those theories differ in their perspectives and
underlying assumptions. Details of modernist functiondist theories are explored in more detall, leading
up to the trangtion from modernigt to postmodernist thinking that chalenges many of the primary

condderations that provide the structures againgt which these theories have been ddlineated.
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Core KAM 1: Principles of Organizational and Socid Systems
SBSF 8122 - Cross-culturd Agpects of Organizational Change

Abstract - Depth

The depth component explores the postmodernist view of traditional societal development
theories and detalls the symbaolic-interactionist gpproach as an dternative to the Structurd-functiondist
view highlighted in the bresth component. A framework for understanding change and socid
rel ationships in the software engineering profession is developed and symbolic-interactionist implications

of that framework are identified.
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Core KAM 1. Principles of Organizationd and Socid Systems
SBSF 8132 - Professond Practice and Organizationa Change

Abstract - Application

A st of software engineering organizationd assessment instruments are devel oped and piloted
based on the role and perception of persond beliefs and meanings highlighted using the symbalic-
interactionit modd.  These instruments indicate that structurd-functional models for improvement as
they are usad in the software engineering community can be mediated or enhanced by tools based on

interactionigt principles as a supplement to structural models.
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Learning Agreement
Core KAM 1: Principles of Societa Development

|ntroduction

This Learning Agreement for Core KAM 1, Principles of Societd Development, describes my
plan of study for the AMDS core knowledge area on societd development and organizational change.

ThisKAM dlows me to explore an issue about which | have been thinking for severd years,
namely, that the scale of an organization relative to the society in which it is embedded may be a centra
determinant of how that organization will identify and implement change in itsdlf and its relationship with
its environment. Thisidea originated in my mastersthesswork at Walden from 1997-1999. In that
research, | compared and contrasted change models in education and business using quality
management principles related to customers and suppliers. | found that the typical TQM mode of
differentiating customers and suppliers from the organization, and optimizing relationships with each,
didn't apply well to educationd changeinitiatives. The difference seemed to be the rlative scale of the
organizations being discussed. The model worked well for change in the classroom, but grew less
appropriate as the scae was broadened from classroom, to schoal, to district, to system. Asthe scde
of the system being discussed grew closer to the scae of the society in which it was being andyzed, the
digtinctions between customer and supplier broke down as those congtituencies increasingly overlapped.
Thetraditiond TQM mode failed to describe the interactions being studied. | ended that study by
suggesting a need for further research on this topic.

While this KAM will not congtitute origina research in thisarea, | would like to further explore
socia change theories related to such ideas. The functiondist and structurdist schools of thought;

exemplified by writers such as Ferdinand Tonnies, George Mead, Talcott Parsons, Robert Merton, and
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Jirgen Habermas, offer perspectives that might well inform on my previous observations. | will use their
views to better define and illudtrate the relationship between organizationd scae and organizationd
change modds. | plan to use this definition to andyze change moddsin my own profession; information
technology. TheIT fidd has many forma change modes againgt which organizations of different scde
atempt to implement change. | will use my gpplication component to explore features of these modds
againg characteristics developed in the depth component to see how theory explains emergent practice.

Specific high-level objectives for thisKAM ae:

1. Compare and contrast the magjor theories of society and change exemplified by the writers
generdly classfied as modernists and postmodernigts; identifying components and aspects of those
theories that generdly inform change theory and practice today. (Breadth)

2. Synthesize and integrate the postmodern socid theories based on functiondism and
gructuralism into aframework for discussing and understanding socia change in organizations of various
types and structures. (Depth)

3. Compare and evduate severd existing organizational change modesin the information
technology industry againg the developed framework to explain the extent to which such aframework is
useful for illuminating actud experiences in the use of those modds. (Application)

SBSF 8110 - Theories of Societal Devel opment

In the breadth component of this KAM, | would like to explore many of the current and recent
theories of society that inform current thinking about organizations and change.  Thisincludes a broad
survey of the mgjor categories of such theories focusing on the modernist and postmodernist schoals,
setting up for the detail discussion of specific agpects of postmodernism that will follow in the depth

component.
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Specific breadth objectives are:

1. Explore and categorize the mgjor theory groups that describe societd formation and change;
emphadgizing the expangon and growth of such theories through time.

2. Compare and contrast the mgjor theories of society and change exemplified by the writers
generdly classfied as modernists and posmodernists.

3. Identify components and aspects of postmodernist theories that generdly inform socid
change theory and practice today.

Reference Maerids

The reference materids for this breadth component include survey works that provide broad
coverage of the theories of interest; anthology works that provide origind, if limited, exposure to many
of the writers associated these theories; and origind andytical works to provide aricher detail to some
of the core concepts. Examples of such works include:

Survey & Anthology Works

Bogardus, E. S. (1960). The development of socid thought. New Y ork: David McKay.

Lemert, C. (Ed.) (1999). Socid theory: The multicultura and dassic readings. Boulder, CO:

Westview Press.

Parsons, T.; Shils, E.; Naegele, K. D.; & Ritts, J. R. (Eds.) (1961). Theories of society:

Foundations of modern sociologica theory. New Y ork: Free Press.

Ritzer, G. (1991). Contemporary sociologica theory. Third edition. New Y ork: McGraw-

Hill.

Turner, J. H. (1991). The structure of sociologica theory. Fifth edition. Belmont, CA:

Wadsworth Publishing.
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Turner, B. S. (Ed.) (2000). The Blackwell companion to socid theory. Second edition.

Mdden, MA: Blackwdl Publishers.

Anaytica Works

Ahrne, G. (1994). Socia organizations. Interaction insde, outsde, and between organiztions.

London: Sage Publications.

Blumer, H. (1990). Indudridization as an agent of socid change: A criticd andyss. New

York: de Gruyter.

Boudon, R. (1986). Theories of socia change: A criticdl appraisal. Berkeley, CA: University

of Cdifornia Press.

Gordon, T. J. (1992). Chaosin socid systems. Technological Forecasting and Socid

Change, 45. 1-15.

Hesselbein, F.; Goldsmith, M. & Beckhard, R. (Eds.) (1997). The organization of the future.

The Drucker Foundation Future Series. San Francisco: Jossey-Bass.
Hessdbein, F.; Goldsmith, M.; Beckhard, R.; & Schubert, R. F. (Eds.) (1998). The

community of thefuture. The Drucker Foundation Future Series. San Francisco: Jossey-Bass.

Monane, J. H. (1967). A socology of human sysems. New Y ork: Appleton Century Crofts.

Parsons, T. (1960). Structure and process in modern societies. New Y ork: Free Press.

Parsons. T. (1971). The system of modern societies. Englewood Cliffs, NJ: Prentice-Hal.

Sutherland, J. W. (1973). A generd systems philosophy for the socid and behaviora sciences.

New Y ork: George Braziller.

Swedberg, R. (1998). Max Weber and the idea of economic sociology. Princeton, NJ:

Princeton Universty Press.
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Learning Demongration

The result of thisanalysis will be awritten position paper, of not less than 30 pages, that setsthe
stage for describing genera socid theories using systems concepts, outlines and contrasts the major
socid theory categories; and highlights the modernist and postmodernist schools of thought regarding
socid systems and change.

AMDS 8122 - Cross-cultural Aspects of Organizationd Change

In the depth component of thisKAM, | will further explore the principles of postmodern
sociology developed in the breadth component; focusing specificaly on aspects that gppear to inform on
change modd s used throughout my information technology (1T) industry today. The standard IT
change modds available to the industry, most notably the Capability Maturity Models from the Software
Engineering Ingtitute, do not specifically address sociological issues, yet most of their content rests on
agpects of functionalism and interactionism discussed in the postmodernigt literature. This depth
component will explore the socid theory issues raised in postmodern writings, and the gpplication
component will explore how those issues affect the use of such moddsin practice.

Thisanalyss aso requires éicitation of the basic sociology of the information technology
industry in order to provide aframework for mapping and applying the postmodernists ideas being
explored in the gpplication component. Such dicitation will focus on cross-disciplinary differences
between IT and non-1T jobs, cross-industry differencesthat look at how different industry patterns
impect the social and cultura aspects of 1T; and cross-culturd differences in the ways that these issues
differ in various parts of the world.

Specific depth objectives are:

1. Compare and contrast the specific postmodern social theories based on structural-
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functiondism and symbalic-interactioniam.

2. Synthesize and integrate these theories into a framework for discussng and understanding
socid change in organizations of various types and structures.

3. Explore and evauate how such aframework can be applied to a group of emerging
information technology industry-specific socid change models.

Reference Maerids

The reference materids for this breadth component include specific works detailing the various
postmodernist theories of interest, those defining and describing the sociology of the I T field, and those
describing the various I T organizationd change models that are the subject of the comparison in this
depth component. Examples include:

Postmodernism

Jantsch, E. (1975). Design for evolution: SIf-organization and planning in the life of human

sysdems. New York: George Braziller.

Mead, G. H. (1982). Theindividua and the socia salf: Unpublished work of George Herbert

Mead. D. L. Miller, Ed. Chicago: University of Chicago Press.

Merton, R. K. (1996). On socid structure and science. Chicago, University of Chicago Press.

Parsons, T. (1954). Essaysin sociological theory. Revised edition. New York: Free Press.

Ritzer, G. (1997). Postmodern socid theory. New Y ork: McGraw-Hill.

Smart, B. (1993). Postmodernity. London: Routledge.

Tester. K. (1993). Thelife and times of pogt-podernity. London: Routledge.

Tonnies, F. (1965). Community and society. New Y ork: Harper Torchbooks.
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Indudtria Sociology

Burrel, G.; & Morgan, G. (1979). Sociologicd paradigms and organisationd anayss.

Elements of the sociology of corporate life. London: Heitnemann.

Hohmann, L. (1997). Journey of the software professond: A sociology of software

development. Englewood Cliffs, NJ Prentice-Hal PTR.

Turner, B. S. (1994). Orientdism, postmodernism and globdism  London: Routledge.

Wiegers, Karl E. (1996). Creating a software engineering culture. New Y ork: Dorset.

IT Industry Change Models

Humphrey, W. S. (1989). Managing the software process. Reading, MA: Addison Wedey.

Humphrey, W. S. (1995). A discipline for software engineering. Reading, MA: Addison

Wedey.

Humphrey, W. S. (1999). Introduction to the team software process. Reading, MA: Addison

Wedey.

Weber, C.V.; Paulk, M. C.; Wisg, C. J.; & Withey, J. V. (1991, August). Key Practices of

the Capability Maturity Model, Carnegie Mélon Universty: Software Engineering Inditute. (Report #

CMU/SEI-91-TR-25, ADA240604)

Learning Demongtration

The result of this andysis will be awritten position paper, of not less than 20 pages, representing
asynthess of my focused readings and research of the above generd materids; supported by an
annotated bibliography of at least 15 recent sources in the peer-reviewed literature on the social aspects
of change in the information technology fiedd globdly. Thereisa continuing rich and diverse literature

base in this area that has grown extensvely over the past decade.
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AMDS 8132 - Professona Practice and Organizationd Change

In the gpplication component of this KAM, | would like to gpply the functiond and structura
characterigtics explored in the depth component to the collection of actua industry-focused change
modds used in my industry: information technology. I'm interested to see how such theories explored
in the breadth and depth components can be used to explain and inform actua industry experiencesin
gpplying such change models.

The modelsto be andyzed are available from the Software Engineering Indtitute at Carnegie
Méelon University, and were developed under various research contracts from the United States
Department of Defense. The moddslook at individua, team, and organizationa change in the
information technology industry as afunction of the existing process maturity of the individuds, teams, or
organi zations undergoing such change. Versons of these models ook at the spectrum from persona
core competency development out to tota system change. Collectively these modds are known
throughout the industry as the Cgpability Maturity Models (CMMs).

The multiple scdles on which these change models apply and are used offers an opportunity to
observe characteridtics of the functiond and structurad models of change impacting organizations on
these very different scdes. Such differences offer me the opportunity to explore theinitid issue | raised
above; the impact of organizationd scde on the planning and execution of change in the organization.
Additionally, because the different Capability Maturity Models are used throughout the world, my
andysis offers an opportunity to look at possible cultura factors affecting their use. In particular, there
seem to be differences between how these model s are gpplied in Japan and the United States. The
socid and culturd patterns identified for the I T fidd in the depth component may explain or illuminate

such differences.
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Specific application objectives are:

1. Develop aplanning instrument for implementing socid change in an organization that usesthe
framework developed in the depth component.

2. Test and evduate that instrument in an actud organization undergoing socid change using the
models discussed in the depth component.

3. Present the tested framework instrument at a professond conference and publish the
resulting instrument and presentation in its conference proceedings.

Learning Demongration

The result of this gpplication component will be a 75-minute presentation offered at the QA
Internationa 1T Quality Conferencein Orlando, Forida on Wednesday, April 25, 2001. Asafollow-
up to that presentation, | will participate in a 75-minute panel discusson on Thursday, April 26, 2001
during which time conference attendees can ask further questions regarding my presentation.  The
content and handouts for my presentation will be published in the conference proceedings, and will be
attached to this KAM. | will supplement this materia with a’5-10 page write-up of the process
followed in creating and offering this presentation, as well as thoughts on some next steps that might be

taken to further vdidate and improve the resulting instrument.
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SHf-Evauation: Knowledge Area Modules (KAMS)

Student Name: Richard E. Biehl Dae November 2001

KAM: #1 Title Principles of Societd Development

1. What knowledge/experience did you bring to this KAM? How did you capitaize/expand on
this base?

| am an experienced corporate consultant in the disciplines of organizationd development and
change. Most of my experience isin dedling with traditional models developed from a structurd-
functiond perspective. My ECTI experience at Waden laid the groundwork for me to adopt and work
with a broader range of change encompassing amore variety set of dimensons and variables. This
KAM dlowed meto exercise some of those principles beyond the education arena.

2. Describe the qudity of the Breadth section in the light of the intellectua and communication
skills demondtrated in this KAM.

The breadth component is a very broad survey that covers agreat ded of territory. Adapting
the Burrdl and Morgan framework provided the structure necessary for such abroad survey to stay on
acentrd theme, allowing it to focus and move toward the specific theories to be explored in the depth
component while keeping the broad survey focus. To narrow adirection would have caused the depth
component to become more of a pre-depth component; which is not what it was meant to be. The
scope of the breadth is wide enough that any number of depth components could have been drawn from
it; making it a useful resource as part of my literature review for my dissertation proposal work to be

conducted this winter.
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3. Inthe Depth section, what key ideas/concepts most engaged your thinking and imagination
relative to your area of study?

Application of symbolic interactionism toward explaining the generdly percaived falure of
existing change models based on structurd-functiondism. There seemsto be little wrong with the
modd s themsalves, rather the paradigms againgt which they are implemented need to be challenged and
expanded or changed.

4. Expound on the most meaningful theoretica construct studied and applied to your
professond setting in the Application section. What can you do differently/better as aresult of this
KAM?

| was most affected by the finding of the role of perception and meaning as mediating between
demands placed on people and their actud resulting behaviors. Management theory al but ignoresthis
dimengon in my fidds of practice. Adopting this view immediate illuminates many problems and
Stuations with which I’ ve struggled for along time. I’'ll gpproach many aspects of my own professond
practice in different ways because | am able to anticipate, see, and affect this previoudy hidden
dimension of the problems | ded with.

5. Briefly describe the most important Social 1ssue covered in this KAM.

The meaning and satisfaction that professonds can get out of their work in disciplines that are
often consdered dry and dehumanizing by experienced practitionersis exciting.  To the extent that
many in modern society experience aleast some of these negative affects, changes based on dtered
paradigms can enrich the lives of many; even while enhancing the vaue and productivity of the very
organizations that have been perceived as driving the negative effects being discussed. Economic

capitalism can coexist with socid capitdism.



WALDEN UNIVERSITY

Core Knowledge Area Module 1.

Principles of Societal Development

SBSF 8110 - Theories of Societd Devel opment

Student: Richard E. Biehl
Program: Applied Management & Decison Sciences
Specidization: Leadership and Organizationd Change
Assessor: Dr. Gary Gemmill

November 2001



Core KAM 1 - Breadth i

Table of Contents

Table of CoNteNtS----------mmm oo e e i
List Of FIQUIES === === - oo oo oo oo e o e o e e v
List Of Tal@S------==mmmmmm oo oo e e e e e e %
Chapter 1 IntroduCt ON=-----===== = oo oo o o o e 1
OVEIVIEIV. ...ttt st b bttt bbbt bt b e Rt e Rt e e et e b e b e s E e e bt e bt e Rt e st et et e s b e besaenne e 1

(O 0] o (Y-S PSRN 1

B U 01010.07 YT TOTPRSTRPPPRI 2
Organizing SOCIE THEOMES. ... ..ccueeieieeiteete ettt s e et e et e s aeesteeseesreeaeeneesaeennenneenes 3

N (0o oo Y 4

N =0 S o e = R I 1= o Y2 4

00 (0 AN = o 5
Chapter 2 Functionalist Social Theores ------========mmmmm oo 6
SIrUCtUral FUNCHONAIISIM ...ttt bbbttt e e ene e 6
AUguSLE COMILE (L1798-1857) ....cveeeeeieeeieeee e eieseeseete s e ste e e steeaesseesaeeseesseesseeneesseenees 7

Herbert Spencer (1820-1903) ......ccveivieieieerieeeeseeseeee s e ste e sreesse e sreesseesesseesseeeesneens 7

Emile DUrkheim (1858-1917).......c.cccueiuieiereeerieeeeseesieeeesieesaeeaessee e eeesseesseenaesneesseeneesneens 9

Vilfredo Pareto (1848-1923) ........coiieiiiiieriesie ettt 9
Bronidaw Mainowski (1884-1942) ........cccueeieerieeeeseesie e steesee e e esae e sse e sneessesnnens 11

A. R Raddiffe-Brown (1881-1955) .......ccceviririeriiririerienie et 13

Talcott Parsons (1902-1979) .....c.eeuirierieriesiesieseeee ettt sn et sre b nneas 15

S (= 10130 1 1= o S 17
Ludwig von Bertdanffy (1901-1972)........cccveierierieeeeseesieseesieesee e sseesae e sseeeesseessesnnens 18

A. R Raddiffe-Brown (1881-1951) .......ccceviririeriiririeieesie et 19

Walter BUCKIEY (1921- ) ...oeeieeeece ettt se e sneenneennens 20

[z "o (0 01 o USSR 21
Georg SIMME (1858-1918) .......ccieeieeiereerieee e ste e sre et ee e sse e s raesreeneesnee e 21

George Herbert Mead (1863-1931).......ccuieririirieniirieeieee et neeas 23

S/ a0l07e [Tol (9115 7= o (10 1S 1O 23

50w b= AN (o T I =0 YRS 24
MaX WeDEr (1864-1920) .....ccueruerreriirieeieiesie st ste st sie et st sbe b e see e e e sne e 24

Talcott Parsons (1902-1979) .....c.eevuerierieriesiesiesiesee et sa et sre b nneas 25
INEEGIAIVE TNEOMY....c.ve e ettt e e s b e e s e e sreeseeneesseenseeneesseensennnens 25

PELEr M. BIAU (1918 ) cvvvveereeeeeeeeeresessseeesesseeseeeessessssssssesssssssssssesessessssesssessssssesesessesees 26



Core KAM 1 - Breadth il

RODET MEMON (1O10- ).ttt st sne e 26

WaLEr BUCKIEY (1921- ) ..ottt sttt sreenae e 28

(@0 1= 1Y/ 1 o ST 29

B. F. SKINNEr (1904-1990) ......coiueeieeierieeieseesteeie e sieesseseesbeeeesseessessesseesbesneesseessesnsans 29

C. WGt MillS (1916-1962) ......ceeerueiuiiirieieeiesiee st ee sttt sre e e sneeneas 31

Chapter 3 Modernism to PoStmOderniSm-------=========mm oo oo 33
Implications of BUITell @A MOIQaN...........cooeeiiieieeee et s 33
RiISE Of the POSIMOUEIN. ... et sreenae e 35
MOAEN VS, POSIMOTEIN.......eeiiiiiieieeie sttt sttt st a et saeenaesneea 35

I 0 ==T 0 M oS 10000 = 1 1ES o OSSR 36
REFErENCES —==-=-- - oo oo e e 38



Core KAM 1 - Breadth iv

Ligt of Fgures

Figure 1 — Burrdl & Morgan's Paradigms of Socia Theory (1979)........cccoveriinienieie e 3



Core KAM 1 - Breadth

Ligt of Tables

Table 1 — Malinowski’s Basic Needs (1944) .................
Table 2 — Malinowski’s Derived Needs (19449) .............

Table 3— Burrdl & Morgan's System Andogies (1979)



Core KAM 1 - Breadth 1

Chapter 1
Introduction

Overview

This knowledge area module looks a socid theories as a means of identifying the dimensions
and variables that can be used to discuss and explore red-world socid and organizational modelsin the
information technology industry.  Change modds in the information technology industry typicdl take the
form of normative descriptions of how organizations should be Structured, or prescriptions as to how
processes and procedures should be designed and implemented by those organizations. The socid
theories that underlie such moddss, indeed the reasons for the efficacy of those that succeed, virtualy
aways remain unexplored; a least unstated. This knowledge area module traces the development and
shift in socid theory — primarily from functionaism toward interactionism — to see if dements of the shift
can illuminate the fidd of sysem change in the information technology industry.

Objectives

This breadth component lays a foundation based on a generd exploration of many of the current
and recent theories of society that inform current thinking about organizations and change.  This
includes a broad survey of the mgor categories of such theories focusing on the modernist and
postmodernist schools; setting up for the detail discussion of specific aspects of postmodernism that will
fallow in the depth component. Specific breadth component objectives are:

1. Explore and categorize the mgor theory groups that describe societd formation and change;
emphasizing the expangon and growth of such theories through time.

2. Compare and contrast the mgor theories of society and change exemplified by the writers

generdly classfied as modernists and posmodernists.
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3. ldentify components and aspects of postmodernist theories that generally inform socid
change theory and practice today.
Summary

Thereisagreat diversty among the various theorists who comprise the modern and
postmodern schools of socid theory. Burrell and Morgan (1979) offer aframework for organizing this
diversty in which they characterize various theories into four quadrants; defined by their perspective
continuums of regulation-change and subjective-objective assumptions. The dominant quadrant — the
functiondist, based on objective regulation — provides the foundation theories for this knowledge area
module. Over time, the popularity of any particular theorist varies, but Burrell and Morgan observe that
the cornerstone of socid theory generdly remains within their functiondist paradigm. Park and Burgers
(1972) describe the growth of functionaist sociology as the extension of the methods of the natura
sciences to politics and history, increasing the precision of history and observationbased predictions.
Government becomes a technica science, and politics a profession. (p. 62)

Discusson of socid interactions and actors inevitably moves discussion away from Burrell and
Morgan's objective end of the continuum that defines their framework, and toward the subjective end.
The focus shifts from structure and function toward a more subjective interpretation, or emergent
interaction, of and by the actorsinvolved in the systems being discussed. These discussions take place
among the writers that Burrell and Morgan place in their interpretive — or subjective regulating —
conceptua quadrant. These subjective discussions dlow for great depth in working through the beliefs,
motivations, and intentions of the playersin the socid systems being discussed.

The shift from modern to postmodern socid theories provides for a degper and richer

discusson of any of the pogtions targeted within the Burrdll and Morgan paradigms. These deeper
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perspectives, dong with the interaction of the objective and subjective postions; the point a which
Burrdl and Morgan’ s quadrants touch; provides useful constructs for modeling organizationd
interactions that involve both the structure of forma objective processes and the informaity of those
processes being carried out by subjective interacting people.

Organizing Socid Theories

Burrdl and Morgan (1979) offer aframework for categorizing socid theoretical models into
four conceptua paradigms defined by two different dimensions of andyss. 1) the nature of society, and
2) the nature of socid science. (see Figure 1) The framework dlowsindividua socid theoriststo be

placed into context according to the underlying assumptions present in their analyss

Fgure 1 — Burrdl & Morgan's Paradigms of Socid Theory (1979)
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Subjective Objective
Radicd
S Change Radicd Radicd
0 humenigt gructurdist
c
[
e
t Interpretive Functiondist
y Regulation

Boundaries between paradigmatic quadrants are arbitrary, and Burrell and Morgan describe
ggnificant cross-paradigm influences; dthough they conclude that the boundaries are actudly too
permesable because of the conceptua dominance of the functiondist paradigm. (p. 397-8) They
advocate |ess short-term interaction among the paradigms in order to provide each an ability to mature

ideas and establish themselves as independent “ aternate redities.” (p. 398) Their ideas are highly
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suggestive of the postmodern debates that were just beginning to flow throughout the socid science
community in the late 1970's.

Nature of Society

Burrell and Morgan’ s depiction of the dimension dedling with the nature of society looks
primarily a the distinction as to whether or not the society is depicted as a status quo to be described
and defended or as an embodied change, focusing on the ongoing processes of maturity and growth.
They describe this dimension as a continuum from regulation to radica change.

Socid theories toward the regulation end of the continuum will discuss socid order and
consensus while depicting socid interaction and group cohesiveness. Regulation looks a what actudly
is, and describes members of society satisfying needs through socid mechanisms and relationships that
actudly exigt within the society.

Theories of society more toward the radical change end of the continuum will discussthe
potentidities that exist within the society; focusing on conflict, modes of domination and control, and the
inherent contradictions and incons stencies associated with orn-going change.

Nature of Social Theory

Burrell and Morgan’s description of their framework dimension dedling with the nature of socid
theory depicts the key distinction as the subjective-objective continuum. They offer four perspectives
under which this continuum can be evaduated: 1) ontologica, drawing a distinction between nomindism
and redlism a the two extremes; 2) epistemological, viewing anti- postivism and pogtivism asthe
extremes, 3) human nature, with the debate over volunteerism and determinism defining the extremes,
and 4) methodologicd, with theories ranging from ideographic to nomothetic at the ends of the

continuum. Having four perspectives; in contrast to their opposing dimension for the nature of society
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with only one defined regulation versus- change viewpoint; opens the door to confusion asindividua
socid theories are mapped againgt the continuum. To the extent that individud theories map to acertain
point on the continuum in each of the four perspectives, thereisno a priori requirement that al four
perspectives result in the same mapping.
Looking Ahead

Following on the framework established in this breadth component, the depth component will
further explore the postmodern theoretica shift from structura functionalism toward symbolic
interactionism. Using issuesidentified in these two specific disciplines, an accounting will be offered of
the evolution of socid and organizationd modes in the information technology industries. By mapping
postmodernist principles to the specifics of severd commonly used industry change models, the
application component will then suggest aframework — in the form of planning/feedback surveys— that
can be used by professionas involved with these industry model's as they attempt to improve their

effectiveness through making underlying socid factors more visible and explicit.
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Chapter 2
Functiondist Socid Theories

Burrell and Morgan describe functiondism as the dominant framework for sociology in the
twentieth century; heavily influenced by sociologica positivism in which the principles of German
idedlism have been incorporated. (p. 48) The socid theories that Burrell and Morgan place in their
Functionaist Paradigm share severd underlying common positions. (p. 106) They view society as
basicdly available for study; ontologicaly independent of the presence of people. They view the socid
theorist as an observer of socid phenomena, not as participant in what is being studied. They describe
society in terms of on-going and continuous order; and they seek to explain aspects of society and the
socid fabric that can explain such continuity. They expect and find purposeful rationdity in the individua
and group behaviors encountered in their study.

Burrdl and Morgan clugter the theories within the paradigm for convenience and comparison.
Clearly there are differences among the theories that they include in these clusters; but they seethe
gmilarities within the paradigm as vagtly overcoming such differences, particularly with respect to their
other three framework paradigms. (p. 29)

Structurd Functiondism

Structurd functiondism looks at function as aemergent property of structure; whether in an
organism or a broader society. Analyssfocuses on the interrelationships of parts and the meeting of
needs. Burrell and Morgan illustrate the origins of structurd functiondism using the ideas and writings of
Comte, Spencer, Durkheim, and Pareto. The biologica andogy is strong among these writers. They
extend their discussion to broader sociologica gpplications through an andysis of Mdinowski,

Raddiffe-Brown, and Parsons.
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Auguste Comte (1798-1857)

Burrdl and Morgan describe Comte as the father of sociology. (p. 41) They describe hisview
that socid development follows an evolutionary path involving three stages of development or maturity:
1) thetheological or fictitious, 2) the metaphysica or absiract, and 3) the scientific or postive. He sees
relaionships and rationdity as defining dimensions of anadys's; with a strong inclination toward an
anadyds based on the principles of the natura sciences and the scientific method.  This thinking leadsto
the functiondist paradigm with its emphasis on explanation of existing socid order and regulation.

Comte (1875, p. 8) described his socid analysis as not only gpplicable to outward practicd life,
but aso to one' sinner mora nature; carrying forward elements of the theologicd stage up to the
positivist tage. He aso argued that the interim metaphysica stage was never redly able to supercede
theology in questions of emotion and meanings, much less so in practica matters. Histhree stages
should, therefore, be seen as a series of expansons, not of replacements. Asthis KAM exploresthe
path from functiondism to interactionism, this recognition of fedings and meaning at the core of
understanding will be arecurring theme.

Herbert Spencer (1820-1903)

Spencer picked up from Comte the importance of the relationship between structure and
function, believing that parts need to be viewed in the context of the whole 1n addition, Spencer was
heavily influenced by Darwin and developed hisideas based on auniversa applicability of evolutionary
principles. Spencer pursued the implications of such abiologica andogy in identifying with society as
organism. The properties of the aggregate society would then be determined by the individua units.
The pardld between society and organism placed individuas into the role of component parts. The

diverdty of individuas, and the manner in which they were integrated into collective units, determined
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the structure, and so function, of the society. This direct relationship between structure and function is
what Burrell and Morgan describe as the root of structural functiondism. (p. 42)

Cohen (1968) describes Spencer as analyzing the structure of society in order to see how each
part contributes to the functioning of society. Spencer argued that greet differentiation of the partsin the
structure would lead to greater interaction among those parts. Such diversity of interaction would better
enable the society to survive because interna disharmony is decreased through the greater
communication and integration of the parts. Under the evolutionary biologica andogy, more complex
societies should persst over smpler societies for the same reason that humans adapt to more
environments than amoeba. (p. 34-5)

Ped (1971) argues that too much emphasisis placed on Darwinism when looking at Spencer’s
work asabiologicd analogy. (p. 131) Spencer didn’t start out from a phenomenon to be explained as
the evolutionary biologist had. Spencer saw ethicd and metaphysica imperatives that could best be
explored and explained using the evolutionary model. Many writers describe Spencer as applying
evolution to society, while Peel sees Spencer as a sociologist making use of a particularly powerful
modd. (p. 134) Turner (1985) agrees, noting that Spencer was less concerned with the functions of
particular structures than with the rel ationships necessary for maintaining a sysem’'s socid whole. A
Dawinian evolutionist perspective would have focused more on the pattern of structurd differentiation
among the parts. (p. 50-51)

Spencer recognized that society as organism couldn’t be complete. As an organism the parts
would cooperate and evolve together. They would not compete. However, competition among
individuasin societd settingsis persstent. Instead, society could be viewed as an ecologicd aggregate

of subsystems. Within the ecology, subsystems/individuas would competitively struggle according to
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Darwin's principles of evolution. Holding to his view of the gpplicability of evolution asaguiding
mode, Spencer saw that these ecologicad struggles would lead to integrated societal systems of greeter
and grester complexity.

Emile Durkheim (1858-1917)

Durkhelm saw society as a concrete redlity available for rationd study; echoing Comte's
positivism. He aso pursued Spencer’ s organic andogy into the andyss of socid indtitutions. He drew
adigtinction between causd and functiond analyss and focused on the latter under abdief ina
sociology of regulation; looking & relations between individuas and their socid inditutions and the
emergence through those relations of socid solidarity. In traditiond pre-industrid societies, such
solidarity would have been based on the sharing of work and resources in a conscious collective. In
more modern indudtriad societies, increased divison of labor would drive greater functiond
differentiation. Solidarity would come to be based more on relationships according to Spencer’s
organic model. The function of the whole becomes increasingly dependent upon the structure among
the parts. Systems of vaues and beliefs would evolve to become normative as the organic whole
enforced a strong predilection toward order and stability.

Vilfredo Pareto (1848-1923)

Pareto d so emphasized society as a system of interrelated parts but also wanted emphasis
placed on theirrationdity of human behavior. Such behaviors would tend to disrupt the societd system
by introducing disorder to Durkheim’s stability. Pareto’s response was a socia systems model based
on equilibrium, and he described the socid system as tending to resolve disruptions. This placed society

as responding to the externd forces acting upon it; more of a mechanica than abiologica anaogy.
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The socid system is congtantly in a Sate of dynamic change according to Pareto. (1935,
p. 1435) The resulting state of equilibrium is dways determined by the system reestablishing baance
after being perturbed, dong with some level of norma change. He argued (p. 1436) that if such were
not the case, any normd tate in the socid system would be determined smply by random chance. He
preferred amodel where change would be limited or bound by existing or prior states. The socid
system, then, could smply be defined as that baanced sate into which the system resolved itself after
each disequilibria. Socid factors and individud human acts then become part of the naturd changein
the system, often acting as disequilibriadrivers.

Pareto’ s discussion of equilibrium is described by Powers (1986) as a balance between
peopl€ stastes, or desires that they are looking to satisfy, and the obstacles preventing or impeding such
satisfaction. (p. 38) Such thinking is predicated on Pareto’ s underlying assumption that societies are
actudly systems of socid rdations. (p. 144) The equilibrium will be stable when changes in one part of
the system affect changes in other partsthat partidly reverse or mitigate the origind change. The
equilibrium will be unstable when other modifications to the balance actudly amplify any initia changes.

Powers described Pareto as laying out along-term cycle of societd change, where equilibrium
isonly goproximated in the short-term. Events affecting parts have consequences for the whole that are
more dynamic than smple cause-effect thinking. Cycles of socid sentiment have affects on economic
productivity, which in turn impact political organization, which drives changes and conditions that affect
socid sentiment. Any invisble hand in the functioning of society is actudly a systemic effect of the

structure of these interactions. (p. 40)
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Bronidaw Mainowski (1884-1942)

Malinowski added to the idea of the relationship between structure and function the importance
of fidd-work and observation. Malinowski looked at the function of culturd artifactsin the satisfying of
needs within observed groups. Cohen (1968) points out that such thinking is circular if needs are
congdered fundamenta. An atifact can satisfy aneed, but why that need? Observing need
satisfaction doesn't address an understanding of needs, and so does't completely explain function. (p.
41)

Malinowski (1944) avoided such causative or normative looping, ingead relying on smple
observation of function to identify requisite needs, many of which he saw as basic needs, or those where
the need being met was largdly and directly attributable to the types of cultura responses being

observed. (see Table 1)

Table 1 — Malinowski’s Basic Needs (1944)

Basic need Cultura response
Metabolism Commissariat
Reproduction Kinship

Bodily comforts Shelter

Safety Protection
Movement Activities
Growth Traning

Hedth Hygiene

(Adapted from discussion on p. 91)
A premise of his observation was that the biologicd drive inherent in every observed impulse
could not be separated from the culturd tradition that set the context for the impulse observed.  Behind

every observed act was a*“ cultura determination.” (p. 86) “It would beidle to disregard the fact that
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the impulse leading to the smplest physiologicd performanceis as highly plastic and determined by
tradition asitis... by physologica necessties” (p 87)

Other observations of more complex phenomena, therefore, could be attributed to different
societal imperatives that could be derived from the observed core basic needs. (see Table 2) All needs
would result in some form of cutural response that could be observed, and an entire societd system
would evolve to support those needs; dthough no particular societa systems was mandated by his
thinking.

Table 2 — Mainowski’ s Derived Needs (1944)

Imperdtive Cultura response

Goods produced, used, Economics
maintained, and replaced.

Codification and regulation of ~ Socia control
human behavior.

Human materid must be Education
formed and renewed.

Authority must bedefinedand  Palitics
endowed with means.

(Adapted from discussion on p. 125)

His explanations suggested that specid or unusua characteristics observed in society could best
be explained by the functions that they performed for society. Structure isn't normative, needing to be
discovered and explained. He regarded the society as a complete whole within a set of ecologica
surroundings.  The functions performed across the society are necessary to that ecologica baance, and
can be used to understand existing observed structures. Burrell and Morgan point out that such aview
can dl too easlly lead to ateleological perspective where the emergence of function is viewed as an

evolutionary target. (p. 53) (They don’'t argue that this more extreme position was actually taken by
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Malinowski.) Mainowski was a postivigt; pointing out the relationship between function and structure
without attributing design or causdity to either.

A. R. Raddiffe-Brown (1881-1955)

Picking up from Comte and Spencer, Radcliffe-Brown (1952) worked with a concept of
function rooted in the andogy between socid and organic life.  He drew upon Durkheim’s pardlds
between biologica organisms and human societies. He also accepted Mainowski’ s notion that no
particular structure for society should be preferred to any other aslong as a proper ecologicd baance
exigs. The function of any particular socid ingtitution existed in the correspondence between the
ingtitution and the needs of the socid organism. (p. 178) Raddliffe-Brown preferred to use the idea of
‘necessary conditions of existence' rather than theidea of ‘need’ in order to avoid the possible
teleologica interpretations often associated with discussons of needs in psychology. He accepted the
use of descriptions of needs, but only within the narrower context of existence necessities. (p. 178)

Extending beyond this point though, he assumed that there must be some set of necessary
conditions that must be satisfied in order for human societies to exist. Without such an assumption, the
andogy between organisms and societies doesn’t make sense. He described organisms as having a
dructure, not being that structure. Life isthe continud functioning of that structure; the satisfaction of
basic needs as preconditions for continuing existence. If societies lack such necessities, the andogy
would break down. (p. 179)

He viewed society as a network of a least minima relationships that must exist in order to
provide socid dructure with basc continuity. Individuds form the essentid units of analysisin that
network. Aswith organic life, ongoing continuity is not destroyed by changing the individuds that

interact in the network; any more than an organism is destroyed as its cells divide and replace
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themsdves. Such an ongoing and continuing existence for the society Raddliffe-Brown concelved asthe
continuing functioning of its Sructure; its soad life.

“The continuity of structure is maintained by the process of socid life, which consgts of the
activities and interactions of the individua human beings and of the organized groupsinto which they are
united.” (p. 180) Socid life, then, isthe functioning of the socid structure: Sructurd functiondism.

The function of any recurring activity in the society isthe part it playsin he socid life asawhole, and
therefore, the contribution that it makes to the ongoing and continuous maintenance of the structura
community. Function, then, is ructure interacting in a series of rdations among condituent individuas
in ways that provide for continuity of the structure.

Raddiffe-Brown described three sets of problems that social theorists needed to address within
this framework: 1) the problem of the classfication of the structure among parts, or socid morphology;
2) the problem of explaining the functioning of those parts, or socid physiology; and 3) the problem of
explaining the development and existence of new societd types. (p. 179-80) Becausetheandogy is
presumed to hold, these three problems apply to both organic and societd systems. He recognized two
ggnificant limitations in the organic anadogy in conducting such analysis: 1) organic structures could be
studied independent of their function, while societa structures could not, and 2) societies can change
dructurd types while organisms cannat; highlighting the danger of pursuing the organic andogy too far.
That asocid system, asacollection of functiond contributions, exhibits afunctiond unity that maintains
a dtructure would serve as a hypothesis, rather than afactudl assertion. (p. 181) The functiond unity he
described included dl parts working together with enough internal consistency to avoid producing

perssting conflicts that couldn’t be resolved or regulated by the socia system.
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Continuing the andogy, Raddiffe-Brown described the study of organic pathology as deding
with dysfunction, and distinguishing the organisms hedlth from disease. He posited thet if thereisan
andogous form of socia pathology — some group of laws of socid physiology — it would likely be found
behind the development of legd, palitical, economic, and religious sysems. The functions within these
systemns clearly support the ongoing maintenance and continuity of the society in which ther practices
are carried out. (p. 182)

Radcliffe-Brown pointed out that his functional concept doesn't require that everything in socid
life have afunction; only thet every interaction be capable of being identified with some function. He
aso recognized that two ingtances of the same socid interaction taking place in different societies need
not serve the same function, if they serveany a dl. Interactions aren't trying to perform society
maintaining function; they smply do. Performed differently, they might till serve such afunction, but not
necessarily in away that the society would be the same. Structurd functionalism doesn't rationdize any
particular socid life, particularly those currently observed; it just explains the mapping of the socid
interactions through which a particlar societies functions merge and sustain themsdlves. (p. 182)

Talcott Parsons (1902-1979)

Ficking up on Raddiffe-Brown’ sideathat there must exist some minimum set of Structura
relationships and functions in order for asocietal system to persst, Parsons focused on dlarifying the
problems that must be solved in order for asystem to exist. Burrdll and Morgan describe thisas an
inverson of Raddiffe-Brown. (p. 54) Parsons defined various imperatives that society must satisfy and
then looked for socid structures that would implement them; while Raddiffe-Brown would observe

structure and then look for function that could be used to understand that structure. Both approaches
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seem vdid aslong as the results aren’t taken to be teleological from either perspective. Mainowski
gpproached the imperative- structure questions from both sides usng observation.

Using this approach, Parsons (1971, p. 5-6) identifies four imperatives that must be resolved by
any socid system in order to exist and persst: 1) adgpting and establishing arelationship with its externd
environment; 2) god attainment through the setting of goa's and mohilizing of resources; 3) integrating
the system through a set of controls that inhibit variations and maintain coordinetion; and 4) establishing
latency, or pattern maintenance, through motivation of actors within the systlem. Since Parsons viewed
these four functions as necessary for societa persstence, his views are highly normative. Society will be
structured to provide the core functions necessary for societa persstence.

Parsons dso identified two externd, or environmenta, systems that must so be conddered as
part of the Sructure within which socid action occurs: a) the physica environment, primarily the world
of physics and chemigtry in which living organisms interact, and b) the “ ultimate redlity” (p. 6) derived
largely from philosophy and religion and mediated primarily through the culturd system.

Only by denying that any particular structure across these Six systemsiis required does Parsons
avoid the teleologica postion that there is some inherent design required for a society to come into
being. However, the need to maintain such minimal function will place limits on a society’ s &bility to
change. Theinteraction of his 9x subsysemsiswhat brings Parsons to the edge of Burrell and
Morgan’s group of systems theories; and the role he ascribes to individud interactions among actors will
bring Parsons back below in the discussion of their socid action theories.

The need for society to regulate itsdlf across and within these structura and functiond
configurations iswhat places these structura functiondist theories squarely in Burrdl and Morgan's

functiondist quadrant. However, they aso point out that because these theories focus on maintaining
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and regulating required functions, they have trouble explaining change and the emergence of new forms
of societa structures. (p. 56) The heavy influence of the natura sciences on the direction and
development of methods within functiondist sociology has driven the heavy objectivist focus of many of
these writers.

Systems Theory

While recognizing that the concepts of *structurd functiondism’ and ‘ systemstheory’ are often
used interchangeably, Burrdl and Morgan maintain the ditinction between the two largely because
systems theory encompasses heuristics and subject matter that go well beyond discussions of structure
and function. (p. 57) In fact, agpects of their discusson are encompassing enough that one can be | eft
wondering why they chose to introduce the topic as part of their discussion of ther functiondist
paradigm, rather than previewing thelr materias on the various paradigms with an interpretation of the
role the see systems theory playing in their framework; for aspects of the andogies drawn in systems
discusson involve principles and assumptions from each of their other three paradigms.

Burrdl and Morgan describe five types of systlem anadogies and their uses and impactsin
discussons of socid theory. (see Table3) The principle tendencies of these five andogies define a
continuum aong the lines of the vertical dimengon of their framework; with andogies based on order
and gability defining the lower dements of their framework, and anaogies based on conflict and change

defining the upper dements.
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Table 3 — Burrdl & Morgan's System Andogies (1979)

Type of Anaogy Principle Tendency

Mechanica Equilibrium

Organigmic Homeogtasis
Morphogenic Structure elaboration
Factiona Turbulent divison
Catastrophic Complete reorganization

Adapted from Figure 4.1 (p. 67)

Their mechanica and organic anaogies have dready been heavily drawn upon by the structurd
functiond writers. The morphogenic andogy deds with the evolution of new systems; raised as an issue
by Raddliffe-Brown, but remaining to be further eaborated by Burrell and Morgan dong with the
factiond and catastrophic andogiesin their discusson of their Radica Structurdism Paradigm.

Ludwig von Bertdanffy (1901-1972)

Burrdl and Morgan attribute to von Bertdanffy the role of closed versus open system thinking in
discussing complex systems such as large organizations or societa systems. (p. 57) They point out that
socid sciences tend to focus on the mechanicd and biologica andogies. Thisfocustendsto resultinan
andysis based on input, throughput, and output. Key concepts will include homeostasis, negative
entropy, differentiation, and equifindity. Structure will play acentrd rolein an underdanding if such
gysgems. An andydswithin asysem will view the mutud interdependence of subsystems. Critica
activitieswill be seen in terms of boundary transactions that alow the system to interact with its
environment.

Such ana ogy-oriented concepts are important to the study of socid systems, but they aso limit
the role that broader systems thinking can play, particularly with respect to the impact of the

environment on the socid sysems. The mechanistic andogy focuses on equilibrium. Therole of the
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environment is seen primarily as a source of disequilibria, something to which the systlem must respond.
“The posshility that environmenta change may influence the very sructure and essentid nature of the
system is negated to some extent by the assumption that equilibrium will eventudly be restored”
according to Burrdll and Morgan. (p. 62)

A. R. Raddiffe-Brown (1881-1951)

Under this narrow view, the socia system is seen as responding to its environment based on
environmenta impacts or stimuli based upon its needs. Raddliffe-Brown’sideas under structural
functiondism viewed the system in terms of the needs that required fulfillment; such needs causing a
functiond unity among the components. Burrell and Morgan describe both Mdinowski’ s and Raddliffe-
Brown's use of the idea of homeodtatic principlesin describing socid systems as open systems. (p. 63-
64) Each described socid affairsin terms of process; with the structure of the system representing the
relationship between system parts and the environment a any point in time. The structure of the system
would dter in response to changesin the environment in order to provide for the continued meeting of
functional needs

This relaionship between structure and function underlying structurd functionalism can be
ddineated using two of Raddiffe-Brown’s problems areas introduced above: morphology and
physiology. Socid morphology looks at the structure of socid systems with minimal view to function.
Structurd metrics such as mass or Sze, configuration of components, or centralization of authority can
be described more-or-lessindependent of the functions such metricsserve.  Socid physiology looks
more at the functions served than a the structures of the system. Parson’s functiond imperatives assign
primary importance to such aview. Burrdl and Morgan point out that the combination of

morphology/structure and physiology/function can be used to describe the actions and behaviors of
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socid systems in which equilibrium has been achieved and isdesired. (p. 64) A focus on such a status
quo is centrd to the definition of their functiondist paradigm. It does not, however, ded with Raddliffe-
Brown' sthird problem area, namely the modding of socid development or change.

The mechanigtic and biologica andogies often used when discussing socid systems as sysems
can not ded with mgor changesin structure or function. There are limits to the amounts of change that
can be introduced into mechanica and biological systems. A cotton gin can't be turned into a desktop
computer; nor can aworm be turned into agiraffe. But an agriculturd society can become an indudtria
society; asocidist economy acapitdist one. An effective socid systems modd must be able to handle
such discontinuous change and genesis that go well beyond what the mechanicd and biological andogies
can describe.

Walter Buckley (1921- )

Burrdl and Morgan attribute to Buckley aview based on a centrdity of the morphogenic
viewpoint. (p. 66) Buckley describes socid structure as emerging from the process of socid
interaction; placing him a bit more to the subjectivis sde of Burrdl and Morgan's functiondist paradigm
quadrant than others discussed above. Buckley’sview is conggtent with Raddliffe-Brown's, but dlows
for analogies that extent beyond the organismic. In particular, Buckley’s podtion closdly digns with the
fidd of cybernetics, and supports a shift toward more interactionist gpproaches that follow.

The key dement of the theories that Burrdl and Morgan include in their discusson of systems
theory-based modedsis their focus on interna organization and the relationship between the system and
its environment. When the mechanica and biologica analogies are used, this places systems models
toward Burrdl and Morgan’s objectivist end of their modd; the system existing independent of the

individuas who make them up. Asthe sysem anadogy extends beyond such models, the models
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become increasingly subjective, with individud interactions playing a greater part; and change-oriented,
with change and genesis becoming increasing concerns. For this reason, Buckley gppears againin
Burrel and Morgan's list of integrative thinkers below.
Interactionism

Still within Burrdl and Morgan’s functiondist paradigm, interactionist socid theories move awvay
from the objectiviam of the structurd functionadist concepts toward a more subjective set of concepts
that focus on the behaviors and interactions of individuals and socid groups. What keeps these theories
within the functiondist quadrant is the fact that they remain focused on interactions, not meanings
ascribed to those interactions. More subjective because of the involvement of actors; these theories will
not crossto Burrell and Morgans interpretive quadrant because they maintain enough objectivism to
preclude discussion of the intent of those actors nor the meanings they place upon their interactions.

Georg Smme (1858-1918)

Burrdl and Morgan describe the analys's of individuas associations and interactions as
originating with Georg Smmd. (p. 71-72) Smmel (1955b) looked at such entities as the state, clan,
and family as superindividuas, each subject to andyss asthe crystdlization of the interactions of thelr
component individuas. His focus was on the andysis of individuas within each of these socid contexts,
drawing a digtinction between smple associations among actorsin convenient proximity and true
dfiligtions, where beliefs and desires might be shared across freely chosen rationships. (p. 130)

Smme (1955a) established a behaviord grammar for discussing socid life based on dyadic and
triadic rlations. Conflict and dienation between each individua and their socid world played apart in
defining the reciproca context for these interactions.  He described conflict as the mgor cause and

modifier of interest groups, unions, and organizations. “There probably exists no socid unit in which
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convergent and divergent currents among its members are not insgparably woven.” (p. 15) He saw
unity emerging from such conflict at two leves firgt, as consensus and agreement among individuas who
worked to overcome disagreements, and second, asto totality of agreement or “group-synthesis’ (p.
17) that resulted asthe socid group emerged from the smple interactions of its members.

He observed that characteristics that could be viewed as negative or damaging among
individuas would not necessarily have such an effect from the standpoint of the total unity. (p. 44)
Disagreements or conflict among strangers pose the least risk to the socid unity precisely because each
individud in the dyad or triad invest very little in the overdl raionship within which any disagreements
exig. Among intimates though, smdl conflicts can be extremely disruptive precisely because the
individuds are so totaly invested in the rdationships.

Coser (1965) described Smmel’ s position as an objectification of these relationships, baancing
the totd involvement of unity and the totd distancing of srangers. Through conflict the individud
maintains autonomy, with conflict acting as a regulating mechanism that draws onein to new
relationships while preventing many relaionships from becoming too intimate.

The impact of Smmé’ s conflict modd is that, while smal conflicts among intimates can disrupt
and conflict among strangers will stabilize, group affiliations tend to baance out as individuas define their
multiple-relaionship pogtion in society. Digtant relationships grow more intimate, and intimate
relationships grow dightly more distant through conflict and recondiliation. Smmd argues thet the
baancing of such multiple group-ffiliations can strengthen and reinforce the integration of each
individua’s persondity. (1955b, p. 141-2) The conflicting and integrating tendencies of these

interactions will be sdf-reinforcing as long as the different affiliation groups are not too far apart
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conceptudly. Theindividud’s behaviors will dign with adivergty of group interestsin different postions
on the stranger-intimate continuum. (p. 146).

George Herbert Mead (1863-1931)

George Herbert Mead extended the behaviorism of Smmé to take a position that the mind or
consciousness of the individud plays a sgnificant role in the behavior of individuas within socid systems.
Specificdly, the way actors interpret or define the interactionsin which they participate partly
determines thelr interactive responses. By the same token, the mind of the actor, the self, dso arisesin
the context of those socid interactions.  Thus the interaction of individual and socid context determines
both the framework in which interpretations are made, and the actions that create the socid context that
are influenced by those interpretations.

Burrdl and Morgan leave Mead in their functionalist quadrant because, while advocating the
study of behavior from a pogition that emphasizes the role of human interpretations, Mead remained a
behaviorigt. (p. 74) Hedidn't work to ascribe particular interpretations to individuas; only asserting
that any hidden bdliefs or interpretations affected behavior. He placed emphasis on the role of gestures
as providing the sgndsin need of interpretation in the socid context. Gestures were not limited to
language, dthough language plays akey rolein dlowing for communication and interpretation in the
socid context.

Symbalic Interactionism

Mead'sidess lead directly to the school of thought labeled symboalic interactionism; that the
symbolism attached to gestures and actions by actorsin the socia context influence subsequent actions
by those actors. Symboalic interaction goes beyond the prompt-to-response mechanisms sudied in

basic behavioriam to pogt an intervening set of interpretative variables that account for the diversity of
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actions and reactions gpparent in socid exchange. If the mediating interpretations are as important as
suggested, then socid affairs will best be understood through detailed andysis of the actions and
responses of individuals looking for the meanings attributed to each action.  The depth component of
this knowledge area module explores symbolic interactionism in greater detall.

Socid Action Theory

Remaning within the functiondist quadrant of their framework, Burrell and Morgan describe the
role of socid action theories as building on the foundations of basic interactionism. They place these
theories, primarily those of Weber and Parsons, among the most subjective of this otherwise objective
functiondist paradigm. The reason that they leave these theories in the functiondist quadrant, as
opposed to shifting them toward the more subjective interpretive paradigm quadrant, is that these
theories limit themselves to conclusions that can be drawn from the action of actors. While meaning and
intent is presumed to exist within the actors; no steps are taken to understand or infer such meaning and
intent. Only the actions matter. To the extent that such meaning becomes a direct area of study, these
writers will gppear again in Burrdl and Morgan’s quadrant representing their interpretive paradigm.

Max Weber (1864-1920)

Weber’ s method of verstehen, or the placing of onesdf in the position of the actor being
studied, gave arole to the subjective meaning of events and actions that was contrast to the viewpoints
traditionally associated with the natura sciences. Burrell and Morgan describe Weber’ s views as
methodologica, lamenting the tendency they seein other writers to over-generdize Weber’ s methods
into agenerd interactionist viewpoint. (p. 83) They describe the four action typologies defined by
Weber, including: 1) traditiond actions or habits, 2) emotiondly dominated actions, 3) rationd actions

targeting some absolute value, and 4) rationd actions toward some specific ends in which dternatives
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might need to be evauated. As sociological tools, these four types could be used to andyze and
organize observations of behaviors and actions without needing to understand the specific habits, beliefs,
emotions, and rationa choices driving such actions, leaving such practice just bardly in Burrdll and
Morgan's functiondist paradigm.

Talcott Parsons (1902-1979)

Burrdll and Morgan associated Parsons early writings with their poditioning of socid action
theory within their paradigm. (p. 85) They describe the notion of volunteerism described by Parsons as
based on Weber’ s notions that the habits, beliefs, and choices made by actors strongly influence their
actions, even if such underlying motivations remain hidden and unknown. Parsons later writings shifted
his placement in Burrell and Morgan's framework toward the more objective end as his views became
increasngly determinitic and causative. Burrdll and Morgan describe his later writings as placing himin
the redlm of systems thinkers described above. (p. 85)

Integrative Theory

Burrdl and Morgan describe integrative theory as the “middle ground” (p. 87) in their
functionaigt paradigm; more objective than the various interaction and socid action theories, yet more
subjective than the more forma structural and systems theories described earlier. They describe four
varidaions on theories that attempt to integrate systems theory with interactionism, the common themes
being the presumption that achieving socid order requires an explanatory model that goes beyond the
sructura and systems perspectives to integrate the role of the actor; whether through god's, needs, or

intent.
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Peter M. Blau (1918- )

The firg variation of integration theory described by Burrdl and Morgan is Blau's exchange and
power model in which exchange power is viewed as centrd to socid life.  Blau bridges interactionism
and systems theories from the interactionist Sde; seeing socid system structure as emerging from the
interactions of exchange and delineetion of power reaionships among individuas. The legitimacy of
power often rests on the collective gpprova of those subordinated to that power; making power aform
of exchange. Throughout these exchanges, relaionships within the society are congtantly undergoing
dynamic change as shiftsin power result in different underlying structures againgt which subsequent
exchanges are seen to take place. Shiftsin power result in new subsequent patterns of exchange that
dabilize the new socid reationships and structure. Interaction therefore leads to new systems structure,
which drive new interactions; integrating these opposing areas of Burrdl and Morgan's functionaist
quadrant.

Robert Merton (1910- )

Burrell and Morgan describe a second variation of integrative socid theory through Merton's
work on the definition of middle range theories that take both micro and macro-leve views of socid and
cultura sructure. (p. 90) Merton (1968) articulates three then- prevailing postulatesin functiond
andyss, and then rgects each:

1. “Podulate of functiond unity of society.” (p. 79-84) The postulate that society isasingle
functiond whole that isintegrated and balanced. Merton argued that such unity might gpply to the
primitive societies gudied by Mainowski and Raddliffe-Brown, but that such thinking would extend

poorly to more differentiated literate societies.
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2. “Posgtulate of universd functiondism.” (p. 84-86) The postulate that al socid practices and
actions must be functiond. Merton argued that such thinking ignores the ability of actions and behaviors
to survive and persevere long after their functiona purposes expires or becomes obsolete. There are
many such practices in many society that served afunctional purposein the past but no longer do so.

3. “Postulate of indispensability.” (p. 86-90) The postulate that there are some form of
universd functiona prerequisitesthat every society must serve or provide if they areto endure. Merton
argued that such a position ignored the obvious ability of multiple functions to serve smilar purposes and
that many functionally necessary actions might have multiple aternatives or equivaent functions
avalable.

Merton felt that such position shouldn’t and couldn’t be postulated in advance. They each
needed to be shown empiricaly; and argued that actual empirica research was dready showing them to
be incorrect. Thisdidn’'t mean that Merton abandoned the functiondist postion, just that his middle-
range theories worked againgt such generalizing concepts across whole societies. Rather, subgroup
societies would be the basis for analys's; with functions in one subgroup often gppearing as dysfunctions
in others.

By looking at functiona behavior in conformist and nonconformist terms, Merton expanded the
role of socid structure beyond that of setting norms for values and behavior to include alowing for both
conformity and nonconformity. (p. 188-91) Such norms would be relative to the subgroup that set the
context of andlyss. Interactionism described norms as emerging through the continuous interaction and
reaction of individuas within the society. Merton described an integrated position in which such norms,
or lack thereof, are integral to the socid structure in which such interactions take place. The socid

sructure provides a set of normative, or comparative, types agangt which individuas understand and
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define themselves as they interact. Under these conditions, socid and cultura interactions dlow for
continuing emergence of new socid structures, with the current structures providing congtraints and
regulation for the direction and pace of change.

A recognition that dynamic change needs to be more explicit handled by functiondist theories
leads to Burrdl and Morgan’ s third variation on integration theory: conflict functiondism.  Where the
second variation integrated interactionism and systems theories dong the subjective- objective dimension
of Burrdl and Morgan's framework, conflict functionaism looks & this integration from the standpoint
of change and so works toward integration aong the vertica, or change-regulation, dimension of ther
framework.

Walter Buckley (1921- )

The fourth variation of integration theory described by Burrdl and Morganis Buckley's
morphogenic systems theory, first described above as part of Burrdl and Morgan's systems thinking
modeds. They describe Buckley aslooking at weaknesses in the gpplication of the mechanistic and
organic andogies, looking a and emphasizing collective behaviors that are less structured than those
andogies would discuss, and seeing arole for deviance and control for inditutionaizing directions of
change. Buckley (1967) sees deviance and control as provided a needed source of “a potentia pool of
adaptive variability” (p. 63) needed to combine with the el ements of environmentd interplay and
adaptive selection in order for the evolutionary paradigm to be gpplied to socid structures.

Buckley draws on communication and information theories to bring together aspects of
interactionism and systems theory. These areas define an ability of a complex system, of which Buckley
sees society as a specid case, to self-organize, sdf-regulate, and sdf-direct. He describesthe

emergence of socid characterigtics through the interaction and feedback of these processes as key
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elements of morphogenic societd development. Burrdll and Morgan describe Buckley’ swork as
representing “an extremely sophigticated attempt to develop an integrative syslems model characteristic
of the middle ground of the (functiondist) paradigm.” (p. 99)
Objectivism

Burrdl and Morgan describe objectiviam as the extreme objective end of their functiondist
paradigm. Where in other areas of functionalism the mechanigtic and organismic modesin the natura
sciences were used to provide andogies and generate hypotheses, objectivism takes the more extreme
position that socid systems and interactions are, in fact, red naturd objects that can and should be
studied using the technologies and concepts of the naturd sciences. (p. 102) Human beings can be
viewed as machines, and socid structure can be viewed in the same way as physica structures would
be viewed in the natural sciences.

B. F. Skinner (1904-1990)

Burrdl and Morgan illudrate the role of objectivism in ther functiondigt paradigm using
Skinner’ s behaviorism.  Skinner viewed man as machine; with behaviors directly attributable to simuli
avaladlein the environment. Contrary to the interactionist writers a the other extreme of Burrell and
Morgan’s functiondist quadrant, behaviorism views any subjective states of mind of the actor as
irrdevant to scientific inquiry.

Skinner (1938) described the history of thinking about behavior. (p. 3-6) Earliest thinking saw
the origins of behaviord characteridtics as located in entities outsde of humanity. Belief in gods and
supernatura forces would dominate such thinking; and be forever outside of any legitimate scientific
sudy. Later, behavior came to be associated or attributed to entities within each organism such as

psychic or metd gates. This change in thinking began to make such attributes amenable to scientific
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investigation. However, Skinner argued that this change only shifted the unanswerable questionsinto the
organism one levd. One was |€eft unable to study the psychic or mentd states just as previous thinkers
had been unable to study the mind of God. Investigation would be limited to a representation of free
will; or else would have to attribute characteristics to some inner sates. Skinner offered Freud' s ego,
superego, and id as examples of such thinking. These definitions, Skinner argued, only accented the
behavior of such states; failing to adequately explain them.

Next came a shift from the study of menta states to the study of the physica nervous systems
that was supposed to drive and define those states. Skinner applauded the fact that study was at least
redirected toward atangible object that could be observed. However, he felt that an overt focus on the
mechanisms often discouraged a direct study of the actud behaviors of interest. His argument against
the study of the nervous system as a proxy for studying behaviors was the feding that such a shift was
trying to “explain the smple with the incomprehensible.” (p 6)

To Skinner, it seems obvious that one needed to actudly study behaviors directly if one wanted
to understand them. “The need for a science of behavior should be clear to anyone who looks about
him at the role of behavior in human affairs” (p. 5) Behaviorism would focus on how individua
organisms actudly interacted with their environment; with what they do. Inner states would be deemed
not relevant or necessary in explaining the path from stimuli to action. Once such an gpproach istaken
as normative, the preponderance of quantitative and controlled experimental methodsis dmost
automatic. The socid scientists varies stimuli provided to test subjects, and observes changesin
behavior; thus generdizing laws of socid relaionships and interactions.

Straddon (1993) describes Skinner’ s position as “ dipping seamlesdy” (p. 63) between science

and radica behaviorism; the former being the facts and methods of the sudy of operant conditioning
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and behavior, and the latter his underlying philosophy of science. To accept Skinner isto accept his
philosophy of science more than his science. This dipping between science and philosophy is a centra
digtinction developed by Mills

C. Wright Mills (1916-1962)

Another example of work in Burrdll and Morgan's objectivist corner of their functionaist
paradigmis Mills discussion of abstracted empiriciam. Mills (1959) focused on socid theory
development, and treated writers who alowed the methods of the naturd sciences to dominate their
methods as practicing abstracted empiricism.  Mills described abstracted empiricism in terms of
“methodologica inhibition” (p. 50) and “ substantive thinness,” (p. 56) arguing that the rise of
automation (and in 1959 Mills was speaking of technology such as punched cards and Hollerith
machines, not the computers il in the future) provided an ease of sampling, interviewing, classfication,
and anadlysis that gppeded to those attempting to gpply the scientific method to socid studies.

Mills describes two basic philosophies of socia science common among his abstract empiricists.
Thefirgt involves examining what goes on in the red world, generdizing from those observations, and
then further examining and studying the implications of those generdizations. (p57) The second
involves efforts to adapt and restate principles of natura science in socid terms. He laments that the first
israrely practiced, and the second is practiced too much. (p. 58) Although much has changed in
practice since hiswritings, histhree level modd for evauating where single researchersfdl againgt these
two moddsisilluminating. First level researchers spesk in terms of the methods they apply to studying
theworld. Second leve researchers study those methods and describe generdized methodologies. The

third level define epistemol ogies based on their study of those second level methodologies. Too many



Core KAM 1 - Breadth 32

socid scientigts, in Mills' view in 1959, were actudly abstract empirica philosophers working at that
third leve. (p. 57-8)

Burrdl and Morgan, in describing Mills, include systems theorists who measure structure over
interaction, integrative theorists who atempt to quantify qudities such as power or deviance, or others
who attempt static measurements of otherwise dynamic interactions. To Mills, “the intellectud
characterigtics of abstracted empiricism that are most important to grasp are the philosophy of science
held by its practitioners, how they hold it, and how they useit.” (p. 56) Heregards socid theorists
working a too high a philosophic levd to be merdy cdlaming to be naturd scientigts.

Burrell and Morgan describe the common thread of these integration theories as socid theorists
who fdl squardly in the functiondist quadrant but who engage in research that nearly violates the
assumptions of that quadrant. (p. 105)

This chapter has outline the various theories that Burrdl and Morgan identify in their functiondist
quadrant. While these theories exhibit diversity, their coherence binds them together relaive to the
socid theories in Burrell and Morgan's other three quadrants discussed in the introductory chapter. The
next chapter introduces the postmodern perspective that will be carried forward in the depth component

to further explore the structura-functionalist mode presented in this chapter.
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Chapter 3
Modernism to Postmodernism

Implications of Burrel and Morgan

Burrdl and Morgan lament the fact thet the theories they place in their own functiondist
paradigm tend to completely dominate sociologica thought. They suggest that any of the four
paradigms can be used to suggest arguments that will virtudly demolish the arguments made in the other
threerival paradigms. (p. 395) They developed their framework using the differences in underlying
assumptions between and among differing socia theories. Based on these differences, each would
successfully argue againgt any position taken by the others. They suggest that the dominance of the
functiondigt tradition prevents the riva paradigms from developing to contextud meaturity. They are
amply overwhelmed by arguments and positions taken within the dominant paradigm. At best, they are
evauated and critiqued from the position of functiondism as normative.

They offer an dternative approach to viewing and using their four- paradigm framework. (p.
396) They argue for alowing each paradigmatic tradition to be alowed to devel oped independently for
aperiod of time; that social theorists dlow themselves to “ step outside” (p. 396) of the functiondist
paradigm and alow inherently distinct traditionsto develop. They view the three rival paradigms as
“embryonic”’ (p. 397) and in need of being alowed to develop into coherent seif-sugtaining “full-
fledged” (p. 397) traditions. The assumptions and positions that define each view can be used to
anticipate lines of development to explore issues raised by those defining perspectives. Burrell and
Morgan argue that these lines of inquiry can only be most effectively pursued if each paradigmiis
dlowed to develop inits own right; rather than dong lines of dways being seen as a critique or chalenge

to functiondism.
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Writing in the late 1970’ s, Burrdll and Morgan were proposing a research agenda that was
highly modernigt. While maintaining thet there was much diversity among the socid theorigts thet they
categorized into their four quadrant framework, they nevertheless concluded that each strain of thought
could be explored and evertudly worked out in dl its detail if left alone and isolated long enough to be
completely defined independent of the dominant functiondist paradigm. This view that a specific logic
could be determined for each subdiscipline was highly modernist in orientation; founded in a belief that
firm rules and laws could be established if isolated and studied in the right ways.

This chapter introduces the more synergidtic dternative that has actudly emerged in thefidd in
the intervening two decades, the details of which will be explored in the depth component. The
postmodern view of accepting that many differencesin socid theory are inherent to the endeavors being
studied stands in contrast, but not contradiction, to the modernist view that systems of coherent laws
can be established that will reconcile apparent differences. Ritzer (1997) describes the postmodern as
“encompass(ing) a new higtorical epoch, new culturd products, and a new type of theorizing about the
socid world.” (p. 6) He characterizes the shift from modern to postmodern as a shift in perspective,
not subject; method, not godl.

Where modern socid thinking attempts to systematicaly generaize a coherent picture — as
proposed by Burrell and Morgan — posmodern socid thinking is usudly highly unsystemtic. (p. 23)
However, apardld exigts between the two discussions because of the dominance of functiondism in
both. Burrdl and Morgan lamented the dominance of functiondist thinking and the limiting effects such
dominance introduced into discussions of their three other conceptud paradigms. If the normétive
nature of functionaism were removed, they argued, each of the other mgjor paradigms could develop

and mature toward an eventua synergy of equas. The postmodern writings highlighted below, and
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explored further in the depth component, find themsalves equaly limited by the normative nature of
modern functionalism. Postmodern writings invariably define themsealves in terms of how they differ
from modernigt writings. Asareault, it has taken decades to sort out postmodern thinking and have it
edtablish itsdf asa gand-done discipline. Each argument in postmodernism, even today, must position
itsdf againg the normative framework of modern functionalism.

Rise of the Postmodern

Ritzer (1997) describes modern and postmodern as being not mutudly exclusve. They are
dternative ways of looking a the socia world. The modern viewpoint tends to look for findity and
coherence, an underlying order and lawfulness in the somewhat chaotic and disorderly world of the
postmodern. “One of the premises of postmodern is that distortion occurs when efforts are made to
make the incoherent seem coherent.” (p. 2)  The postmodern avoids such distortions through
interdisciplinary and intertextual approaches that maintain the dynamics and inner contradictions of the
subjects discussed.

Modern vs. Possmodern

Modern socid theory looks for the absolute, the rational, and expects to discover the truth.
Postmodern socid theory is more relativistic and open to opportunities for irrationaity and multiple
truths. Redlity can only be known narrowly because broader or grander theorizing only distorts that
which isbeing explained. Postmodern will remain incomplete and incoherent rather than cross to
distortion and boas. Ritzer cdlsfor effortsto “modernize postmodernism.” (p. xvii) “An incoherent
overview of an incoherent field isin nobody’ sinterests” (p. 4) Maintain and use some of the rigor and
methods of modernism while maintaining awareness and control over the distortions predicted by

postmodernist thinking.
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Types of Pomodernism

Smart (1993) describes three positions from which different thinkers tend to approach
postmodernism. (p. 23) The extreme postmodernist looks at modern society as having been replaced
by postmodern society. Socid thinking requires a rebuilding of theory from the ground up, taking into
account the relativism of postmodern direction, and avoiding the pitfalls encountered and enduring in
modern socid theory that isbeing replaced.  The extreme position sees a“break or rupture with
modern conditions.” (p. 23). Lemert (1997) describes thisform of thinking as radical postmodernism.
(p- 36)

A more moderate second position entails postmodernity growing out of and beyond modernity.
Postmodern thinking is continuous with the modern, and tends to emerge as additiond and specidized
disciplines that go beyond the conceptud limitations of modernist writing. Examples of such positions
include postmodern feminists, or postmodern Marxists. Each challenges and extends modern socia
theory without trying to completely discard it, although some theorists in this position are more or less
radica than others.  Lemert seesthisform as recognizing that something has changed, but that the
modern still has purpose. (p. 36).

The third pogtion, actudly held by Smart and illustrated by Ritzer above, sees the modern and
postmodern engaged in a continuous relationship with each other; with postmodernism continualy
pointing out the limitations and discretions of modernism. They represent dternative perspectives on he
same subjects and specidties. Lemert, cdling it Strategic postmoderniam, seesin this position a
readiness of modernists to be transformed by postmodernism. (p. 36) Smart describesit “asaway of
relaing to modern forms of life, ... afacing up to modernity, its benefits and its problematic

consequences.” (p. 23)



Core KAM 1 - Breadth 37

The depth and application components of this KAM take this third moderating position. They
take advantage of the Structure of the modernist viewpoint and the multiple perspectives of the
postmodernigt viewpoint to shed light on functiond and interaction-based social theories asthey can be

goplied to socid and process change in industry.
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Annotated Bibliography

The journd articles annotated in this bibliography were sdected in order to provide detail
coverage of two areas. 1) gpplications and critiques of postmodernism asit is described in the current
literature, and 2) process improvement in the software industry using models thet invoke both functiona
and interactionist aspects. These two threads in the literature are more or less independent of each
other, but it isthe focus of this depth component generdly, and the gpplication component specificdly,
to bring these two threads together to seek gpplications where the postmodernist thread can inform the

process improvement thread.

Allan, K.; & Turner, J. H. (2000). A formdization of postmodern theory. Sociological Perspectives,
43(3). 363-385.

Using a scientific epistemology that would seem objectionable to many of the postmodernists
that they cite and describe, Allan and Turner offer a highly modernist perspective on postmodernism that
works to identify its central propositionsin such away that testable hypotheses can be devel oped and
proposed for further sudy. They describe themselves as making an “ effort to make postmodern theory
more readily accessible to sociologigts.” (p. 379) Their belief isthat modern theory is extended by
postmodernism, but that “the lineage to classica theory is evident — if onelooks.” (p. 380) Their
formalization method congsts of identifying propositions based on postmodernist writings. Four centra
propositions are explored, each taken to extensive detail in well described tables throughout their paper.

The authors firgt proposition deals with an increasing importance of culture in society.

Describing postmodernism as partly a critique of capitdism and the innovations that keep it growing, the
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role of commodification plays akey role in impacting cultura icons and their spread. “The dynamics of
commodification eventualy push production past both use and exchange vaue to products that are
essentialy symbalic.” (p. 367) Goods and services come to be purchased and consumed for ther
datus sgnificance rather than Smply their utility. The economic becomes cultural. As capitaists seek to
market commodities embodying culturd sgnificance, the culturd impact of that Sgnificance is diluted
while serving the capitdist purpose. In asystem of ever expanding production, it is just amatter of time
until the commodity-driven economy moves on to the next cultura icons for exploitation. “Thus
capitaism eventudly begins not only to colonize but dso to destroy the lifeworlds of culturd groups.”

(p. 368) Hence, the expangve importance of culturein socid analyssisthefirs of Allan and Turner’s
propositions derived from the postmodernist position.

The second proposition, building on the first, deds with the destabilization and dereificication of
culture. The commodification of cultural symbols and meanings causes a break between those symbols
and the redlities that they once represented.  “Asaresult, culture is unstable and loses its capacity to
make the world seem read and obdurate.” (p. 371) What was once cultural and stabilizing is now
commodified and economic; traveling the globe in economic exchange. * Culture becomestrividized as
it losesits stature as a firm redity and becomes yet one more object to be marketed.” (p. 373)

Allan and Turner’ sthird proposition focuses on the increased importance of the individud in
socid andysis. They point out that the increased focus on subjectivity and the individud has resulted in
an increase in Hf-reflection as a prominent epistemology and by- product of postmodern thinking. As
individuals participate in the many complex socia interactions and webs associated with the postmodern
condition, they find themsdlves increasing margindized from any one of thair efiliations. Ther sdf-

reflexive image becomes based on themsdves as a and-done entity rather than as an integrd
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component of some larger whole. The short-term nature of many of the relationships they participate in
prevents many of those relaionships from serving as definitiona eements of ther sdf-image. The
individua ends up being very free; but lacksimmersion in filiation groups. Coupled with the loss or
weekening of commodified culturd icons, theindividua has less and lessto lean on in sdf-reflection —
leading to thefind of the authors four propositions.

The loss of vighility of the individua subject serves as Allan and Turner’ s fourth proposition.
By loss of viahility, they contend that the ability of socid theorists to sudy the individua as subject is at
least partly dependent upon the individua being anchored in culturd systems and defining group
dructuresthat are stable. The loss of these defining structures in postmodernism makes the remaining
individud difficult to understand other than through reflexivity of each subject. “ Sdlf-reflection does not
lead to a stable sdlf but rather one that is perpetudly subject to change, thereby denying individuds the
sense of well-being that comes from a stable identify.” (p. 378)

This fourth proposition has implications for this knowledge area module. The authors argue that
this breskdown of the individud as subject is what makes socid theorizing most difficult under
postmodernists perspectives. A contributor to this difficuty isthe ever-growing and expanding diversity
of interactions and relationships thet make up theindividuad sdlf-knowledge web. As relationships,
particularly professona or employment relationships, become less defining of the sdif, the rdationship
between individuas and employers becomes harder to codify. Allan and Turner point to arisein
credentialing throughout our society as a partia attempt to re-codify relationships that have become
more ephemeral.

The layering of such credentids, such that individuas need many such credentidsin order to

define their sdlf-pogition in the professiond web, helps limit the sensory overload that the authors
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atribute to the complex reflexivity required by individuas to maintain their place in their lifeworld.
“Postmodern society presents such congtant change and such high levels of diversity and divergencein
socioculturd arrangements that it becomes difficult for the individud to find a stable corein socid
Sructures and cultural symbolsin which to invest his or her emotions.” (p. 379) The five-layered
credentialing models described later in this depth component seem to try to serve this mediating purpose
between professonds and employers or industry. The plateaus between the five layers might offer
dabilizing points at which individud reflexivity can anchor sdif-images, a least within the professond-

employment relationships that help define the individud.

Antonio, R. J. (2000). After postmodernism: Reectionary tribalism. American Journal of Sociology,
106(2): duly:40-87.

Antonio looks at tribalism as an dternative to some of the sweeping al-encompassing world
images portrayed by modernist sociologists as too broad for empirica testing, and by postmodernists as
retrograde grand narratives that should be rgjected in principle. He explores three themes that he
argues provide the rationale for viewing subcomponents of the mgjor societal groups as reactionary units
— tribes — that can be modeled and treated as the primary units of societal discourse: @)
autreferentidism, the view that each culture operates under its own contained logic, b) antiuniversaism,
representing adenid that cross-group consensusisredly possible, and ¢) cultura politics, where the
modernist view of collective politica action gives way to a postmodernist discourse and local-
orientation.

Reactionary tribdism is Antonio’s designation for the “resurgence of group identifies’ (p. 55) on

less than grand- narrative scales. “Man forms tribes because he knows what heis by contrast to what
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he is not, and because a single worldwide society istoo vast for fedings of participation and loyaty.” (p.
55) These tribes serve to support and encourage meaning at the loca leve, while avoiding the
homogenization of culture that dominates capitalist modernist thinking. Diverdty within and across the
tribal structure can bring forth stronger structures and continued improvement, while such diversity
across the mass society is viewed as a destabilizer that needs to be universalized.

Sdf identification of individuas with professions, as discussed later in this depth component, can
be viewed as a tribalization of the workplace. The diversty emergent within and across the professon
it large enough to become destabilizing, and the grand narrative of employment can be interpreted
localy by individuas within the professon. The result can be Antonio’s “diverse, decentered, and
culturdly tolerant” (p. 48) work culture, enriching the lives and careers of the professonds within the

tribal sructures.

Castells, M. (2000). Materidsfor an exploratory theory of the network society. British Journal of
Sociology, 51(1). January/March: 5-24.

Thereisalogic to the creation and operation of networks that can be gpplied to an andyss of
socia morphology. Cadtells uses such alogic to analyze and discuss changesin globa capitaist socid
systems during the late twentieth century. Of particular interest to this depth component are the details
of hisdecriptions of the role of network conceptsin explaining the evolution and change of socia
structures. His discussion applies these concepts to the larger macro-economic society; but his
descriptions can be used to understand aspects of smaller scale socia structure changes that take place
within industries or organization; such as those discussed below for implementing socio-technica change

in software engineering organizations and the software engineering professon.
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Cagtells, leaning toward the aspects described in this depth component as interactionist, defines
socid dructure as being formed by the interplay of relationships. “Meaning results from symbolic
interaction between brains which are socidly and ecologicdly congrained, and, a the sametime,
biologicaly and culturdly able of innovation.” (p. 7) Cadtdls asserts that these interactions “crystalize
over history in specific territories’ (p. 8) thus creating individud cultures that are unique to their time and
gpace. Individuas chooseto join in these cultures, and so form their identifies through thelr interactions
with the production and consumption patterns and experiences of each culture.

Therise of the network paradigm for looking at socid structureis largely an offshoot of recent
developments of eectronic and information networking capabilities; largely a technology-driven
discusson. Cagtdls, though, describes networks as among the earliest forms of socia organization. He
recognizes weaknesses in the earliest non-traditional network model, namely that other forms of socid
organization such as command-and-control hierarchies with their rationdized chains of command and
bureaucratic functioning could vastly outperform network groupsin al but the smplest tasks or gods.
Networks are anong the most flexible of sructures, and can typicdly evolve with their environment
better than fixed rigid Sructures; but they exhibit difficulty in coordinating functions and focusing
activities on specific gods.

The rise of information networking technologies has reversed this network-hierarchy
disadvantage, enabling network socid structuresto utilize better coordination cgpabilities inherent in the
technologicd network, while exploiting the dways present evolutionary optimization avalable in the
oldest socia networks. Socia network structures are re-enabled, not defined, by information
networking technologies. Shiftsin recent yearsin production and employment patterns in capitdist

societies can be attributed to this reestablishment of the network as the newly advantaged socid
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dructure. “Once introduced, and powered by information technology, information networks, through
competition, gradudly diminate other organizationa forms, rooted in a different socid logic.” (p. 16)
The network socid structure model applies to the software processes described below using the
process maturity model as atool for organizationa improvement. Improvement is sought through a
staged evolution of what amount to autonomous but interrelated nodes in a professiond network.
Cagdls discusses the difficulties in changing the god structure and behavior of anetwork. Without a
forma center, the socid network can be extremdly difficult to change. Changeislargdy to be expected
to occur, according to Cagtdls, from outside the network. Adding new speciaized nodes and training
existing nodes to interact more with these new nodes that previoudy existing nodesis roughly how
networks are taught to perform in new ways. This thinking has direct impact on understanding why the
various change modds andyzed in this depth component may function and perform the way they do in

the real world.

Chan, A. (2000). Redirecting critique in postmodern organization studies. The perspective of Foucaullt.
Organization Sudies, 21(6). 1059-1075.

Chan uses Foucault’ s concepts regarding freedom and resi stance to develop a differentiating
mode for postmodern change based on sdlf-reflection and cregtive representation. Chan describes
Foucault’ s position as describing actions within organizations as resistance, each individua ressting
those conditions within each organization thet limit persona freedom. The result isthat organizations
exert consderable control over their members. The question, for Chan using Foucault, iswhether such

control will be through dominion or power.
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Dominion isamode of acting on individuals that runs counter to their own needs and favorsthe
organization. Such action subjugates or subordinates the individud to the will of the organization.
Power acts more indirectly on individuas through internd means. It attempts, through subjectivation, to
get individuasto respond to a set of goals and objectives that aren’t necessarily those which would be
adopted outside of the organization context. Dominion is change enforced. Power is change inspired.
“Organizationd discourses, from corporate culture in the 1980s, through manageria competencies and
learning organizations in the1990s to the current discourses of knowledge work and the virtud
workplace rewire organizationd agents and invest within them their new selves and subject- specific
competencies.” (p. 1065)

Through Foucault’ s subjectivation, managers and employees come to share common gods and
cultura aspirations; each based upon their own internal motivators. Individuals become free to conduct
their affars their own ways, having adopted many of the organization’sgoas. In the process, the efforts
of individuas feedback upon the organization’s goas resulting in a changed organization aswell. This
god-feedback has implications for the process change model descrcibed below in this depth
component. Foucault’sidea of resistance and then freedom can be used as a modd for understanding
how such models can be introduced through individud involvement and buy-in (e.g., power) rather than
amply by management mandate from above (e.g., dominion). Foucault believed, reports Chan, that
sdf-consciousness on the part of individudsis an essentid catalyst of successful change. If true, then
the software process models described below need to be implemented, not by mandate, but by making
individuds involved more sdf-conscious of their own working environments and their own problems that
the improvement models are designed to address. Resistance to the status quo becomes a freedom

driver to adopting change.
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Charmaz, K. (2000). Looking backward, moving forward: Expanding sociologicd horizonsin the
twenty-first century. Sociological Perspectives, 43(4). 529-547.

As her 2000 Presidentid Addressto the Pacific Sociological Association, Charmaz describes
some of the lessons learned in sociologica practice during the twentieth century, with the emergent
schisms between modern empirical methods and the postmodern call for argection of many such
methods. Charmaz describes postmodernism'’ s rgjection of many foundation positions from traditiond
sociology, but chalenges practitioners to, rather, view the foundationa statements of modernist
sociology as beginning points for further research. “Rather than dismiss these theorists explanations
and predictions along with their foundationa assumptions, we can consder the logic of their foundationa
questions.” (p. 534)

Charmaz acknowledges some of the early narrow views of traditiond sociology in the twentieth
century as“nai ve.” (p. 534) More recent work — whether rooted in modernist or postmodernist
thinking — has looked a the many inherent inequalities on our socid inditutions and the roles such
inequdlities play in defining the indtitutions being andyzed. The focus on the individua as someone
who's beliefs and meanings carry importance in understanding socia structures has become the norm:
“knowing persons must be located in their bodies and actions and that socid inquiry must begin from
this exigentia location.” (p. 534) This more recent thinking leads to new ways to gpproach socia
andyss. Charmaz findsit ironic that the postmodernigts tend to rgject quditative andyss at just the
point in the professon’s history where modernists were finaly beginning to accept the usefulness and

efficacy of quditative methods adongsde quantitative methods.
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The postmodernist critique has done agood job of making practitioners increasingly aware of
the relationship that aways exists between the viewer and the viewed. Modernist researchers, both
quantitative and quditative, typicaly operate from objectivist preconceptions; believing that they were
using their methods to obtain reliable and vaid data from which they attempt to draw their conclusons.
The postmodern critique forced a reflexivity among researchers; one that undoubtedly isimproving the
scientific rigor and vaidity of sudies that would otherwise remain described as highly modernigt in
perspective.

Charmaz seesthis reflexivity as a centra vaue of the postmodern movement. She argues that
postmodernism has successfully forced sociologists to abandon claims to objectivity and accept what
has actudly been true dl dong; that “ultimately science rests on consensus.” (p. 537) Aswe accept
that positivist approaches based on a percelved objectivity are inherently flawed; the search for an
agreeable consensus requires that the net of participants participating in the dialogue be broadened.
Margindized researchers, and the participantsin our studies, need to have a greater voice; through
research, texts, and interaction. The profession of socid science isimproved as more and more

margind views are incorporated into an expanded and strengthened center,

Coggriff, P. W. (2000). The right things for the right reasons: Lessons learned achieving CMM levd 5.
Journal of the Quality Assurance Institute, 14(2). 26-32.

The process maturity model highlighted in this depth component describes afive tiered
improvement mode for software engineering organizations. Relatively few software organizations have

ever moved up to the third leve of the modd, much lessto the top fifth level. Cosgriff describes lessons



Core KAM 1 - Depth 11

learned when his organization, the Ogden Air Logigtics Center in Utah, was certified as having achieved
that much herdded fifth level.

Many in the software industry perceive the SEI’ s Capability Maturity Modd as a complex and
highly technical moded. Coupled with the fact thet the origins of the modd arein the U. S. Department
of Defense with its highly structured command and control modd, it isnot surprising that aU. S. military
facility would be among those organizations that reach the modd’ s highest levels of maturity. Cosgriff's
observations, though, are that the importance of people, and the meaning they attribute to their work,
should be congdered the key driver in achieving high levels of process maturity. The mgor effort in
achieving such improvement is to “ change peopl€e s atitudes’ (p. 28) and make the improvement
“philosophy inherent in dl (their) activities” (p. 30)

Cogyriff’ s observations indicate that focusing increasingly on people, meanings, and “common
sense’ (p. 32) can enable software engineering organi zations to improve their process maturity, and that
such focus can partly outweigh any bureaucratic or politica obstacles that might otherwise inhibit such
improvement. The qudity improvement literatureis plentiful on the need to improve top-down
management activities related to process. This structura-functional approach is contrasted in this depth
component with interactionist approach based on meanings. The instruments developed in the

gpplication component embed severd of the lessons described by Coggriff.

Gemes, K. (2001). Postmodernism’s use and abuse of Nietzsche. Philosophy and
Phenomenological Research, 62(2). March: 337-360.

Gemes argues againgt the postmodernist view, taken up by first by Lyotard, that the loss of the

subjective sdlf as a subject of analysis can, in some way, be traced to and supported in Nietzsche. He
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builds on Nietzsche s use of the architecturd metaphor in which the individud sdf-congtructsidentify
through an gppropriation of the past. Where many postmodernists see this metgphor as essentidly
decongtructing the individud, Gemes argues that Nietzsche was actudly arguing for a god- oriented unity
for theindividua based on an interpretive view of their past. Nietzsche describes this self-constructed
sdf astheindividua subject, where the postmodernists working with Nietzsche' s writings tended to
focus on the pre-congtruction individua as disunited and wandering.  Gemes describes Nietzsche as
arguing that the process of achieving naturd unity based on such an appropriation of the pastisa
meaningful precursor to the gppearance of the individua as subject; the opposite postion from that often
attributed to Nietzsche by postmodernists.

Gemes attributes this difference of interpretation to issues involved in analyzing the early and late
writings of Nietzsche. Early works often discussed the unity of theindividud, and often in pogtive
ways, according to Gemes. Later works spoke of unity less frequently, and often with negative
connotations.  This shift opens the door, a view taken by many postmodernists, that Nietzsche changed
his mind about the importance and role of individua unity during hiswriting career. The individud as
unified subject dl but disappeared from Nietzsche' s later works.

Gemes argues that the shift toward a negative connotation for the individua subject was a result
of Nietzsche' s arguments againgt the Cartesian notion of a unified soul that dominated much of hislater
writing. Far from discounting the individud, Nietzsche actudly was arguing for an emphasis on the sdf-
congtructing soul as an active endeavor for the individua precisaly because he was denying the existence
of apreexisting unified soul. Gemes argues that Nietzsche' s earlier works have to be interpreted in light
of hislater work. Hisearly focus on theindividud as salf-congructing identify was built on the premise

that the Cartesian notion of the free soul waswrong. When that premise was denied by his audience,
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his later writings worked to correct the problem. He hadn’t changed his mind, argues Gemes, rather, he
samply had to back-up conceptudly to defend positions he had previoudy taken to be axiomatic.

His reasoning carries a pardle with the process improvement thinking described below in this
depth component. His notion of the salf-congtructing individua couldn’t take hold until the notion of the
preexisting unified soul was removed. In generd, a problem can’t be solved until it is properly
recognized and framed. Processes based on structura-functiondist thinking can't use symbolic-
interactionigt thinking until the problems inherent in functiondigt thinking are uncovered. Gemes, usng

Nietzsche, is arguing for conceptually breaking down paradigms before new ones can be built.

Guimaraes, T.; Yoon, V. Y.; & Clevenson, A. (2001). Exploring some determinants of ES quality.
Quality Management Journal, 8(1). 23-33.

Guimaraes and Clevenson look at quality determinants for a particular subset of the software
engineering industry; namely, the makers of expert system technology. Expert systemstechnology is
unique in the software field in that it attempts to build software solutions that embody the knowledge of
its users, rather then smply enabling the processes and policies of those users. Guimaraes and
Clevenson describe the foca point of such efforts as ‘ knowledge engineering,” and describe the
difficulties of ensuring that an appropriate level of user knowledge is built into any software solutions.
Much of the knowledge engineered into these systems begins as tacit knowledge among the experts
who provide domain knowledge to the knowledge engineers.

Of the qudity determinants described by Guimaraes and Clevenson, the role and involvement of
users and management in providing access to their tacit knowledge - through observation, journaing,

and interviews — is among the most important. Lack of such involvement results in software
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development thet is limit to explicit knowledge that usudly is very good a handling routine Stuations, but
falls at the dightest exception. The importance of tacit knowledge and perceived meaning isindicative
of ashift in these efforts that pardlels the structura to interactionist shift described in this depth
component.

Guimaraes and Clevenson' s findings are significant for the improvement of software engineering
activities beyond smply expert syssems. The role of tacit knowledge and meaning is obvious when
engineering rule-based knowledge engines for expert systems. However, if smilar tacit knowledge
needs to be embedded in al software systems solutions, then Guimaraes and Clevenson qudity
determinants will gpply to dl software initiatives, increasing the role and importance of usersin the entire
software industry.  The shift in process maturity modds from software to systems to integrated teams

may be tied to the underlying, but till not completely recognized, distinction.

Harauz, J. (1999). Internationd trends in software engineering and qudity system standards. Ontario
Hydro's perspective. Software Quality Professional, 1. (2). 51-58 part 1; & (3). 30-36, part
2.

Harauz describes the complex web of nationd, industry, and international quality and software
engineering sandards that have been promulgated in recent years.  Hisfocusis on the inadequacies that
crop-up when attempting to put together these numerous standards for gpplication within asingle
software organization. Harauz' s perspective is as a oftware quaity engineer for Ontario Hydro; an
areawhere qudity management in software engineering is of critica concern in such ahighly regulated
industry. Itiscritica that the software designed to trip anuclear reactor, and shut it down in the event

of aproblem or disagter, be of high quality. Part of demondtrating the quality of softwareisto be able
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to demondgtrate it. Ontario Hydro, and most other modern software organizations, rely on adherence to
nationd and internationa standards as a cornerstone of their quaity management program.

Harauz sfinding isthat the complex of currently available sandards, in totd, are inadequate for
that task. While gpplauding the contribution of individuals sandards effortsin identifying and defining
aspects of qudity in limited domains, Harauz laments that the standards can not easily be combined into
systemic comprehensive qudity guidance. He argues that it takes the intervention of people —
professonads— into the equation as mediating agents. At Ontario Hydro, they have devel oped their
own hybrid set of requirementsin lieu of complete adoption of external standards because they view the
wesknesses as too sgnificant.

The nuclear power indudtry is among the few existing software-related indudtries in which the
absolute demand for software qudlity is paramount. This makes Harauz' s observations very important
to theindustry. Most commercid software organizations willingly accept wesknesses in thelr software
engineering practices, and in the resulting software, as norma and expected outcomes of their
engineering practices. Asaresult, most commercid organizations producing software will never meke
the effort to harmonize and synergize dl of the available internationd sandards. As such, they will never
see the problems that Harauz has pointed out. As aresult, many organizations will over-rely on
dandards that, in fact, contain unobserved weaknesses and contributions. The SEI Capability Maturity
Modd that isintroduced in this depth component, and that is the focus of the gpplication component, is
one such modd that has been widely adopted by industry, and yet is observed by Harauz' s analysis to
contain considerable wesknesses that can make its adoption risky for some organizations. A disclamer

and limitation, therefore, is gppropriate for whenever it is used.
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Jdote, P. (2001). The success of the SPI effortsin India. Software Quality Professional, 3(2). 36-
40.

The process maturity mode for the software industry described in this depth component
congsts of fiveincreasingly more mature plateaus of process maturity. Few organizations have achieved
certification againg the highest level of process maturity inthe modd. Of those, about haf are
organizationsin India. Jaote addresses this unexpected statistic and attempts to outline factors about
the Indian work culture, either general cultura factors or factors that are unique to their software
engineering indudtry, that might explain the unusudly high success rate of organizationsin Indiawhen
implementing the SEI' s Capability Maturity Model (CMM). Once identified, these factors might assst
other organizationsin their repective implementation attempts.

Jaote identified a number of factors, both in the definition of the software industry in India, and
in the generd culturd mode that might be used to describe such organizations and individudsin India
Jaote s key industry finding is based on the fact that there exist very little software industry demand in
India. India s software market is mostly devoted to export. The primary means of export today is
through the provison of software engineering services to organizations that have contracted their
software needs to these companiesin India. India s software market is globd, but is clearly dominated
by the United States. From the American side of these rlationships, one will hear organizations talk of
‘outsourcing’ their software engineering; or of having sent it * off shore’

These contractud links between organizations create an opportunity for the CMM to penetrate
organizationd thinking. 1t was originaly developed to assst the U.S. government to better manage
contract relationships with corporations. It therefore fits well with the need to manage project

contracting across the Pacific. The remoteness of the software organizationsin India necessitates their
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exhibiting ahigh level of process maturity in order to maintain competitivenessin the American
contracting market. Another advantage in the CMM success rate in India has been the fact that the
entire software industry in Indiawas born after the CMM was published and available. 1t became a
building block for the seedling industry, and has had strong penetration ever snce.

On the cultura Sde, Jaote observes that the India software industry tends to employ
professonds with engineering training, while their American counterparts tend to employ individuas with
businesstraining and experience. Engineers are likely to gravitate toward defining models and heuristics.
Likewise, individudsin Indian organizations tend to be very accepting of frameworks and models
developed by reputable and authoritative outsders. American counterparts tend to resist any model
perceived to be imposed from outside; dmost regardless of its qudity. Also, professondsin Indiaare
far more accepting of being measured than counterparts in American organizations.

Jalote' s observations don’t bode well for improving American penetration of the CMM in
software organizations. Introducing CMM to United States organizations involves overcoming inertia
that amply didn't exist in the fledgling India software industry. Likewise, the reluctance of workersin
the United States to readily accept top-down imposition of externally developed modds may bea
culturd factors that is extremdy difficult to overcome. The existence of CMM high maturity
organizationsin Americaindicatesthat it is possible, but those organizations that have achieved success
using the modd tend to be larger organizations with strong contractud obligations. The more routine
commercid software organizations are very poorly represented on the list of successful CMM software

organizations. Jalote may have explained some of the reasonswhy.
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Kontoghiorghes, C.; & Dembeck, D. (2001). Prioritizing qudity management and sociotechnica
vaiablesin terms of qudity performance. Quality Management Journal, 8(3). 36-48.

In a paper that compares and contrasts various aspects of total quality management (TQM) and
sociotechnical systems theory (STS), Kontoghiorghes and Dembeck conduct an andysis that leadsto a
prioritization of various factors of both views with an emphasis on the importance and impact of socid
and human variablesin achieving organizationd success. TQM, they argue, requires atransformation
of organizationa culture that includes “individud attitudes, beliefs, and behavior.” (p. 36) STS
embodies aparing of asocia system with atechnica system; contrasting the eements of people and
technologies. “How well the sociad and technical systems are designed with respect to one another and
with respect to the demands of the externa environment determines to alarge extent how effective the
organization will be.” (p. 37, citing Pasmore)

The authors discuss at length the various interna people factors that contribute to organizationd
success. They emphasize “ socid demands’ (p. 26) and the ways STS can dmost be accused of an
over-emphasis on the socid sde of the organization. Within that caveet, though, they argue for
organizations to place greater emphasis on “flexible structure that encourages adaptation” aswell as
trying to achieve “the benefits of amultaneous gability and flexibility.” (p. 39) They advise
“psychologica ownership” (p. 39) of change and improvement in the organization. Of the dozens of
variables that they look at that contribute to organizational success; they find that the satisfaction that
individuasin an organization express in their own interna processes is the paramount driver when
predicting organizationd success. To the extent that such satisfaction can be tied, perhaps

ethnographically, to the meaning that individuas place on the structures and functions around them, this
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finding has implications for working toward individua meaning and satisfaction using the insruments

deveoped in the gpplication component of this knowledge area module.

Paulk, M. C. (1999). Usng the software CMM with good judgment. Software Quality
Professional, 1(3). 19-29.

Paulk is one of the origina principa architects of the SEI Capability Maturity Model (CMM)
described in this depth component, and analyzed further in the application component. (see Weber,
Paulk, Wise, & Withey; 1991) Inthisarticle, he addresses many of the misconceptions and myths that
have surrounded the CMM since its inception; primarily that it iswritten and intended to be used by
large software engineering organizations, often conducting projects on behdf of large government
agencies. True, the CMM was origindly developed in response to concerns by the U. S. Department
of Defense that software was becoming an increasingly missiontcritical component of just about dl
magjor defense systems. It was aso true that most early adopters of the CMM were such large and
controlled software organizations.

Paulk, though, argues that it was never the intent of the CMM authors to create such alimited
and isolated modd. “Its fundamental concepts are useful to any Size organization in any gpplication
domain and for any business context.” (p. 21) In an argument that seemsto lead directly to the
digtinction between structura functiondism and symbolic interactionism that condtitutes a main theme of
this depth component, Paulk observes that the CMM only truly makes sense if the structure it advisesis
properly interpreted by employees according to the meanings that each prescriptive component derives
for those who will participate in its application. “The team hasto discuss a length whether an

implementation is adequate.” (p. 21)
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Paulk’ s cdl for common-senseisacdl for interpretation; not a blind adherence to structure.
For large organizations, like the early-adopters of the CMM, structurd admonitions fit well with their
own beliefs about their organizations and roles. But for more recent adopters — the smdl commercial
software houses, the dot-coms — fixed structures as described by the forma language of the CMM are
inhibitors because they contradict the culture and bdlief systems of the organizations and the individuds
inthem. Paulk’s observations can be extended beyond the CMM because his argument applies equdly

to other quality and software models described in this depth and subsequent gpplication components.

Pescosolido, B. A.; & Rubin, B. A. (2000). The web of group &ffiliations revisted: Socid life,
postmodernism, and sociology. American Sociological Review, 65. February: 52-76.

Lamenting the failure of postmodernigts to offer a consistent and usable socid model for
conducting sociologica andysis, Pescosolido and Rubin offer anetwork model of socid interaction that
builds on thework of Smmd’s socid circles.  They begin by describing the various contentions of
postmodernists that socia forms are changing and that traditiona modernist models of society and socid
interaction are breaking down. While acknowledging most of what the postmodernists have to say
about such shifts, Pescosolido and Rubin argue that the postmodernist claim that new socia forms are
emerging goestoo far. For dl the change and ambiguity rightfully described by postmodernists, they
argue that postmodernism fails “in its embrace of these characterigtics as the new socid form —
mistaking trangition for type.” (p. 52)

They build their andysis on Smmel’ s descriptions of premodern and modern society as a set of
socid circles. Premodern socid relations would be described by a series of concentric circles with the

individud at the center.  The circles expanded from the individua out through family, occupation,
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religious, and political spheres. “Individuds experience few psychological ‘tensons because the smdll
scae and the circumscribed nature of ties alows socid actors to anticipate and accommodate conflict.”
(p. 55) After indudtridization, Smme describes the socid cirdes as shifting; till overlgpping, but not
necessarily centered on the individua. Individuas now choose membership in their socid circles;
dthough the availability and digibility to join certan drdesis ill congtrained; offering advantages to
those of position and power not necessarily held by others. “The unique configuration of membership in
socid circles, their number, and their degree of overlap define the individua socidly.” (p. 56)
Pescosolido and Rubin point out that because the reach of one's socid networks can be quite
extensve, one often sees a great ded of overlap in sdlected socid circles as one's core involvements
affect the choice of educationd involvement, voluntary organizations, job and career choice, and even
religious affiliaion and activity. The shift from concentric to merdly overlapping circles can be seen
amply as the exercise of the increased choice brought on by industridization and the separation of
individua from organization. With socid position now based on “information and choice, rather than
kinship and place, modern socid forms created trust in absiract systems and saw the rise of ingtitutions.”
(p. 56) Organizations could now carry their own existence separate from the individuals in them.
Postmodernists are described by Pescosolido and Rubin as emphasizing the ambiguity, chaos,
and failures of modern socid and political agendas. “While they are right on target in capturing the Spirit
of rapid socia change that characterizes the present era, their embrace of the resulting ‘ chaos asanew
socid form is misguided; they mistake an era of societd trangtion for a new enduring socia structure or
even ahybrid of modern society.” (p. 52) They offer, as an example, the postmodern focus on therise
of globaism as a defining dement of anew socid framework. Instead of seeing it as anew paradigm,

Pescosolido and Rubin see globaism as the natura extension of socia structure seeking the “largest
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socid circle’ that is needed to contain the diverdty of overlgpping socid circlesfor mogt individuds. As
core family circles functiondly grew to include triba, community, civic, and regiona scopein premodern
eras, these gave way to the needs of the nation-satein moderntimes. A continuing trangtion to the
globa village becomes, not a new paradigm or framework, but an expected and natura extension of a
process that has been occurring in socid structure for a considerable time.

The authors acknowledge that the postmodernist gpproach is correct in seeing asmple
overlgpping-circle metaphor as too week and limiting to describe the complex interactions and choices
now available to individuas to define their own socia spaces. Pescosolido and Rubin propose usng a
network modd as an extension methodology. In such a network model, the individua as node is
connected to any number of socid circles, each of which no longer need to conceptudly overlap the
individua. Theindividud is now the collection of interactions to those socid contexts. The
organizations typicaly studied by sociologists only exist to the extent that individuas choose to be
networked to them. Pescosolido and Rubin see a great strength in postmodernism in “ suggesting that
dructureis arefication and that behind organizations, classes, groups, and political partiesarethered
lives of red people returns us to the central concern with how (mechanisms) and why (effects) larger
contexts matter.” (p. 60, authors parentheticals)

“Network theory offers the potentid to bridge postmodernism’s concern with individuas
unigue experiences and sociology’ s focus on socid structure” (p. 62) Postmodernism’s emphasison
discourse and texts implies socid contact among actors, not necessarily physica face-to-face contact.
Network theory emphasi zes rel ationships over proximity, and so iswholly conggtent with the
postmodern perspective. Pescosolido and Rubin see that the modernist “tendency toward structural

determinism can be countered by incorporating structurd symbolic interactionism, which sees society as
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aweb of communications.” (p. 62) Network theory recognizes that nodes can't be seen as
overlapping if they are far gpart dong whatever dimensons they define themsalves using. The issue of
globalization sees geographic placement and digtribution as defining dimensons. Other dimensions, such
as purpose, strategy, and meaning can place socid circles far gpart even if geographicdly locd.

In sum, Pescosolido and Rubin’'s approach to a network anadysis of socid interactions expands
the variables under discusson. The traditiond variables of circumference and density associated with
Smmé’ s overlgpping socid circles expand to include bdliefs, emotions, collective meanings, and
experiences. These variables that define the strength of connections in the network become the
interactionigt haf of a hybrid socid theory that includes both structure and interaction. These two haves
are the emphasis of this knowledge area module, and will provide variables for incluson in the

gpplication component instruments.

Ryan, J. (2000). Theinternet challenge to the quality professon. Software Quality Professional,
2(2). 54-60.

Ryan describes the various quaity and process-related problems facing the software industry
today, with a pecid emphasis on the importance of improving process practicesin the Internet segment
of the industry. He describes how the Internet software industry was born so quickly, and has grown so
rapidly, that software quaity practices have failed to keep pace. Jaote (2001) described how the
software industry in Indiawas able to adopt sgnificant process quality practices precisely because the
industry was born with such practices dready exigting and in use. The Internet community in the United

States did not take advantage of those models as the industry was born. Software and process maturity
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in the Internet community is no better, and Ryan observes that it is often much worse because of the
pace of activity, that any other segment of the software industry in the United States today.

Ryan observes that fixing this problem will require much more than a structurd or functiond
change. The various change modds available in the industry, driven largely by the CMM discussed in
this depth component, are often implemented in a purdy structurd way. Ryan warns that people must
be congdered a key dimenson of any successful implementation; particularly one in which the
knowledge is changing so fast that it remainstied to the persond experiences and meanings that
participants associated with it. This hints at the interactionist gpproach presented below. If so, ahybrid
of functiond and interactionist gpproaches may work best. Such a hybrid is the intent of the instruments

developed in the gpplication component.

Weimer, A. L.; & Munyan, R. J. (1999). Recipefor asuccessful sysem: Human eementsin sysem
development. Software Quality Professional, 1(4). 22-30.

Weimer and Munyan write of a need to increase the human eement in a software industry
where quality and process models usudly rely on increasingly complex and sophisticated functiona and
sructurd relaionships among organizational components that specidize in only parts of each software
engineering chalenge a hand. Their ‘recipe’ includes many traditional management suggestions for
improving the success of organizations in the software industry; but it focuses on severd particularly
non-traditiona aspects that are highly reminiscent of the structuralism vs. interactionism digtinction that is
the focus of this depth component.

They focusinitidly on increasing end user involvement in dl software initiatives. This*helps

cregte user motivation and commitment, and this leads to system success.” (p. 25) Expanding
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involvement in managing the organizationa changes often associated with mgor software-driven
implementations dso requiresindividuas to change in ways not implied by the structurd definitions of
how they function within the organization. “They must be prepared for the change psychologicaly and
professonaly.” (p. 25) Such change turnsthem into “advocates’ (p. 25); enabled by the way they
change their own actions through their own interpretation of the meanings of the changes brought about
through the software initiatives.

The survey study that Weimer and Munyan report found combinations of structural and human
factors as being important for software industry success. They observed that the software industry is
typicaly not known for any emphasis or consideration of human factors; and yet human factors ranked
highest in priority among their survey respondents from throughout the industry. “ Survey respondents
may have ranked human eement items as most important precisely because they are not included.” (p.
27) If so, the instrument developed in the gpplication component may touch alatent nerve on projects
where professionds and participants would like to see less sructurd and more human/interactionist

elements brought to the software project process.
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Chapter 1
Introduction

Overview

The breadth component of this KAM introduced various socid theories usng a model
developed by Burrell and Morgan (1979). Their four quadrant model allowed dternativesto the
dominant functiondist paradigm to be identified and discussed without being overrun by functiondist
congderations that drive most socid theorizing. Within that framework, the types and varieties of
functiondist moddsfor socid theory were explored.  Within the paradigmaticaly dominant functiondist
quadrant, the structural-functiondists dominated among the functiondist in modernist socid theory.

Objectives

In this depth component, | explore some of these principles of modern sociology developed in
the breadth component by shifting into the postmodern perspective; focusing specificaly on aspects that
gppear to inform on change models used throughout my information technology (IT) industry today.
Specific depth component objectives are:

1. Compare and contrast the specific postmodern socid theories based on structura-
functiondliam and symbalic-interactioniam.

2. Synthesize and integrate these theories into a framework for discussing and understanding
socid change in organizations of various types and structures.

3. Explore and evduate how such aframework can be applied to a group of emerging

information technology industry-specific socid change models.
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Looking Ahead

The standard IT change modds available to the industry, most notably the Capability Maturity
Modd s from the Software Engineering Indtitute, do not specificaly address sociologicd issues, yet most
of their content rests on aspects of functionalism and interactionism discussed in the postmodernist
literature,

This depth component will explore the socid theory dimensions and issues raised in postmodern
writings, and the gpplication component will explore how those issues affect the use of such moddsin
practice. The socid aspect of these issueswill be developed into an instrument that can be used by
software engineering projects looking to dlow some of the postmodern socia aspects of socid theory
to have adirect impact on project thinking and action. Such impact is not expected to be dramatic,
rather, it is expected to dightly influence project actions by making socid fedings and bdiefsthat are

normaly hidden within project teams and project team members more visble and explicit.
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Chapter 2
Postmodernism
This section introduces and explores postmodernism as an dternaive or extenson of
modernism before the specific postmodern concept of symboalic interactionism is covered in the next
section. Genera postmodern themes and early writers are highlighted.

Postmodernist Themes

Ritzer (1997, citing Rosenau) lays out six centrd themes that differentiate postmodern socia
thinkers from modernist socid thinkers:

1. Postmodern thinkers tend to be very critical of modern society. They argue that the
modernist search for truth has consstently not led to universa and positive outcomes, rather, society
disenfranchises and fails to ddliver for the many who are margindized by the centrdizing focus of
modernism.

2. Pogmodernists rgject world views and grand narratives. They focus on understanding the
subjects and narratives being discussed without the need to develop broader encompassing meta-
narratives. To Ritzer, “there can be no grand social theories because theorists are inevitably embedded
intheir own peculiar socid circumstances” (p. 13). Postmodern socid theory will aways be locd.

3. Postmodernism reemphasi zes elements of socid discourse that predates modernism, but that
have been pushed aside in modernist theories as unscientific and uncontrollable. 1ssues such as
emotions, fedlings, reflection, introgpection, speculation, customer, and myth become important inputs to
socid thinking, rather than being phenomena that are to be explained by modernist theories. These

factors must be understood as independent phenomena that contribute to the definition of the socid
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gructures being andyzed. They are not outcomes that can only be understood by building up a set of
laws and socid theories from which these phenomena arise.

4. Pogmodernigts rgject the boundaries that ddlineate fields of study within modernist
traditions. Since espousing covering lawsis not only unnecessary, but undesirable, firm boundaries
within which disciplines can be developed are unnecessary.

5. Postmodern writings tend to reect the careful academic reasoning style of modernist writings
in favor of more literary stylesthat dlow for a great range and impact of emotive and mythical aspects of
the subjects being discussed.

6. Postmodernists focus on the perspectives of the periphery of society, while modernists tend
to emphasize centra and consolidating aspects. The correctness of the coreis valued by the
modernists, while the incluson of the marginsis valued by the posmodernists.

In addition to these Sx themes, Ritzer (1997, citing Seidman) also describes five conceptua
weaknesses in perspective exhibited by modernism that provide postmodernism with more power to
explain phenomena

1. Scientis. Modern theorists look for universal idess; for socid laws. The process of
accumulating alarge body of knowledge is punctuated by expectations that breskthroughs will provide
consolidating impacts and clarity to fields of endeavor.

2. Foundationd. The behavior and practice of modern analysis rests on firm and established
philosophica foundations. Theorigts intend to uncover the logic and laws of society. Context is
removed in order to describe humanity’ s universal condition. Seidman (1994) recommends that socid
theorists renounce the search for generd theories characteridtic of foundationalism. The result isa socid

theory based on socid narratives. He sees many of the grand theories as describing “ stories of socid
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development and crisis’ once the foundationa generaizations are removed. (p. 128) Assuch, he
recommends an analys's through an event- based narrative; meaning on in which the spatid and tempord
context dways remains, with no effort to generdize into grand theories. That doesn’t mean that broad
socid narratives can't cover large periods of time and space, just that the generdizing themes of
progress and development should be lessened and replaced with an emphasis on actua events and
meanings in those particular times and places.

3. Totdizing. The modern view is meant to be true for dl time and place. The scope of theory
is broad enough that progress can be seen to occur within the modd ; rather than change being seen as
actudly dtering the modd. Asaresult, socia theory becomes normative; particularly with respect to
the historicd emphads of Western society in socid theory.

4. Essentidig. Individudswithin society are seen as having basic and unchanging needs.

Socid acts are, therefore, characterigtics of these human essences; rather than taking individuas as clean
dates and attributing actions to the socia conditions that bring them about.

5. Insularity. Modernigts, in their effort to built coherent closed systems of thought, tend to
migrate toward issues of interest to other socia theorists. Much that is written as socid theory becomes
meta-theory; socid theorists talking to each other and becoming increasingly disconnect from the
individudsin the socid groups they are explaining.

Ritzer acknowledges that providing alist of six centra themes and five conceptual wesknesses
IS, contrary to the desires of the postmodernists, a decidedly modern view of postmodernism. (p. 8)
Postmodernism can only be explained using the tools of modernism precisely because postmodernists

will resst having to define and explain postmodernism.
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Smart (1993) outlines other dimensions associated with the shift of thinking to postmodernism.
He contragts the criticd view that postmodernism seeks to deconstruct modernism and resst the Satus
quo (what he cdls “criticd postmodernism’) with the more positive view that posmodernism offersa
culture of eclecticiam that celebrates the status quo (what he cdls “affirmative postmodernism”). (p. 19)
The former of these he dso refers to as a postmodernism of resstance versus the latter asa
postmodernism of reaction. These positions mark a continuum aong which individud theorists and
contributors will fall in ther viewpoints.

Views of Pomodernism

Antonio (1998) describes postmodernism as embracing an aesthetic over araiond dimenson.
He sees ‘structure’ and ‘society’ being displaced by the much broader concept of ‘ culture’ asthat
aesthetic dimension impeacts the leve of andyssin socid theory. He argues that postmodern is not
productive precisdy because it rgjects existing epistemologies, and attempts to refute accepted
methodologica conventions. (p. 23) Proponents would argue, conversely, that the productivity of
postmodernism liesin those regjections and refutations.

Lyon (1994) offered a view on postmodernism based on the development of thinking over time,
garting with the idea of providence and moving forward to the idea of progress. Providence was goal-
oriented, and often religioudy based. The world had rules and direction that could be discerned. As
modern methods of study emerged, providence gave way to progress as the providentia goads gave
way to scientificaly oriented choices and developments. Modernity emerged as a search for
rationdized progress. The vaue-based perspective of providence gave way to a neutrdity that valued
congtant progress. Lyon argues that such neutrdity was actudly a hollowing out of values. As

modernism advanced, the complexity of that progress and of the underlying rules that were being
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discovered made the search for universa truth gppear more and more futile. The result of this direction,
of indiscriminately increasing relaivism, would be nihilism. Lyon describes postmodernism asan
dternative to this shift toward nihilism. While nihilism would be a surrendering to the reativity emerging
in modernist study, postmodernism would be an embracing of it; an dternaive in a pogtive direction.

(p. 5-7) Echoing Nietzsche, Lyon describes nihilism as “an anchorless sense of redity,” and
postmodernism as a sense of firm but multiple redlities. (p.8)

Schirdli (1999) looks at the friction between modernism and postmodernism using an andogy
based upon balet and modern dance. He sees modern dance as emerging from the hidden deformities
and pitfdls of balet; the distortion of dancers learning to go on pointe even at the expense of physica
pain and damage to themselves and their careers. Modern dance rejects the notion, first that such
deforming behavior is necessary at dl, and second that one should attempt to pursue it Smply because it
isafundamenta tenet of what it meansto dance ballet. Such pursuits, so highly vaued by thosein
ballet, is seen as completey misguided by those in modern dance. Thosein the old schoal, the
modernists, see the world through different conceptud filters than those in the new school, the
postmodernists. (p. 9-11)

A conceptudly complicated view of postmodernism is offered by Hassan. (1987) He sees
postmodernism as suffering from what he cdls semantic ingability; suggesting that no dear meaning
exists among scholars. He describes the postmodern as the embodiment of “indeteranence,” (p. 87) a
term he coins from a combination of indeterminacy and immanence. The two haves of this concept
offer both a historica and theoretica perspective on postmodernism that he sees as inseparable because
he sees postmodernism as a diachronic and synchronic construct. From indeterminacy he draws

ambiguity, discontinuity, plurdism, randomness, and deformation. From immanence he drawsthe
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capacity of the mind to generate itsdf in symbols and of man to act on itsdf immediatdy in its
environment. Together, these concepts describe a postmodernism based on diffusion, dissemination,
interplay, communication, and interdependence.

Hassan sees people as communicating creatures that determine their own universe through
symbols of their own making. (p. 92-94) Hassan'sview of the postmodern is very conceptually
difficult, but it is one of the few that aren’t defined in terms of difference from, or contragt, with
modernism. He suggests that postmodernism needs a better name, precisaly because “the postmodern
isawkward.” (p. 87) It contains the modern referent that it seeks to avoid.

Inasmilar vein, but in another direction, Cahoun (1995) doesn't contrast modernism and
postmodernism. Instead he sees postmodernism as an internd part of modernism, and sees efforts to
isolate postmodernism as a discipline as potentidly trividizing of the very differences and perspectives
that postmodernists claim to value and want to put forward for study. (p. 97) He argues that
postmodernists are mideading to claim that the presence of ambiguity and ethnocentrism in past theories
condtitutes grounds for their rgjection or relativization. He grants that the postmodern attitude avoids the
tendency toward intellectual domination by the core; but suggests that the way in which postmoderniam
gives place to the margind by discounting or ignoring the core only trividizes the postion of al. (p. 98)

To Cdhoun, modernism has had to face two sgnificant problems while growing to understand
the two mgor socia forces of capitalism and bureaucracy: problems of the self, and of agency or
others. Postmodernism looks to address these problems dso; but he arguesit isamistake to clam that
such problems are new to postmodernism, and missing from modernism. He suggests that “we need to
incorporate the ingghts of postmodern thinkers into aricher sociological approach to the entire modern

era” (p. 99)
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Best and Kdlner (1997) describe the postmodern in deconstructing terms as “ specific shifts
within virtudly every contemporary theoreticd discipling’ and in constructing terms as “the coalescing of
these changesinto alarger worldview.” (p. xi) Thisfriction and dichotomy plays somerolein virtualy
al postmodern theories and writings.

Early Posmodernism

Early postmodernist writers were largely economists looking at wesknessesthey saw in
modernist coverage of the dominance of capitalism and bureaucracy in sociologica thinking. They
chalenged the modernist assumptions and paradigms that they saw as embedded in the logic of
modernist presentations,

Jean-Francois Lyotard

Lyotard (1979) saw society asthe interaction of individuas through language. In stark contrast
to the structura functiondists who saw individuasimpacted and directed by the socid structuresin
which they interacted, Lyotard described those very structures as the direct result, or outcome, of the
assembled interactions of the individuas making up the socia groups being described by the socid
dructure. Structurd function is, for Lyotard, an output of socid interaction, not an input. (p. 16)
Understanding Lyotard requires looking at his attitudes and positions with respect to language and the
ways in which language drive the essence of socid interaction, including interaction with the saf.

Lyotard contrasts the modern with the postmodern. The modern, he argues, legitimatesitself
with reference to a metadiscourse, or grand narrative. The postmodern presents an “incredulity toward
metanarrative.” (p. xxiv) Metanarratives, or narratives about narratives, are a synthesis of what issad
inthe didogue of narrative knowledge. Just as socid dtructure is not society, but an outcome of society;

o metanarrdive isn't knowledge, it is an outcome of knowledge. The legitimacy of that outcome must
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be based on the legitimacy of the origind narratives. This drives the postmodern interest in narrative and
text as a primary source of new knowledge; in terms of content, but dso in terms of the legitimacy of the
source.

Legitimacy is traced, following Wittengtein, to the language games through which individuads
interact. In these games, there are rules for the various types of utterances that occur during interactions
of individuads. Theserules provides roles and legitimacy to the sender, addressee, and referent of each
utterance; and will vary by the type of utterance (e.g. denotive, performance, prescriptive, questions,
promise, narrative, etc.). Thelegitimacy of an utterance is dependent on the perceptions of the
individuas taking part in the utterance. (p. 8-10)

Lyotard doesn't claim that language games account for the entirety of socid relaions; but they
do represent his generd methodologica approach. (p. 15) The language moves in these games
represent the observable socid bond. Individuas are not observed inisolation, but as aways located at
apoint through which various kinds of utterances and messages flow. We know of individuds through
their interaction with others, even if the generdized other of sdf. Smart (1993) describes these games
as making up the life world; “acommundly produced and traditiondly vaidated assembly of meanings.”
(p. 75) A postmodern sociology will be concerned with the processes of struggle through which socid
relations are defined.

To understand socid relations then, Lyotard requires not just a theory of communication (i.e,
What is being communicated?), but dso atheory of games (i.e,, Why isit being communicated?). He
accepts a pseudo-behaviorist agnogtic view; that the strategy of the game will remain unknown and
unknowable except to the extent that it can be inferred from the observed moves of the game,

Methodologically then, Lyotard calls for the observation of the socid as aflexible network of individuas
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taking part in language games. Of the types of utterances that occur, new or communicated knowledge
will often be in the form of narratives, narrative knowledge. Since texts are typicdly the outcome of
recording such narrative knowledge, Lyotard and other postmodernists will emphasis the andysis of
texts as the cornerstone of the postmodern view.

Lyotard doesn’'t completely discount the modern in cdling for this postmodern methodol ogy.
He describes the postmodern as “ undoubtedly a part of the modern.” (p. 79) The modern looks at the
socid and seesindividua interactions driven by socid structures and necessary functions; often to the
point of bureaucracy. Lyotard Smply sees these socid structures as emergent from the interactions, as
precursors that define and creste the structures being described. Postmodernism is not an end to
modernism, but aview of modernism “in the nascent sate.” (p. 80)

Calhoun (1995) describes Lyotard as rgjecting, as unacceptable meta- narratives, the notions
that society isafunctiond systemic entity or that society isa conflictud field held together by power. (p.
109) Postmodernism would refocus the view and understanding of the modern away from capitalist-
bureaucratic wedth accumulation, centraization of power, socid movements, state power, and
globdization. Lyotard reduced, in large part, the socid to the linguistic; seeing the observable socid
bond as composed of language moves. He saw society as atomized into flexible networks of language
interactions. The prominence of capita and bureaucratic ingtitutions didn’t challenge Lyotard' s views.
He saw these things as Smply outcomes or provisond results of the execution of these atomidtic
language srategies. (p. 110)

Lyon (1994) describes Lyotard as one of the earliest thinkers to exhibit the themes and
perspectives associated with postmodernism. (p. 12-13) Lyotard chdlenged the notion of grand

narratives that were often heralded as the peak of modern knowledge. He lamented the fragmentation
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of knowledge ensured by the continuing sub-specidization of scientific disciplines. Anticipating the
direction that many postmodernists would take in terms of text and language as cornerstones of
interaction and knowledge, Lyotard described intellectuas as no longer legidating knowledge, but
interpreting it.

Through the atomization of the socid, individuas become bound up in locd language games
through which meanings and socia congtructs must be interpreted. He saw science and economic life
gravitating toward a common communicative theme, “that there is no redity unlessit is confirmed by a
consensus between partners on questions of knowledge and commitment.” (Lyotard, 1993, p. 9) The
postmodern, according to Lyotard, was part of the modern; but illustrated that the interaction and
agreement of people — through language — was a key dement in the establishment of truth. Objective
science needed to be reframed; and the role of language in knowledge needed to be rethought. (p. 12)

Jacques Derrida (1930- )

Derridaadso saw culturd life asinvolving the texts and language that we produce; each
interpreted in light of other textsin a continud strand that can never be completdy unraveled. Lyon
describes Derrida’' s chalenge of decongtruction; where by denying that any text is settled or stable
disrupts modernist logocentism because of the congtant indeterminancy of language. (p. 14) Texts
subject to interpretation in context can never form the basis for firm logica knowledge in the modernist
sense. In the contingent world of text, socid theorists must accept the less objective position of insder
because the mind is dways renewing and redefining texts. Objective truth gives way to subjective

agreemen.
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Michd Foucault (1929-1984)

Calhoun (1995) describes Foucault as setting the stage for postmoderism through his discusson
of higtorical ruptures, the repressive nature of modernity, and the arbitrariness of any congtruction of a
disciplinary subject as a conflict between knowledge and power. (p. 107)

Foucault formalized this reduction of logocentric truth by looking at the hitory of ideas that
make up the human sciences; their genedogy.  Lyon describes Foucault’ s theme as centering on the
loss of causa connectionsin science. |deas can be traced through their descent, and causal connections
might be assumed, by no origins are to be sought in such connections. (p. 15) Cahoun emphasized
Foucault's stressing of the waysin which interndly coherent modes of understanding lost their grip and
were superceded by relativistic and margins traditions of the postmodern. (p. 107)

Jean Baudrillard (1929- )

Baudrillard rgected much of Foucault' s direction, instead looking to a shift in the media of
modern communication. The shift from words to images, coupled with the rise of consumerism, further
pulled meaning from any words. Exchange becomes symbolic more than physicd, and the words used
to drive the culture take on new rolesin creating images. Lyon describes Baudrillard as fearing an
unprecedented destruction of meaning Culturd artifacts woud take on the role of transferring meaning
in asociety in which words largely lose their meaning in support of consumer and capitaist needs.

Cahoun (1995) described Baudrillard as explicitly devauing the socid/text in favor of the
culturd/image. Modernity was the eraof power and the production of commodities. Postmodernity
would be characterized by the era of sgn and the seduction of consumers. (p. 108) The sense of the
use vaue of commodities central to modernism would give way to the symbalic vaue— often in contrast

to acommodity’s labor or materia content or commercid value — celebrated as postmodern.
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Chapter 3
Postmodern Functionalism to Interactionism

This section explores the trangition from the modernist structural-functiond socid theories
developed in the breadth component to the postmodernist theory of symbalic interactionism.
Interactionism can be viewed as an explanation of what takes place within the modernist structure, or as
an dternative way of gpproaching socid interaction generaly according to the various postmodern
perspectives described in the previous section. For this depth component generdly, and for the
ingruments tested in the gpplication component, the interactionist view is taken as an explanation of
what is happening within the structurd-functiondist framework implemented within the professond
workplace.

Structurad Functiondism

The breadth component covered functiondist socid theories, introduced the specifics of the
gructurd functiondig framework. Burrell and Morgan (1979) describe the functiondist position in
modernist sociology as dominant. Management theory generdly has been informed by these functiond
and gtructura pogtions. The relationships between the needs or imperatives of the socid group and the
functions and structures that emerged to meet those needs was described using the writings of Comte,
Spencer, Durkheim, Pareto, Mainowski, Radcliffe-Brown, and Parsons. Each offered a perspective
that saw the Structure of interaction guiding and informing the functions performed, and needs satisfied,
within the socid network. Baert (1998, p. 37-9) summarizes three core themes of this functiondismin

the twentieth century:
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1. Functiondigts use the stability or equilibrium of asocid system to explain the persistence of
socid practicesin that system, referring to the effects of those practices as beneficid to the socia system
in which they are embedded, even if unintended,

2. Functiondigts presume socid rationdity; usudly posting that apparently irrationa observed
actions can be made intdligible to the observer if their socia function can be discovered and
understood; and

3. Functiondigts identify with prerequisites, asocid system having needs that must be fulfilledin
order for the socid system to survive and thrive, or else society operating in such away that such needs
aremet. Thelink need not be causative.

Againg this backdrop of function and structure, the postmodernist viewpoint looks insde the
box at the meanings and interpretations of interactions among actors that take place within the
functiondigt structure.

George Herbert Mead (1863-1931)

Poloma (1979) describes symbalic interactionism through the writing of Blumer, who built upon
Mead' s socid psychology. Ritzer (1991) dso traces Mead to Blumer, but points out facets of Mead's
thinking, particularly with respect to psychologica behaviorism, from which one can argue that Mead
was investigating an arenathat led away from interactionism; placing Blumer in more of an origingting
position in the field. (p. 189-190)

TheAct

Mead looked a an interaction of the individua and the socid in a synthesisin which he placed
the role of the act as centrd. Hewitt (1994) defined the act the smadlest meaningful unit of conduct thet

can be extracted from human behavior. (p. 66) Going well beyond behaviorism, Mead took the act to
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be the primitive unit for analysis rather than an emergent property of behaviorig thinking. (Ritzer, 1991)
The act, for Mead, was condtituted through four steges that interrelated; not linearly, but dynamicaly.
The first Stage — impulse — involves the sensation of aneed and the various natural impulses to satisty
that need. Humans are set gpart from less conscious or unconscious animas in thet various cognitive
gaeswill typicaly mediate the impulse and its satisfaction. Mead's language was highly philosophicd,
much denser in tone: “All perception involves an immediate sensuous stimulation and an attitude toward
this simulation which isthat of the reaction of the individud to the simulation.” (Meed, 1938, p. 3) His
concept of attitude toward the response included the interna imagery generated by the response; akind
of built in feedback loop.

Such mediation includes perception, Mead' s second stage of the act, through which the
individua seeks dterndtive solutionsto satisfy the impulse. The perceptions of the actor will include
both externd stimuli in the environment, but aso their own thinking and awareness of such perceptions.
Mead emphasized the selectivity of the perception itsdf, not just its sense-based characteristics. He
described senses as important preconditions to perceptions, but limited their role to the initiation of the
perceptua stage. (Mead, 1938, p. 8-9) Individuads choose what to perceive, and the level to which
things are percelved, through a complex process that involves memory and the prioritization of need.
Percaiving the details of the impulse will dways involve an interaction of both the actor, and the
environment. The process tekes time, with the effect produced in the individua — the perception —
occurring later that the sensed disturbance or origind impulse that might have triggered the perception in
thefirst place.

Mead (1938) raised the question as to why we percelve what we do in the world given the

enormous volume of actud sensory input available to act asimpulses. He attributed two different
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attitudes toward perceptua objects. 1) immediate experience, where actual contact and proximity bring
the object to our awareness, and 2) reflective andyd's, where we resolve sensory objects into their
ggnificant and noticegble features based on features we find culturdly or socidly sgnificant. Such
ggnificance will extend far beyond physical characterigtics. (p. 14) It isthis socio-cultura aspect of
perception that will play an important role in creating socid acts.

The third stage of the act — manipulaion — affords the individual the opportunity to pause and
reflect onthe act. Whether the manipulation is of physica objects in the environment, or thoughts and
memories in cognition, manipulation injects the tempord delay seen asimportant in Mead for
differentiating human from nonhuman acts. It is through such pause that a diversty of dterndive
directions for the act come about; eiminating reliance on smple inginctive response. (Ritzer, 1991,

p. 195) Mead described the importance of an assumption of knowing a perceptua object in order to
be able to manipulate it, mentaly or physicdly. Identifying the object, and adjusting attitudes towardsiit,
isitsdlf aform of conduct that mediates part of the act of which such conduct forms the manipuletive
stage. Past and present awareness of one's knowledge or awareness becomes adistinct field of
experience separate, yet connected, to the physica or worldly redlity of the driving act. (Mead, 1938,
p. 16) Importantly, in S0 acting, we cease to act on an object in thered or externd world. Instead, we
manipulate our knowledge and attitudes about the objectsin that world. Objects take on ahost of
secondary qualities not readily available to the sensory world done. (Mead, 1938, p. 19-21)

The fourth and last stage of the act — consummation — involves carrying out one or more of
those possible dternative conclusons to the act. (Ritzer, 1991, p. 196) Manipulation enables multiple
possible consummeation scenarios. Mead describes consummation as collgpsing the manipul ated

possihilitiesinto an externd redity. (Mead, 1938, p. 24)
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Gedures & Sgnificant Symbols

While the idea of the act explored the stimulus to response path that occurs within an individud,
the act must involve two or more actors to be consdered asocid act.  The gesture, or outward
manifetation of the socia act, condtitutes the building block of the socid process for Mead: “ gestures
are, then, early stagesin the overt socid act to which other forms involved in the same act respond.”
(1932, p. 188) While many species can interact through inginctive gestures, only humans have the
ability to interact through significant gestures. Ritzer (1991) describes Mead' s Sgnificant gesture as one
that requires thought on the part of the actor before a reaction can be expected to take place. (p. 197)

Mead saw the development of language, of voca gestures, as atrue differentiating event in the
development of socid interaction and socid structure.  “It has been the voca gesture that has
preeminently provided the medium of socid organization in human society.” (Mead, 1932, p. 188)
Language dlows symbols used by oneindividud to evoke predictable meanings and responses in other
individuas in ways that non-vocal gestures can not. Physical gestures, while potentialy evocative, are
difficult to depend upon for Sgnificant communication during complex interactions. Ritzer describes
Mead's position as taking language to be the most efficient, pragmatic, Sgnificant symbol system
available for the building of complex socid relationships, the interactions of which form the bass for
modern and postmodern societies. (p. 198)

Inner Processes of Mind

Even the act without asocid component, the introgpective gesture, is made more efficient with
language. The use of ggnificant symbols, within ourselves and amongst each other, enables the complex
forms of socid interaction necessary to alow our complex socid organizationsto emerge. “Thinking

involvestalking to onesdf.” (Ritzer, 1991, p. 199) Individuas can delay their response to stimuli while
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they carry out conversations with themsealves regarding the meaning and their interpretation of the
dimulus. Thisinterna conversation embodies Mead' s manipulation stage of the act. Ritzer points out
that, in addition to Smply being able to reflect on and respond to stimuli, humans actualy pick out which
gimuli to pay atention to and react to. They aren’t limited to intinctive response, even being able to
ignore simuli that they decide have little or no meaning for them. (p. 201)

Ritzer describes meaning as ariang not just out of the reflection and thoughts of the individud,
but from the relationship between the gestures of the individua and the response to those gestures
evoke from another individud or group in the socid act. “It is the adjustive response of the second
organism that gives meaning to the gesture of the first organiam.” (Ritzer, 1991, p. 201) The mind, the
callection of intended and unintended meanings, is not in the head; it isa socid phenomenon.  Ritzer
describes the mind as that which is able to respond to the world and put forth organized responses to
gimuli that it chooses to see meaning in.

Sdf & Other

Ritzer (1991) describes Mead' s notion of salf as an ability to take onesdlf as both subject and
object of thought. (p. 202) It is only though communicative socia processes that one' s saf can
develop; seeing onesdf as the target of communication. Once developed, the sdif is established and can
exist independent of socid interactions.  But in socid interactions, the salf makesit possible to monitor
our own interactions with others; alowing our own gestures to become stimuli to which we assign
meaning and react with additiond gestures. We become able to observe the socia act objectively
because we can place ourselvesinto the socid arena as one of many actors.

Ableto see oursalves as objects, we' re able to identify actors as other than ourselves. The

generdized other of Mead alows usto abstract from our own inner experiences to view gestures from
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outsde of the socid exchange. To be asdf, and for there to be others, we must exist in asocia
community that shares enough common vaues and meanings to be able to interact through gestures.
The concept of other would make no sense unless we could presuppose at least rudimentary shared
meanings for common gestures. We recognize differences among each other, but come to depend on
common Smilarities. With differences, “ people have multiple generdized others, and, as aresullt,
multiple salves” (Ritzer, 1991, p. 205)

Society as Interaction

Preceding both mind and sdif, because of its prerequidite formative role in both, society isthe
on-going socia process of acts, gestures, sgnificant symbols, and mind exchanges among self and
others. Mead sees society as the set of organized responses that are taken over and carried forward by
individuds. “Individuds carry society around with them.” (Ritzer, 1991, p. 207) Inditutionsform
within society around common meanings and responses. Mead views socid inditutions as giving form
to interactions among individuas in which their interpretation of meanings give rise to gestures that evoke
related regponses and actionsin others. Society emerges through such interaction, and meaning
mediates between simuli and responses.

Symbalic Interactionism

Symbalic interactionism goes beyond the functiond structure of society to look a the meanings
associated with interactions within such a society by those individuas who make up that society. As
described by Mead, it looks a the affects such meanings play in determining those interactions; such
that the way in which individuds interact is at least partly determined by those interactions themselves,
and the history of meanings that those individuds bring to those interactions. It brings an increasingly

subjective outlook to what is otherwise describable more or less objectively.
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Rose (1962) sets out symbolic interactionism based on five assumptions regarding the distinctive
characterigtics of humanity, drawing upon Mead' s interpretation of the implications of the socid act.
The first assumption isthat we live in a symbolic aswell as physicd world. (p. 5)  Rose defines symbol
asasimulus with alearned meaning. When we respond, we respond to the meaning of the symbol, not
to the sensory stimulus of the symboal itself. We respond to what the symbol means, which can vary
from individud to individua, and context to context. Because we learn most symbols through
communication, we can expect to have rdativey shared meanings form many symbols commonly
communicated amongst ourselves.

Rose' s second assumption describing symbolic interactionism takes advantage of this expected
commondity of meanings. Through symbals, it is assumed that we can affect the simuli-response
pattern of others. (p. 7) In other words, we communicate usng symbols as much for the way we
presume others will assgn meaning to them asin how we ourselves assgn such meaning.

For such communication to be meaningful, we must adopt Mead' s role of other in order to
anticipate the possible meanings and responses of others. Such communication will utilize significant
symbals, symbols which need not be understood in the same way by others that receivethem. Asa
result, we can not actualy control the response of others, only have an affect on that response. The
communication is, then, an example of Mead' s socia act where both the communicator and the
recipient must negotiate the shared meaning assigned to each symbol exchanged. The meaningisnotin
the sound of the words, but in each actorsinterpretation of any evoked images, that brings about the
socidly constructed meaning.

Rose s third assumption is that through this on-going exchange of symbols, we can learn alarge

number of meanings and vaues from those with which we exchange symbolsin socid interactions. (p. 9)
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In thisway, typica adult behavior in society can be said to have been learned from previous
accumulated socid interactions rather than through any form of neturd trid and error interactions. This
collection of accumulated meanings and vaues will congtitute the culture within which socid interactions
take place; increasing our ability to predict others meanings for symbols we might choose to use in our
interactions.

Charon (1995) assarts that asindividuds, we depend upon society for our symbols. Indeed, as
individuas we would be without a symbalic life if we were not embedded in our symboal rich culture.
“Complex human life demands and depends on human symbolic life” (p. 36) Through this shared
culture, we become able to predict the actions and behaviors of others. Our predictions are based on
our own expectations for behaviors that would be implied by the common meanings and vaues that we
expect others with whom we interact to share. When they do not, we adjust our expectations for future
interactions..

Ros=' s fourth assumption is that these symbols do not exist in isolation, but will accumulate into
clusters and packages of symbols and assumptions upon which we will rdy in our own communication
and interaction. (p. 10) Among these clusters of meanings, roles emerge as collections of shared
meanings that govern specific types of interactions in specific types of settings. Structures emerge as
clugters of meaning that define relationships among actors thet take part in socidly meaningful
interactions. These roles and Structures serve as the observable components of the modernist
functiond-gtructurd view of society where interna meanings are unacknowledged or unobserved.

Thefind of Rosg' sfive assumptionsis that thinking is the process by which symboalic dternatives
are consdered and evauated according to the individua’ s meanings and presumed meanings of others,

(p- 12) Action istakenasaresult of these evaluations, and the meanings that form the prioritiesin
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making the choice of action. Thefirgt four assumptions for the basic for interactionist communication;
and thisfifth assumption enablesit to take place.

Erving Goffman (1922-1982)

Goffman extended symboalic interactionism to encompass the friction that occursin each actor
when there are differences between what people expect the actor to do and what the actor may actudly
want to do. Ritzer (1991) describes Goffman as focused on dramaturgy, or the series of dramétic
performances each actor plays throughot life as they enact their own resolution to thisfriction. (p. 216)
Dramaturgy defines the self not within the actor, but in the played out interaction between actor and
esch socid Stuation.

Although an interactionist, Goffman recognized that many dramaturgica roleswere
preestablished based on societa expectations and norms. We don't completely choose our selves,
rather, we cast oursalvesinto rolesthat are dready defined and scripted by our culture and society. We
may ater the characters, but only within the limits of how the roles are defined. Applying symbolic
interactionism to professiond interactions, asis suggested in the gpplication component, isin part based
on the assumption that certain professond roles in which we cast oursalves are dready preexisting. The
implementation of structurd models in a professon, as well as the recognition of the interactionist
responses of individualsin such a profession, rests on the premise that certain roles are already
established, and that actorsin the profession will vary their performances from stereotyped scriptsin

moderate and predictable ways. Without such an assumption, no practical basiswould exist for

applying these concepts.
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Pragmatic Bias

As asocdidly-based gpproach to understanding the interactions of individuds in various
contexts, Huber (1973a) argues that symboalic interactionism contains inherent biases that are inherent in
the methodology’ s underlying pragmatism. She argues that pragmeatism looks for the vaidity or truth of
propogtionsin ther ussfulness of outcome rather than they logica deducibility from previous experience
and theory.  Knowledge requires experience to identify the meaning associated with actions so that
their inherent correctness or ussfulness can be established. “What countsis not the origin of a
proposition but its outcome.” (p. 276)

With ade-emphasis of origins, Huber argues that the sociologist is forced to conduct research
during which logica congtructs and socid conventions are alowed to emerge from the interactions
actualy observed and ingpected in the fidd. Symbalic interactionism, then, is atradition whose
“episemology ... makesit reflect the socid biases of the researcher and of the people whose behavior
isobserved.” (p. 275) If observation need not be pre-grounded in theory, then any outcome will be
vaid. Without theoreticd grounding, researchers will see what they are expecting to see based on thelr
own views of the socia world and the interactions that they choose to look for in their observations.
Such bias will not be conscious, but Huber argues that they are inevitable.  Asaresult, the symbolic
interactionist pogition that “truth is the emerging consensus of the participants in the interacting Stuation”
(p. 276) will be saf-limited by the socid biases of the researcher who decides what will be observed.

Blumer (1973) counters Huber’s argument by stating, firt that al sociologicd methodologies
are subject to the researcher bias that Huber describes, and second, that sheisincorrect in her assertion
that symboalic interactionists rely exclusvely on observation over theory in conducting reseerch. No

researcher begins with aclean or blank date. Every investigation is naturaly grounded in prior theory,
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particularly functiondist theory about how individuas and groups interact. In order to observe a group
or interaction, the sociologist must first define the group as agroup, or the interaction as an interaction.
Thereis room for theoretical bias here from any discipline. “The likelihood of introducing unwitting bias
is much less when the problem is developed through a close, flexible and reflective examination of the
empirica world than when the problem is formed by usng amodel not derived through such intimate,
empirical examination.” (p. 798) Close scrutiny by the observer will control for any introduced bias.
Huber (1973b) counter-argues that “if the scrutiny is not sufficiently intense and flexible, the researcher
presumably remains captive to prior images.” (p. 800)

The continuing debate illudirates a touch point between functionaism as agrounding discipline,
and interactionism as an exploratory or emergent discipline. 1n goplying symbolic andysisto the
information industry described below, the existing base of functiondist knowledge regarding the industry
and itsinteractions will serve as Huber’ s grounding theory, alowing for Blumer’s observationd methods

to seek and identify the role of meaningsin the expected and observed interactions.
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Chapter 4
Change in Information Technology
This section introduces the information technology industry and explores aspects of the software
engineering professon within that industry in order to identify potentid gpplications of the distinction
drawn above between structurd-functiondist and symbalic-interactionist models of socid interaction
and meaning.

Software Enginesring

For most of the history of the software engineering profession, the role of creating and
implementing software systems for organizations was viewed as an organizationd function. Humphrey
(1989) describes the maturing of an organization’ s software management processes over time,
emphasizing the dmogt interchangeability of individud software engineers through an emphasson
organizationa standards and management reviews. Thismodd atributed the qudity of any resulting
software systems to the structure and control of the centraized and usudly hierarchical organization
models that managed these resources. With computer resources in most organizations dominated by
large centraized mainframe computers, the pardld centrdized structure for the software engineering
function seemed naturd to many.

With the advent and explosion of persona computer technologiesin the 1980’ s, the computer
and information resources managed by these centralized hierarchies became decentrdized. Frictions
ensured between the centrally managed software engineers and their widely distributed user and
computer environments. Humphrey (1995) describes the pendulum swing within the industry from
centraized hierarchica organizations toward independent autonomous individuad software engineers.

These engineers till worked for hierarchical organizations, but their work and status cameto be
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managed at theindividud levd. Quality became the responghility of individuad engineers and tools and
techniques were devel oped for these purposes.

By the 1990's, particularly with the advent of the Internet in the mid-90's, computer resources
became increasingly interconnected and interdependent; and the software being engineered for these
environments was growing more and more complex. Humphrey (1999) describes the rise of team and
virtud thinking associated with organizetiond modds in information technology. Making individuas the
foca-point of quality methods ignored too many redlities of how software systems are developed and
implemented. Large teams of multi-disciplined professionds became the dominant modd for
information technology groups.

The higtory of information technology began with large centralized hierarchies of technology,
shifted toward autonomous individud persond computers, and evolved into the wide and complex
networksthat exist today. The origina hierarchical network of workstations al connected to an
individud centra mainframe gave way to the web of interconnected computers where no centrd owner
or controller exists.

In amanner consstent with a modern structurd-functiondist perspective, the software
engineering organizations that have tried to kegp pace with this evolution of technology by adopting
organizationd gyles that mimic the technologies being implemented. Large centrdized information
technology organizations have given way to webs of dynamic, virtud, sef-organizing teamsthat run

autonomoudy throughout their parent organizations.
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Industry Standards

Asthese organizational structures have tried to keep pace with this evolution, the industry has
aso tried to keep pace with the technology by developing and imposing standards that enforce stable
views of how technologies should be devel oped and used.

Technicd Standards

More than 250 software engineering standards have been developed by more than 50
internationa, nationd, professond, and industry standards organizationsin the last two decades.
(Harauz, 1999, p. 51) A key player in the technica standards arena has been the IEEE Software
Engineering Standards Committee thet devel ops and promulgates alarge variety of technical stlandards
that cover the mgjority of knowledge domains of interest to the professiond software engineer.
(Moore, 1998)

Management Standards

In addition to the many technicad engineering sandards that have been promulgated, the same
period has seen the definition and growth of generd quality Sandards that greetly affect the economies
and indudtries that set the context for alarge portion of the software engineering community.  Quaity
management in the United States has been dominated for the last fifteen years by the Macolm Bddrige
Nationd Quaity Award, an industry-focused genera qudity management modd design to be used to
increase the generd qudity capability of American companies. (Nationd Ingtitute of Standards and
Technology, 2001)

Also during this same period, the internationa quaity management arena has been dominated by
the 1SO 9000 series quaity management standards that define a quaity management system against

which organizations in many industries can measure themselves and be audited for compliance.
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(American National Standards Ingtitute, 1991) Within the broader 1SO 9000 movement, international
standard 1 SO 9000- 3 offers specific implementation guidance for adapting the most comprehensive of
the 1SO 9000 standards - 1 SO 9001 — to the software industry. (American Nationd Standards
Ingtitute, 1994)

Technical Management Standards

Throughout the 1990's, the Software Engineering Ingtitute at Carnegie Mdlon University
worked to develop a series of modds that would mediate between the specific and technica software
engineering standards that were emerging and the higher-level and broader quaity management modes.
The earliest work explored the order in which technica disciplines should be improved to optimize the
behaviors of the overdl management structure in information technology. Weber, Paulk, Wise, and
Withey (1991) had learned that the order in which individua engineering and management processes
were improved was a key determinant of long-term success. They defined a series of capability
maturity levels through which an information technology function must develop to eventudly be able to
achieve some of the organizationd qudities caled for in the broader generd qudity models. Their
judtification for building amode that included five plateaus was built on the Quaity Management
Process Maturity Grid that had been pioneered by Crosby (1979).

Standards Harmonization

There have been efforts to harmonize, or reconcile, these multiple levels of standards and
models. | explored how to reconcile the Balridge mode with some of the technica standards for data
engineering. (Biehl, 1993) Radice (1995) developed detail guiddines for using the 1ISO 9000 series
quaity sandardsin the software industry. Al three levels were integrated into a single working model

by Tingey (1997).
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SEI Capahility Maturity Moddls

Within this backdrop of technica and management stlandards, the Capability Maturity Models
(CMMs) developed by the Software Engineering Ingtitute have become the key focus of software
engineering improvement practice among software engineering and informeation technology organizations
worldwide. The three primary CMMs that have been devel oped since 1989 (Table 1) have grown
from aninitid focus exclusvely on software to a very broad systemic model that incorporates hardware
and communication technica disciplines dong with the human factors associated with changesin the

modern team and virtua workplaces.

Table 1 — SEI Capability Maturity Modds

CMM Scope

Software Definition, cregtion, and implementation of software
sysems.

Systems Enginesring Definition, creation, and implementation of engineering

systems,; including hardware, software,
communications, and other related components.

Integrated Process Definition, cretion, and implementation of engineered
Management humart machine systems with emphasis on integration of
human factor and psychosocia process factors into
system characterigtics.
Note:

Asthese models have been deve oped, they have met with increased resstance and difficulty in
being deployed throughout the industry. Organizations that struggled to implement the Smpler narrower

models, rarely moved on to adopting wide and broader models.
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Capahility Maturity Modd for Software

Theinitid CMM from the SEI was the Capability Maturity Modd for Software. (Software
Engineering Inditute; 1993) It defined a five-layered maturity modd that could be used by any
information technology or software engineering organization to define and improve their process maturity
through an extensive and long-term improvement program that would bring the organization up through
the five levelsin sequence. Each leve defined specific activities, known as Key Practice Areas (KPAS),
that needed to be improved in order to moveto the next leve. (see Figure 1) The modd was an
important step in helping the software engineering community to know which of the hundreds of
available technica and management standards should be attacked first, and which could be deferred

until a more gppropriate time as defined by the five levels of the SW-CMM.

Figure 1 - Capability Maturity Modd for Software
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( Optimizing (5)

Process change management
Technology change management
Defect prevention

( Managed (4)

Software quality management
Quantitative process management

( Defined (3)

Peer reviews
Intergroup coordination
Software product engineering
Integrated software management
Training program
Organization process definition
Organization process focus

( Repeatable (2)

Software configuration management
Software quality assurance
Software subcontract management
Software project tracking and oversight
Software project planning
Requirements management

( Initial (1) )

Note: Adapted from Weber, Paulk, Wise, & Withey; 1991. Used by permission.

Use of the SW-CMM to improve practices generdly resultsin quaity and productivity
improvement. McConnell (1999) reports that organizations making the necessary investments saw
productivity improvements of 35% per year, and project schedule improvements of 19%. Qudity aso
improved when viewed through the 39% reduction in reported defects for systems dready completed.
(p. 69) Use of the CMM proved useful to certain organizations that had what it took to make such an
implementation. Exactly what those factors were remained €usive to software practitioners.

Early adopters of the SW-CMM found that its use improved their overal software development

process capability as reported in the literature, but that, as the organi zation improved its software
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practices, other arenasin the software and information technology area remained problems. There
remained a need for abroader improvement modd that encompassed more than just the software
development aspects of systems creation and implementation.

Sysems Engineering Capability Maturity Modd

The broader aspects needed in an improvement model involved aspects of information
technology systems creation that went beyond software. In al but the mogt trivia information systems,
the interaction of the software with its surrounding environment of hardware, data, and communications
produces more complexity and quality problems than any particular aspect of the softwareitself. The
SW-CMM maximizes an organizations ability to implement software, but |eft these broader issues
unaddressed.

In response, the SEI and a consortium of industry representatives who had made the greatest
gridesin implementing the SW-CMM, developed and published the Systems Engineering Capability
Maturity Model [SE-=CMM)]. (Software Engineering Ingtitute; 1996) It added activities to the software
maturity model that enhanced organizationa capabilities related to vendor and hardware management,
problem identification and monitoring, and additiona factors related to integration and management of
complex system components and subsystems.

The SE-CMM dtered the architecture of CMMs as it had been during the development and
subsequent enhancement of the SW-CMM. Where the SW-CMM arranged key activitiesinto five
different levels that needed to be implemented in the correct order to achieve each leve of process
maturity and capability, the SE-CMM changed to a continuous model where dl activities gpplied to dl
five capability levels. In the continuous modd, dl activities were rdavent & al times, but different

specific activities were identified as more or less important a each of thefive levels. The difference
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between the origind staged architecture and the emerging continuous architecture was highly conceptua
and created problems in implementation and adaptation among many organizations trying to use both
SW-CMM and SE-CMM models.

Integrated Product Development CMM

As the expanded systems model began to be used by those organi zations with enough software
maturity to take advantage of its added features, addition new omissions became gpparent. The
systems engineering activities included in the SE-CMM were those highly technicd disciplines carried
out by engineers on projects. Still omitted were other less-technicd disciplinesthat wereinvolved in any
real-world product or system development.  These disciplines included marketing, sales, customer
service and support, and a host of management and financia specidties. The development of the
Integrated Product Devel opment Capability Maturity Model [IPD-CMM] (Software Engineering
Ingtitute, 1998) worked to address these omissions by adding the disciplines encountered in managing
multi-disciplinary teams and cross-functional projects to the technical engineering disciplines dready
defined in previous CMMs. The IPD-CMM was built usng the same continuous architecture that hed
been introduced in the SEECMM.

By the late 1990's, the evolution of CMMs within the Software Engineering Indtitute and the
broader software engineering marketplace looked complete. There now existed CMMs for the narrow
view of software only, the medium view that added systems thinking to software, and the broadest view
that included people as cross-functiond contributors to the development of software and systems.

Capability Maturity Modd — Integrated (CMMI)

By the middle and late 1990 s there were many organizations achieving various levels of success

with each of theinitid three mgor CMMs. A growing problem was that, while the three models were
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mutualy supportive and had much overlgoping content, tey remain as three distinct models. Software
engineering organizations that hoped to improve dl of their software, systems, and people processes
needed to adopt and use dl three models a the sametime. There existed no unified modd that could
be used to implement dl of the necessary key practices. The problem of multiple models was made
worse by the architecturd differences between the staged SW-CMM mode and the continuous SE-
CMM and IPD-CMM modéeis.

At the end of the 1990's, the SEI announced a new Integrated Capability Maturity Modd
[CMMI} that would combined dl of the features of the three previous modds into asingle working
improvement model. It was developed as both a Staged CMMI (Software Engineering Indtitute,
19993) and Continuous CMMI (Software Engineering Ingtitute, 1999b). Figure 2 illustrates the

evolution and flow of these various CMMs.

Figure 2 — Evolution of the Integrated-CMM

Capability
Maturity Model
for Software
(SW-CMM) v1.1
2 Systems
Capability Engineering
Maturity Model Capability
for Software Maturity Model
(SW-CMM) (SECM)
v2.0 Draft C EIA/IS731
\ / Integrated
Product
CMM-Integrated - Development
Systems/ Softwar e Engineering Capab'“ty
(CMMI SE/SW) v0.2 Draft Maturity Model
(IPD-CMM) v0.98

\/

CMMI for Systems Engineering/Softwar e Engineering/l ntegrated
Product and Process Development/Acquisition
(CMMI-SE/SW/IPPD/A) v1.02d Draft

Note:
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The CMMI modd has run into sgnificant market res stance since its introduction in 1999,
particularly from organizations who have been struggling for years to implement the firg three models
and resst the requirement that they rebuild their improvement programs around the new integrated
modd. Resstance has been so fierce that the implementation, origindly scheduled for late 2000, has
been ddlayed until at least the middle of 2002.

Each of the Capability Maturity Models has run into trouble being implemented. When viewed
from a structura-functiondist paradigm, each has offered increasingly complete and comprehensive
coverage of dl of the key processes necessary to build and run a successful software engineering
environment. And yet, they have not be readily accepted and used by the industry. The application
component of this KAM explores some of the non-structurd issues that night be contributing to these
wesk or ressted implementation.

Professondism in Software Enginegring

The CMMs are highly functiona-structurdist in orientation. Organizational structures and work
group definitions and functional assgnments are laid out in greet detail for implementation. Littleto
nothing is said about the perception and belief systems of the professionals that make up the
organizations that adopt these models. If the gpplication component isto look at meaning and
communication as interactionist pergpectives on CMM implementation, one must first look a what is
meant by software engineering professond in the context of CMM implementation.

Maigter (1997) brings a number of pergpectivesto thinking about professonds, from the
behaviora aspects of professondism to the knowledge-based aspects of what a professona should be

ableto ddiver. Itisin both of these senses that Maister states that “the opposite of the word
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professond is not unprofessond, but rather technician.” (p. 16) Maister looks at this gap and finds
passion and caring among the characteristics expected of the professiond, yet not penalized when
absent from the technician. The professond fed's a commitment to qudity, apridein the work, and a
commitment to the client that is over and above those needed to fill ajob. A true professond exhibits
behaviors that make these beliefs and commitments visble to dl around. *Professond isnot alabe you
giveyourdf - it's adescription you hope others will apply to you.” (p. 17)

Maister asserts that “while others may seek jobs, the defining characteridtic of professondsis
that they seek careers.” (p. 26, emphasisin origind) He chalenges professonas to seek perspectives
from which work life can be viewed as chdlenging, even fun. “All it takesto find thefunisalittle
energy, ambition, drive, and enthusiasm. So scarce are these characteristics that they are today the
dominant competitive advantage for both individud professonds and firms” (p. 29)

Meger offers a powerful two-dimensond modd for identifying whet kind of practice a
professond desires; ether astool for planning anew practice direction, or as a diagnogtic tool for
understanding the dimengions of an exigting practice. The mode is based on amedica andogy of
pharmaci<t, nurse, psychotherapist, and brain surgeon. The two dimensions include the degree of
customization necessary to solve client problems and the degree of client contact required in the delivery
of services.

The model doesn’t exclude working day-to-day in dl four quadrants implied by these two
dimengons, rather, it offers aframework for understanding and evauating the various work
accomplished by individuasand groups.  Therole of pharmacist involves execution of sandard
processes with alow level of client contact needed. The role of nurse emphasizes stlandardized

processes that require a high degree of client interaction.  Therole of psychotherapist dedlswith
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customized processes emphasizing diagnods using a high degree of dlient contact. Therole of brain
surgeon emphasizes customized diagnosis with alow leve of client involvement. Different professonas
will place their own activities into differing quadrants, and evauate the fit againgt their own career
aspirations and skill capacities.

Many software engineering professonds, wanting to be recognized as brain surgeons, find
themselves often dispensing the prescriptions.  Magter’ s emphasis is to move through the modd by
continualy developing and enhancing skills while dso continudly adapting to the needs of dients;
developing better and more enjoyable practices through continuous improvement and growth.

Such continuous change is pecifically addressed by Hohmann (1997), who sees software
professondss as problem solvers, and endeavors to explain the behaviors of, and relationships among,
such individuas as best represented using a sociologicad modd that includes both problem-solving
behaviors as well as socid and god-oriented beliefs and values. When integrated, these perspectives
offer amentad modd for continuoudy improving the efficiency and effectiveness of the methods
practiced by such professonds.

Hohmann offers his Structure- Process- Outcome (SPO) Framework as atool for integrating
these methodol ogical and cognitive perspectives. Process brings together methods and cognitive
modds. Thericher and more experienced the cognitive modes of the professond, the less formdized
and intricate the associated methods need be. Outcomes represent the end results of processes, and
vary in form and content based on the needs of the processes and experiences of the professonal.

Structure provides the form and content for defining the processes and outcomes and the interactions

among them.
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Hohmann describes the problem-solving process of the software professonal as aneed to
understand the problem to be solved, designing a solution to that problem, and then verifying the
solution once it has been implemented.  While the SPO Framework applies as a modd to each of these
perspectives of the professond’ s task, Hohmann pays particular attention to the need to design
solutions. It isheretha he identifies the greatest chalenge to understanding the work of the software
engineer, "the greatest mysteries regarding just what and when these designs emerge from the minds of
each professond.” (p. 18) Hohmann's centrd themeis that "increasing your understanding of your own
menta processes will enable you to become a more effective developer.” (p. 10)

Experienced professonds "have larger and more sophisticated cognitive libraries’ (p. 19) at
their disposa for identifying and solving problems.  They can use these librariesin order to perform
better leveing; "the shifting among different levels of generdity or abstraction during problem solving.”
(p- 18) Ther increased domain experience alows them to quickly determine what aspects of each
problem exhibit the greatest complexity, bringing their strongest cognitive capabilities to bear on the
most needed parts of each problem. Experienced professonals "not only know to solve the ‘hard part’
of the problem firdt, but they aso correctly identify what the 'hard part' is™ (p. 21) Lessexperienced
novices tend to focus on the wrong aspects of many problems, in the wrong order, cregting very messy
and less efficient paths through their solution spaces.

Hohmann describes ajourney; how engineers can move dong the path from novice to
experienced professond. "A professona cares deeply about their client and works to ensure his or
her needs are fairly and accurately met - whoever the client may be” (p. 32) He describesthe
respongbility of professonds to both lead and follow, to manage and improve themsdlves and thelr

relationships with others, and to conduct their work with competence and integrity.
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Gerdd Weinberg (1988) offers ingghts on the software engineering professond that fitswith
the models offered by Maister and Hohmann. He begins with his own definition of professond as
someone "having great skill or experience in aparticular field of activity." (p. 16) Like Hohmann,
Weinberg describes "an exercise in sdf-examination for the professond.” (p. 20)

Looking a the various technica skills and paradigms required of experienced programmers,
Weinberg chdlenges professonds (as if anticipating Hohmann's focus on the professond’s cognitive
library) to explore and understand their meta- paradigms. Weinberg andyzes severd meta- paradigms of
the successful professond. Metaparadigms include such skills as the use of andogy, tracing and
retracing one's own thought processes, induction from specid casesto generd rules, deliberately
widening onés circle of intellectua associates, actively seeking to know what others have done and
using such work as agtarting point, and attempting to communicate with others usng paradigmsin order
to clarify one's own thoughts.

He offers his own persond reflection in the form of ten persond principles, his“Precious
Programming Principles’, (p. 40) the tenth of which States that "every programmer has & least ten
persond principles, but only one programmer in ten thousand iswilling to teke the time to write down
evenone" (p. 42) Waeinberg chalenges professonadsto reflect on, and share, their own meta-
paradigms and principles.

Any pad programmer will use the technicad skills and paradigms of the field, but only
professonas will develop and conggtently use such meta-cgpabilities. They provide and strengthen the
sructura component of Hohmann's SPO Framework. Weinberg challenges his readersto "spend a
part of your working day examining and refining your own methods™ In the process, each will uncover

their own secrets that will make the pursuit of their professon more successful.
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"There's much the professons could learn from one another, if only they shared their secrets.”

(p. 50) Weinberg draws analogies with other professions as away of exploring that which makes
programming a professon. Citing two gpparently contradictory paradigms of medicine to not give up
treatment too soon and to not stick with one treatment too long, Weinberg observes that "the secret of
their secrets lies not in the secrets themselves, but in knowing when to apply each one. Maybe it's not
know-how ... but 'know-when'." (p. 51, emphasisin origind) Even Maigter's technicians can know the
secrets, but only experienced professonds with Hohmann's extensive cognitive libraries will gppreciate
when to use them.

Weinberg laments the fact that there are many programmers working for pay who should not be
referred to as professonds. "The point is not merely that there are people out there passing as
professond programmers who shame us dl, but that few managers have any way of telling if they're
talking to one of them or one of us." (p. 53, emphadsin origind) "Somehow, if programming is ever
to be treated as a profession, the public - and programmers themselves - will have to be educated.” (p.
53) Rocchi (2000) describes competent software engineers as possessing both technica knowledge
and knowledge of culture to support the correct and proper use of that technica knowledge. (p. 3)

Schoin (1986) describes a problem statement that seems familiar to many software engineering
professonds. In any profession, there are many manageable problems that lend themsdlves to solution
using the theories and techniques readily available within the knowledge base of the professon. These
"high ground” (p. 3) problems stand in stark contrast to Schon's "swampy lowland” (p. 3) of messy
problems that defy technica solution using the current knowledge of the professon. "Theirony of this

gtuation is that the problems of the high ground tend to be rdatively unimportant to individuas or society
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a large, however greeat their technicd interest may be, while in the swamp lie the problems of greatest
human concern.” (p. 3)

Schon looks at traditional professiond education, of using theory to teach practice, and turnsit
around. By andyzing effective practice, more effective theories of professond action become possible.
Thisisn't accomplished by forma research sudiesinto the actions of professonds, but by the day-to-
day reflection on practice carried out by every professona. Anticipating Weinberg, Schon declares
that a profession can be strengthened by encouraging and ingtitutionalizing such broad- based sdlf-
reflection. Curry and Wergin (1993) dso address the role education, and a defined body of
knowledge, play in developing and sugtaining the credibility of any individua working within any specific
professon. They explore various aspects of the building of professond status and credibility through
education and reflection.

Typicd actions by professonds can be characterized as knowing-in-action. Practitioners
exhibit their ability to perform within their professon every day. Schon usesthe term professional
artistry to describe the occurrences where competent practitioners exhibit extraordinary competence
that is unique in uncertain circumstances. “What is striking about both kinds of competenceis that they
do not depend on our being able to describe what we know how to do or even to entertain in conscious
thought the knowledge our actionsreved.” (p. 22)

Professond knowledge is embedded in the action and need not be articulated or explicated
eechtimeit is gpplied by the professond. In fact, attempts to describe such knowledge actudly turn it
into something dse. “Our descriptions of knowing-in-action are dways constructions. They are

atempts to put into explicit, symbolic form akind of intelligence that begins by being tacit and
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spontaneous. Our descriptions are conjectures that need to be tested againgt observations of ther
originds.” [p. 25, author's emphas g

Instead of atempting to understand someone el se's knowing-in-action, Schén emphasizes our
own ability to look at our own professond actions. “It is sometimes possible, by observing and
reflecting on our actions, to make a description of the tacit knowing implicit in them.” Such reflection
can lead to the development of persond principles as described by Weinberg, and meta: paradigms as
described by Hohmann.

Schon takes an additional step beyond smple sdlf-observation. He looks at those specid
Stuations with unknown or unusua circumstances during which our professond practiceis extended
into Schon's professiond artistry. "All such experiences, pleasant and unpleasant, contain an dement of
surprise. Something failsto meet our expectations.” (p. 26, emphadisin origind) It isin these Stuaions
that our attention is triggered, and actions that usudly remain hidden even from our own observation
suddenly become available for reflection. “We may reflect on action, thinking back on what we have
done in order to discover how our knowing-in-action may have contributed to an unexpected
outcome.” (p. 26, emphadsin origind)

What Schon describes is aneed to teach practitioners to seek such opportunities for reflection
in red-time o that they can continually improve everyday activities and practices. “In an action-
present - aperiod of time, variable with the context, during which we can il make a difference to the
dtuation a hand - our thinking serves to reshape what we are doing whilewe are doing it. | shdl say, in
cases like this, that we reflect-in-action.” (p. 26, emphasisin origina) Such reflection-in-action builds

our mental models and improves our professond practice.
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Schon' s key theme is that knowing-in-action can be influenced in redl-time by effective
reflection-in-action. Enabling continua and ongoing improvement, a hallmark of professond practice,
requires teaching professionals to conduct their practices in an action-present during which they bring
reflection to bear during each action taken and decison made. Reflective practice enables professonds
to find their own versons of Weinberg's meta- paradigms and principles, dlowing them to take
Hohmann's “journey”, enabling then to fed a pride in their work and offer their servicesto their peers

that represent the hallmarks of Maister's “true professondism.”
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Chapter 5
Change Framework for Information Technology

This section explores some of the characterigtics of socid thinking drawn from postmoderniam,
particularly attributes associated with symbolic-interactionism, and identifies potentia instances where
they might map to, and mediate, change situations in the information technology industry and software
engineering profession outlined above.
Dimensons

The symbalic interactionist modd, particularly with Goffman’s dramaturgica extensions, helps
define severd dimensions againgt which features and characteristics can be varied in order to observe
the efficacy of shifting from afunctional toward an interactionist perspective. These features and
characteristics will serve as the seeds for some of the change-rdated instruments experimented with in
the gpplication component. The symbolic interactionist framework suggests that these dimensions will
medi ate the perceptions of professondsinvolved with the structura functiondis CMM models
presented here in this depth component.

Identity

The socid act of interactionism involves individuas each mediating their own participation in
every interaction through thefilter of their own identify; their beliefs, norms, and perceptions of their own
relationships. Following Mead' s concept of ‘generalized other,” Johansson (2000) seesthe sdlf identity
as an object that is continuoudy being scrutinized by the sdlf. Individuds reflect on themsdves
according to their own history of previous interactions, and the ways in which they percaive themselves
successfully and unsuccessfully interacting with others. Our on-going present is a constant reinvention of

our pasts through reflection. (p. 51-3)



Core KAM 1 - Depth 71

Bdiefs

Bar-Td (2000) describes the “epistemic” (p. 48) function fulfilled by beliefsin socid groups.
They serve to enlighten members of those groups in the thinking and ements of the group’ s va ues that
help provide cohesion that is important to group stability and ongoing longevity. “Societd beliefs
change through a process of negotiation.” (p. 71) In order for socid groupsto discuss and modify their
collective and individua bdliefs, there must be venuesin which such beliefs become externdized and
vigble, subject to discussion and further transmisson.

Norms

Socid acts occur in response to simuli in the environment.  Interactionism views individua
beliefs and gods as mediating such acts through affects on the thinking and modifying opinions of actors
involved in these acts. Anderson (2000) describes norms as specid cases of beliefs and sentiments that
affect the pergpectives of individuals. Norms provide context for organizationa standards of expected
behavior, and how such behaviors relate to organizationd gods. (p. 35) Because norms can be
unwritten, indeed ungtated and unconscious, their effects on organizationd and individua behaviors can
be unpredictable and surpriang. Making norms public and visble should dlow them to become part of
the interactionist field that impacts behavior. Shared norms can reved underlying disagreements about
behaviorsin the environment.

Anderson (2000) draws attention to Parson’ contention that norms are continuoudy referenced
during courses of action. (p. 82) Controls around norms are necessarily imperfect because there is
adways some variation and divergence of attitudes and interpretations of norms. What will be
reasonable and acceptable will dways be a band of norms lying between the most extreme postive

vaues and the lowest boundary of unacceptable behavior. The width of the band, and the actua
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positions of the extremes are afunction of defining different cultures. Structurd-functiondists will note
the boundaries, and interactionists will focus on the width and position of the band; and the fact that
reasonable actors within each culture or organization will occupy different positions within that band.

Relationships

Individuas interact according to their perception of the relationships that exist between them.
The type of rdationship can dter behaviors during interactions that might carry out quite differently
under differing rdaionship conditions. Anderson (2000) describes levels or types of relationships as
ranging from ad hoc to mandated. Ad hoc relaionships, perhaps not applicable to reationships within
organizations, show no pattern and serve only accidenta purposes. Mandated relationships are
imposed from without, and serve the purposes of the individud or group that mandates the relationship.
Between these extremes, Anderson describes exchange relationships that are based on mutua need and
voluntary activity. (p. 62-3) Anderson’s modd predicts that implementing a CMM in a software
engineering organization will achieve different results depending upon whether the prescribed
relationships are Smply made mandatory, or exchange relationships are created by identifying and
communicaing gods and objectives that will result in mutua and voluntary cooperation.
Concluson

The way professonds define their identify, their beliefs, their norms, and their relaionships
greetly influences how they will interact with other professonas and with employersin the workplace.
Software professonds in the United States face implementation of structurd models embodied in the
Software Engineering indtitute CMM mode's, modd s that dictate highly structured and functiond duties
and responghilities. Interaction among actors is defined in these modelsin highly structured and

predefined roles. Successful implementation will depend on the extent to which actors see their own sdf
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views digned with the expectations of the structured models. Interactionist theory presumes that people
will mediate their own interactions if given the opportunity to creste meaningful communication of
meaning. The instruments developed and presented in the gpplication component attempt to provide

such opportunity.
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Chapter 1
Introduction
Overview

The breadth component of this KAM outlined the many socid theoreticd sysemsthat are
associated with both functiondist and non-functiondist socia theories. The depth component delved
further into the specifics of the functiondist perspective, focusing on postmodern thinking regarding
socid function and organization. It particularly explored symbolic-interactionist theories and how they
might be gpplicable to change processes in the information technology industry and software engineering
profession.

In this gpplication component, | goply the functional and structurd characterigtics explored in the
depth component to a collection of actuad industry-focused change needsin my indudtry: information
technology. | wasinterested to see how such theories explored in the breadth and depth components
could be used to explain and inform actua industry experiences in goplying such change models.

Objectives

Specific gpplication component objectives are:

1. Deveop aplanning ingrument for implementing socid change in an organization that usesthe
framework developed in the depth component.

2. Test and evduate that instrument in an actud organization undergoing socid change using the
models discussed in the depth component.

3. Present the tested framework instrument at a professona conference and publish the

resulting instrument and presentation in its conference proceedings.
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Variance from Plan

Circumstances during the researching and writing of this KAM forced me to dter my origind
plan somewhat. The objectives, as originaly written, anticipated usng my findings in the depth
component to develop one or more ingruments that might embody and use afew of the insghts gained
in the depth component. These instruments were to be presented at a QAI conference and then tested
inavolunteer dlient gte. In actud execution of this plan, ideas for instruments came about during the
research, but did not crystalize in time for the planned April presentation. Instead, afocus group was
used at the conference to solidify the ideas for instruments, and then the instruments themsdlves were
findized after the conference. Trid use was till conducted based on these instruments. The change
meant that the broader conference participants were able to contribute to my thinking about what
instruments would be useful, and what those instrument should look like. | believe that the change

improved the qudity of the outcome.
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Chapter 2
Conference Presentations
To facilitate the identification, creetion, and trall use of the insrumentsin this gpplication
component, | arranged to be a spesker at the annua national conference of the Quality Assurance
Indtitute (QAI) in Orlando, Horida. QAI isaprofessona membership organization concentrating on
software qudity assurance; the principle field involved in the implementation of the various SEI CMMs
discussed in the depth component.

Integrated-CMM Session

On Wednesday, April 25, 2001, | gave a break-out session presentation on the Integrated
Capability Maturity Model introduced in the depth component. (Biehl, 2001; see Exhibit, p. 25)
Seventy-eight people attended the 75-minute sesson. The nomind focus of the presentation wasto
discuss the evolution of SEI CMM models and discuss strategies for thelir implementation given that so
many organizations were struggling to still implement the earliest CMM for Software. By aSmple show
of handsin the session, dl attendees were at Software CMM Leve 3 or lower, and none were yet
atempting to implement any of the other CMMs.  Many expressed concerns that their organizations
would be unable to make the necessary trangtion to the newly integrated models before the SEI
dropped support for the origind modd.

A secondary purpose of the presentation was to set the stage for a discussion focus group to be
convened the next day. Throughout the presentation, and during the discussion period that followed, |
continually asked attendees to think about reasons why they were sill struggling to implement the

Software CMM even after years of attempts and management acceptance. Themes recurred
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throughout individuad comments that echoed back to many of the interactionist themes developed in the
depth component.

While everyone in the room believed in the modd represented in the CMM, and fdlt that their
home organizations dso believed in the modds; dl acknowledged that implementation required more
than atechnical belief in the modd’s properties. Individud professonds in various organizations more
or less accepted the model s based on their own experienced and beliefs about software engineering,
project management, and their organization's commitment to change. These beliefs are not specificdly
addressed in the CMM modd. The CMMsdon’t address individuas as people, only software
engineering functions as part of the structure to be dedlt with. The gpproach is highly structurd-
functiond. | invited interested attendees to continue the discuss of the role of beliefs, meanings, and
fedings in adiscusson group to be convened the next day.

Discussion & Focus Group

| had arranged to use one of the conference break-out rooms to conduct a discusson forum on
thistopic right after lunch on Thursday, April 26, 2001.  One hundred and sixty-five people attended.
What had been planned as a focus group was quickly converted to a pand discussion with me serving
as the panel, and the managing director of QAI serving as an ad hoc moderator.

The origind intention of the focus group had been to discuss meanings and beliefs held by
software engineering professonas across the full spectrum of process maturities represented by the
capability maturity models. However, once the session started it became readily apparent that most
attendees were from organizations stdled at implementing the first improvement effort under the
Software CMM, from Level 1to Levd 2. A few in the audience Stated that they were working toward

Level 3 dready; but even they expressed concerns about their dready completed Leve 2 initiatives.
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This sample — admittedly sdlf-selected — was interesting because my presentation the previous
day had been built on my experience that organizations typicdly sdl after having achieved Leve 3
compliance. | had referred to the phenomenon asthe Level 3 Plateau. This group was expressing an
even more severe problem; of how to even begin the complicated journey implied by the CMM. The
depth component laid out the collection of CMMs available for organizationa improvement, involving
hundreds of steps of increasing complexity. The literature reports (Jalote, 2000; Caputo, 1998) that
implementations across many industries has been dow; but this group was reporting a core difficulty in
even getting Sarted.

The resulting sesson was focused dmogt exclusvely on SW-CMM Levd 2. The specific Key

Practice Areasincluded in the SW-CMM Levd 2 criteriaarelised in Table 1.

Table 1 — Software CMM Leved 2 KPAs

Key Practice Area

Requirements Management
Project Planning

Project Tracking and Control
Subcontract Management

Qudity Assurance

Configuration Management
Note:

The discussion revolved around trying to discuss and understand why such a comprehensive
mode should be so difficult to implement in red organizations. Everyone seemed agreed that what the
CMM cdled for in terms of organizational compliance were the ‘right’ things to require for

improvement. Most examples discussed revolved around underlying assumptions about behavior and
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control that many perceived to be embedded in the modd. The modd actudly says nothing about what
kind of detall controls are required, only that controls should be implemented. And yet, participants
consgtently voiced concerns that engineers within their organizations would resst the model on the
grounds that it didn’t, or couldn’t, befit into the idiosyncrasies of their actud workplace.

Also addressed in many comments were the leve of academic language used in the modd’s
definition, and the leve of potentia bureaucracy implied by many of the procedurd statements.
Software engineers see themsdves as enginears, not managers. Many would likely resent much of what
they were called upon to do to properly control and manage their own work.

The session carried on for gpproximately an hour before the agenda called for participantsto
move on to their next sesson. About thirty or forty people lingered in the discussion for about twenty
more minutes.

Sdection of Instruments

The output of the discussion converged around three candidates for instruments that would be
designed to probe tacit knowledge and unconscious beliefs about the SW-CMM Levd 2 KPAS:

1. The organization’s beliefs about rigorous and controlled management is an important
precursor to any attempt to implement the SW-CMM KPAs related to project planning, tracking, and
control. If an organization is not committed to the underlying principles underlying the CMM in these
aress, then no implementation can be successful.  Thisissue was labeled * Project Management
Readiness on the sesson flip-charts.

2. While discussing the various KPAs for management and control of projects, contractors,
and products; a distinction rose among group participants between actud disciplined management

versus academic or tedious over administration. There was a generd fear expressed across the group



Core KAM 1 - Application 7

that the CMM topics related to management often smply resulted in increased adminigtration of their
activities. Such adminigtration most often surfaced as a need for more and longer meetings among
project teams, teams and suppliers, and teams and customers. Strong consensus emerged that
excessve meetings were often burying CMM-targeted projects and that this often resulted in project
inefficiencies that forced a by-passing of CMM-related process controls. Dissatisfaction with meetings
was regarded as amgor ssumbling block to implementation of the CMM. Thisissue was labeled
‘Meeting Satisfaction’ on the session flip-charts.

3. Many among the group took issue with the very first KPA in the CMM: Requirements
Management. An overt focus on managing requirements was causing, many participants claimed,
projects to dter their requirements definitions to adhere to the academic-like requirements structure
required by the various internationd standards for requirements definition. This change was resulting in
overly sterilized requirements that adhered to the sandards, but that actudly did a poor job of meeting
the team’ s needs and of properly identifying the customer’s problems. Managing the satements was
becoming more important that satisfying the cusomer.  How the customer felt about the requirements
was not afactor considered in the CMM KPA for requirements. Thisissue was labeled * Requirements
Satisfaction’ on the session flip-charts.

These three ideas would be carried forward to instrument development and trid.
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Chapter 3
Developed Instruments
Notes from the focus group discussion of the three tentatively proposed instruments were used
to create the assessment instruments presented in this section.

Project Management Readiness

The instrument designed to measure the readiness of an organization to implement the project
management controls in the SW-CMM consisted of ten assessment items that would be rated by
respondents. A 10-point scale was chosen, where a*“1” would indicate strong disagreement and “10”
would indicate strong agreement with the scored assessment statement.  1tems were developed to
address many of the underlying assumptions of the CMM-mandated practices (see Table2) In
addition to scoring individud items using the 10-point scale, respondents were a so asked to indicate
which four of the criteria they consdered most important; with important to be considered
independently from whether they agreed with the statement or not.

Members of the focus group discussion had expressed concern that stakeholdersin their
organizations were falling to implement the required practices, not because they disagreed with them
directly, but because they didn’'t fully understand or agree with the underlying assumptions that were
resulting in the selected direction. Under different assumptions, perhaps the CMM criteriamight be
better implemented using different practices. Paulk (1999) argued for increased rationdity and
reasonableness in adapting these sandards to organizationd settings; believing that the belief systems

and experiences of individuas should play a greater part in their interpretation.
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Other areas addressed in the instrument included the CMM directive that minimd training

should be required for many improvement efforts, and that industry standards should be used to fill in

engineering knowledge gaps built into the CMM itsdf.

Table 2 — Project Management Readiness Items

Assessment Statement

1.

The department should enforce stricter standards on information technology
project managers.

It isimportant that the satus of al information technology projects be more
vighble to management.

There should be less variation in the gpproach and deliverables used by
different information technology business projects.

Our information technology project environment needs more structure and
congstency.

Better controlled processes will help projects work with outside contractors
more effectively.

Our organization is committed to using the expanded capabilities of a sat of
project management guidelines when they are ready.

Individual projects would be more effective if we shared project deliverables
and working papers more.

Identifying and tracking changes is the most important success factor for our
information technology project management program.

Implementing enhanced project management will require only minima training
of project managers and team members.

10. Where feasible, enhanced project management should move us toward

compliance with available industry standards for projects.

Note:

The resulting instrument was packaged as a single-page survey that could be completed by

managersin planning or datus meetings, or team members a any time. If used over an extended time, it
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could be used to illustrate longitudind change in the measured perceptions. In the short-term, it was
hoped that individua low scores could be used to continue team discussion until workable solutions or
aternatives could be uncovered.

Mesting Satisfaction

An instrument to measure meeting satisfaction was built in the same manner; 10-point agreement

scale and top-4 important items. The items defined are provided in Table 3.

Table 3 — Medting Satisfaction Items

Assessment Statement

Adequate preparation resources were provided to me prior to the meeting.
The objectives of the meeting were clear.

Theroles of al meeting attendees were Clear.

The ddiverables or action items to come out of the meeting were clear.
The meeting started and ended on time and generdly followed the agenda.
All mesting attendees were gppropriately prepared.

Time was used wisdly in the mesting.

The meeting achieved its objectives.

© © N o o &~ w0 N B

The mesting was necessary.

10. | needed to attend this mesting.
Note:

Participants in the focus group had commented frequently that traditional measures of meeting
suceess (e.g. on time, 100% attending, minutes produced, action items defined) only increased the
likeihood that meetings would be bureaucratic and overly administered. Alternatively, participants

expressed an interest in seeing meetings use time wisdly, and in making sure that the right stakeholders
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were in attendance. Many seemed bothered by the low leve of priority for preparation and follow-
through that their organizations gave to meetings, even though most people spent most of their timein
them.

The instrument devel oped was an attempt to give a voice to these underlying concernsin away
that would highlight the appropriate issuesif they actudly occurred in the environmen.

Requirements Definition

An indrument to measure requirements sati sfaction was built in the same manner; 10-point

agreement scale and top-4 important items. The items defined are provided in Table 4.
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Table 4 — Requirements Satidfaction Items

Assessment Statement

1.

All itemsthat are needed for the specification of the requirements of the
solution to the problem have been identified.

Each item in the requirements specificationsiis free from error in terms of
both whet it says and how it saysiit.

Each item is exact and not vague, with a single interpretation and meaning
that is understood and is easy to read.

No item in the requirements specifications conflicts with another item in the
specification.

Each item in the requirements specifications is pertinent to the problem and
its solution.

During development and acceptance, it will be possible to determine
whether the item in the specification has been satified.

Each item in the specifications can be implemented with the techniques,
toals, resources, and personnd that are available.

The specification contains satements that must be satisfied by the solution,
and are not obscured by proposed solutions.

The requirements statements are expressed in such away that each item
can be changed without excessive impact on other items.

10. | am satisfied with the requirements specification, within the limitations of

its current scope and version.

Note:

12

Focus group participants expressed strong fedings regarding requirements definition within and

across the software engineering process. Most acknowledged that their organizations were producing

the requisite requirements specification documents on their projects, but aso fdt that these documents

were not having ther intended impact on project quality and productivity.

The instrument in this category was designed to identify and highlight the types of subjective

impressions individuals were reporting againg their own organization’s requirements results but that
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were not being picked up and made visible by the criteria for successful requirements documented in the
SW-CMM and rdlated |IEEE and I SO requirements standards.

| mpacts Expected of |nstruments

These instruments were designed and intended to draw out aspects of organizationa process
capability pointed to by postmodernist thinking related to interactionism and the role that individuas
beliefs and meanings of their work. Allan and Turner (2000) had noted thet reflexive thinking through
fixed criteria could offer sabilizing pointsin the changing rdationship between professionas and thar
employers. Giving avoice to the frudrations and fedings of professonds could limit the negative
impacts of the functionaist structures that create processes often perceived as bureaucratic.

Castells (2000) described these impacts — positive or negative — as driving an organization into
disequilibria, only to re-crysalize relaionships and interactions a some new point. These instruments
might influence relationships in afavorable direction, causng new norms to emerge more closdly digned
with the desires and beiefs of the individuds involved with these processes. Harauz (1999a, 1999b)
argued that an over-reliance on standards (the structurdist view) should give way to the active
perceptions and beliefs of professonds as mediating agents in the day-to-day operation of organizations
(the interactionist view).

A common element among the three instruments was that the criteria measured emphasized
softer rules and limits than the more fixed-term details associated with the existing processes prior to
their introduction. Chan (2000) described such interactionist thinking as leading to increased
professond buy-in and satisfaction; and antithesis of the kinds of reactions often experienced when
management Smply imposes structure on processes and human interaction. Chan argued, using

Foucault's contrast between freedom and resistance, that common professiona goals could emerge
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from the interaction of individua meanings as each professonad becomes more sef-conscious of their
own working environment. These instruments are designed specificaly to evoke such thinking.
Charmaz (2000) described these common gods as an emergent and strengthened center as
margindized views were incorporated into the broader agreeable consensus among individuas
interacting in the working system.

The importance of people and the meaning that they attribute to their work and environment
was Coggriff’s (2000) position when he argued that changing peopl€ s attitudes was an expected
reaction to building an improvement philosophy into individua sdf-image. These indruments were
designed to get respondents to reflect on aspects of their work that important to them; particularly in the
way their work was conducted. Such thinking should lead to implicit improvement asindividuas mode
better behaviors in response to the reflection caused by the use of these ingruments. Cosgriff argued
that such use of meaning and common sense would outweigh other exiting political and bureaucretic
inhibitions otherwise built into the environmenta structures,

Guimaraes, Y oon, and Clevenson (2001) looked for new meanings to arise from an exploration
of the tacit knowledge held by individuas within awork environment. They called for observationa
techniques to be used to draw out and solidify that tacit knowledge. They wrote of interviews, direct
observations, and persond journaing as observation techniques, but these instruments, as surveys, serve
thelr intended purpose. The ratings that individuals give to the various dimensons measured in each
ingrument, particularly the weighting of top-4 criteria, can bring emotiona and tacit reactions among
respondents to the surface.

Since each of these indruments is intended, not just to measure, but drive change in the working

environment by modeling preferred behaviors and priorities, they should increase what Kontoghiorghes
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and Dembeck (2001) described as each respondent’ s * psychological ownership” (p. 39) of any
resulting shift or change. They argued that satisfaction with internd processes — the key dimengon
measured by these ingruments — could be the primary useful indicator and predictor of organizationd
success. Such ownership aigns with Weimer and Munyan's (1999) position of giving these human
interaction factors greater consideration as an organization works to change individuas psychologicaly
and professondly.

Indl, the literature supports an argument that the measurement of bdliefs and fedingsin these
ingrumentsis likely to drive actud change as sdf-reflection gives way to newly modeled behaviors and
interactions. Pescosolido and Rubin (2000) describe these interactions as intelligence being built into
networking effects. As sdf-organizing systems, professond reationships and actions are likely to
gabilize into new patterns driven by the meanings and val ues associated with the factors measured in
these insruments, each in their respective disciplines. Tria use would attempt to confirm these

projections.



Core KAM 1 - Application 16

Chapter 4
Trid Use
This section discusses my field trids of the developed instruments.

Limitations of the Trid

Thiswas not ascientific study. No forma research design or review took place that would be
required to identify or mitigate any inherent biases or incongstenciesin the development and deployment
of theseindruments. Generdly the insrumernts tested resulted in congstent reports from smilar users
over thetrid period, increasing confidence in the rdiability of the ingruments. Also, individuals
participating in tria tests expressed agreement that the instruments were well targeted in terms of
defining metrics that addressed the quaditative dimensions being discussed, indicated good face vaidity.

Data was collected, and individuas participated, as part of on-going project management
activities. Individuals were aware of thetrid basis of the use of these instruments, but were not asked to
consent to participation. All participants were basically self-sdected volunteers, each having the option
to not complete and turn in their instruments. All data collected was anecdota, and no control groups
were used to attempt to assure that these instruments were actually measuring what they were purported
to measure. At best, these findings can be used to suggest areas for possible further research.

Sdection of Trid Ste

In seeking atrial Ste for testing these insruments, | limited my search to organizations that |
knew were implementing the SEI SW-CMM modd and were reported as sumbling or falling in their
attempt to get past CMM Leve 2 to try an assault on CMM Levd 3. Such organizations would mimic
the characteristics of my Orlando focus group that had identified the scope and criteria to be measured

usng these initid ingruments.
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| further limited my search to organizationsthat | had a current or past working relationship with
in order to preclude an extensve startup period. | wanted to test my instruments during June 2001 and
didn’t want to lose time having to meet with and solicit participation from an organization that didn’t
aready know me.

From among afew candidates, | chose the Speciadty Chemicds Divison of Honeywell
Internationd. | had helped the division in some of their earliest attempts at CMM implementation in
1996 and 1997, and till had many contects there; athough | wasn't working with them & thetime. The
pending merger with Generd Electric had put many of the projectsthat | would typically be associated
with on hold; and the impending collgpse of that merger was cregting ingability within the environmen.

The Chief Information Officer for the divison, who had been a technica manager during my
previous tenure, saw the window of inactivity created by the merger as an opportunity to alow meto
demondtrate and pilot my instruments with his project teams and direct reports. | coordinated my
activities through his process improvement manager in Ohio; dthough the teams selected to participate
weredl in New Jersey.

Management & Project Triadls

During June and July 2001, project insruments were used in avariety of team meeting and
project Satus settings. Details of internal Honeywell projects are proprietary, and so specific dataare
not reported here. However, examples of how data were tabulated and presented for discussion are
included as Figure 1 and Figure 2.

When reviewing results of agreement or disagreement with each assessment statement, it was
interesting to note the range of answers received within teams and meetings. Data quickly illuminated

that individuads working in groups often had completdly different perceptions of what was going on
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within the same project or in the same group. While different items in different settings received high or
low assessments, the lowest scorers never failed to trigger discussion and reflection among participants.
Follow-up trias in the same settings one or two weeks later often found increased assessment scores

for those items that had been the worst scorers during earlier trids.

Figure 1 — Sample Agreement Results

Agreement Responses

1

g. I
8.0 1

7.0

6.0

5.0

3.0

o

o

2.0

1.0

0.0

2 3 4 AssBssment |teén 7 8 9 10

Note: Thin bars represent full range of responses. Thicker barsindicate range

of responses within one standard deviation of the mean response.

In reviewing items that respondents felt were most important during these trids, it was interesting
to note that there were dmost dways individuas within the group who rated statements they had
strongly disagreed with as among the most important. This often occurred on items that the group asa
whole didn't report as very important. These items sometimes were very sore issues for the

respondents reporting them as important, and this attitude was often received with some surprise by
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othersin the group or team. Some of the most heated discussions during the trials were between people
who had rated an item as most important but had completely differed in whether or not they agreed with

the statement.

Figure 2 — Sample Importance Results

Top-4 in Importance

1 2 3 4 5 6 7 8 9 10

O Agreement o m Disagreement

Note:

Discussion Outcomes

The important outcomes from each trid use were the discussions that were generated by the
findings. Although not a scientific finding, these trids seem to confirm the friction observed in the
breadth and depth components between modernist functionalism and postmodern interactionism. Given
the opportunity to express their fedings and beliefs, participants enthusiasticaly worked to improve their
own project Stuations in ways that they were unable or unwilling to approach using just the functiona
and gructurd framework of the SW-CMM. More surprising perhaps than this overt outcome was the

smple enthusiasm that participants exhibited toward the entire process. It was as though they had never
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been asked their opinions before. A wedth of latent and tecit knowledge smply overwhelmed the
process once released. This anecdotally confirms Allan and Turner’s (2000) suggestion that increased

sdf-reflexive behaviors would naturdly lead to positive improvements and change.
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Chapter 5
Follow-up

The instruments developed in the gpplication component are dill in use within the trid ste. Even
after my testing was completed, the participants fdt they were receiving enough vaue from their
participation that they chose to adopt these three instruments as part of their on-going project
management strategy. When the dust settles from the now-defunct GE merger, and the divison again
reviststher plansto work toward SEI CMM compliance, these instruments will become part of the
forma process. | hope to have a hand in that work.

Likewise, the instruments were so successful a Honeywel| thet | have incorporated a version of
them into my professond practice with al of my clients. The results and kudos | am receiving across
those organizations roughly match those achieved during the trids at Honeywel. These instruments
seem to have tapped a nerve within the engineering communities in these companies. I'm planning on
publishing these resultsin the Qudity Assurance Indtitute' sjourna next spring, and | hope to present

them at a Software Engineering Conference within the next yesr.



Core KAM 1 - Application 22

References

Allan, K.; & Turner, J. H. (2000). A formdization of postmodern theory. Sociological Perspectives,
43(3). 363-385.

Antonio, R. J. (2000). After postmodernism: Reactionary tribalism. American Journal of Sociology,
106(2): duly:40-87.

Biehl, R. E. (2001). CMMI: Adapting to SEI's new integrated CMM. In Quality Assurance Ingtitute
(2001). International information technology quality conference: Effective methods for
I'T quality. Conference proceedings. April 23-27, 2001. Orlando, Florida.

Cdhoun, C. (1995). Critical social theory: Culture, history, and the challenge of difference.
Oxford: Blackwell.

Caputo, K. (1998). CMM implementation guide: Choreographing software process
improvement. Reading, MA: Addison Wedey Longman.

Cadtdls, M. (2000). Materidsfor an exploratory theory of the network society. British Journal of
Sociology, 51(1). January/March: 5-24.

Chan, A. (2000). Redirecting critique in postmodern organization studies: The perspective of Foucaullt.
Organization Sudies, 21(6). 1059-1075.

Charmaz, K. (2000). Looking backward, moving forward: Expanding sociologica horizonsin the
twenty-firgt century. Sociological Perspectives, 43(4). 529-547.

Cogyriff, P. W. (2000). The right things for the right reasons: Lessons learned achieving CMM levd 5.
Journal of the Quality Assurance Institute, 14(2). 26-32.

Gemes, K. (2001). Postmodernism’s use and abuse of Nietzsche. Philosophy and
Phenomenol ogical Research, 62(2). March: 337-360.

Guimaraes, T.; Yoon, V. Y.; & Clevenson, A. (2001). Exploring some determinants of ES qudity.
Quality Management Journal, 8(1). 23-33.

Harauz, J. (1999a). Internationa trends in software engineering and quaity system standards. Ontario
Hydro's perspective, Part 1. Software Quality Professional, 1(2). 51-58.

Harauz, J. (1999b). Internationd trendsin software engineering and quality system standards. Ontario
Hydro's perspective, Part 2. Software Quality Professional, 1(3). 30-36.

Hassan, I. (1987). The postmodern turn: Essaysin postmodern theory and culture. Cincinnati,
OH: Ohio State University Press.



Core KAM 1 - Application 23

Jalote, P. (2000). CMM in practice: Processes for executing software projects at |nfosys.
Reading, MA: Addison Wedey Longman.

Jdote, P. (2001). The success of the SPI effortsin India Software Quality Professional, 3(2). 36-
40.

Kontoghiorghes, C.; & Dembeck, D. (2001). Prioritizing quality management and sociotechnica
vaiablesin terms of qudity performance. Quality Management Journal, 8(3). 36-48.

Paulk, M. C. (1999). Usng the software CMM with good judgment. Software Quality
Professional, 1(3). 19-29.

Pescosolido, B. A.; & Rubin, B. A. (2000). The web of group &ffiliations revisited: Socid life,
postmodernism, and sociology. American Sociological Review, 65 February: 52-76.

Ryan, J. (2000). Theinternet chalenge to the quality professon. Software Quality Professional,
2(2). 54-60.

Weimer, A. L.; & Munyan, R. J. (1999). Recipe for a successful systlem: Human eementsin system
development. Software Quality Professional, 1(4). 22-30.



Core KAM 1 - Application

Bibliography

Kotter, J. P. (1996). Leading change. Boston, MA: Harvard Business School Press.

24



Core KAM 1 - Application

Exhibit — QAI Conference Proceedings Handout

25



CMMI: Adaptingto SEl's
New Integrated CMM

Ri chard_E. Biehl ! C_QA’ CS_QE Please note that CMM, CMMI, and Capability Maturity Model
Data-Oriented Quality Solutions are registered trademarks of Carnegie Mellon University.

What this session is not about....

* Thehistory of CMMI and its evolution.
» Therole of the SEl and its relationship to CMM users.
» The architecture or contents of the CMMI suite.

» The controversy over the use of such aflexible and broad
model for contractual supplier assessments.

What this sessionis about ....

» Using the CMMI to drive continuous improvement.




Session Plan

Describe the SW-CMM Level 3 Plateau that prevents many
organizations from maximizing CMM-based benefits.

Offer an aternative to higher levels of CMM-based
capability that includes broadening the focus of processes
targeted for improvement.

Discuss conceptual issues involved in multiple-CMM
improvement programs.

Provide abrief overview of the CMMI, with specific
comparisons to the SW-CMM v1.1 model.

Recommend CMM I adoption strategies and actions.

CMMI isn't aproblem, it’s a solution.

The Problem

CMMI offers abroad improvement model based on the
older available CMMs.

I'T organizations are struggling with how to adapt to

CMMI without sacrificing improvements and capabilities
gained in the past.

Users who have reached a plateau against one model,
usually the CMM for Software at Level 3, wonder whether
they should make the investment in adopting a new bigger
model; afraid that they'll be starting over again.




The SW-CMM Level 3 Plateau

» Organizations that have successfully achieved SEI
SW-CMM Level 3 are often confronted with the challenge
of trying to determine what to do next.

» Often organizations simply challenge themselves to do
more or better at their CMM Level 3 practices and are
afraid to commit to CMM Level 4 goals.

* It'spossible to challenge an organization at CMM Level 3
to move across, rather than up, the maturity continuum by
working in one of the many other available CMMs.

Plateau Alternatives

+ Continue moving up
toward CMM Leve 4
and CMM Levd 5

maturity levels. Level 4
or Level 5
» Broaden the scope of
activitiesto include a
wider array of process
capability by adopting SE-CMM

another CMM model.
IPD-CMM




Broadening CMM Coverage

* An organization that assesses at Level 3 against the
Software CMM will usually self-assess significantly lower
against the SE-CMM or IPD-CMM, at least initidly.

» This gap creates the necessary tension for the organization
to challenge itself to improve, without the need to set
CMM Leve 4 or Level 5 goalsfor itself.

* It'sabreadth focus to continuing improvement as an
aternative to the depth focus of attaining Level 4 on the
Software CMM alone.

* |t addresses the common concern that CMM Level 3
organizations typically still have significant problems at
their system boundaries that aren't adequately addressed by
concentrating on Level 4 improvements.

Paradigm Change in Process Thinking

Deming's A Expect improvements
F%r];ﬂn?jf =) i 57 h to decrease mass, and
Knowledge | Chaos Theor 4 increase el egance. Need
| Sdif -organizing Process 3 for less compliance
| Areawhereless-is-better! checking as allowance
i ' ismade for more self-
- - I direction.

i Classical Theory

1 Energy-absorbing Process
| Areawhere more-is-better!
i Key turning point for
process improvement!

199499

Expect improvements
to expand and increase
the process mass. Need
for moretools, training,
and support for
successful deployment.

199499




Staged-to-Continuous Thinking
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CMMI Source Documents

Capability
Maturity Model
for Software
(SW-CMM)v1.1
v Systems
Capability Engineering
Maturity Model Capability
for Software Maturity Model
(SW-CMM) (SECM)
v2.0 Draft C EIA/IS731
\ / Integrated
Product
CMM-Integrated - Develop_n]ent
Systems / Softwar e Engineering Capability
(CMMI SE/SW) v0.2 Draft Maturity Model
(IPD-CMM) v0.98
CMMI for Systems Engineering/Softwar e Engineering/I ntegrated
Product and Process Development/Acquisition
(CMMI-SE/SW/IPPD/A) v1.02d Draft




CMMI Staged Model

Managed (Level 2)
Requirements Management
Project Planning
Project Monitoring and Control
Supplier Selection and Monitoring
Measurement and Analysis
Process & Product Quality Assurance
Configuration Management

Quantitatively Managed (Level 4)

Organizational Process Performance
Quantitative Project Management
Quantitative Supplier Management

Optimizing (Level 5)
Organizational Innovation and
Deployment
Causal Analysis and Resolution

Defined (Level 3)

Requirements Development
Technical Solution

Product Integration
Verification

Validation

Organizational Process Focus
Organizational Process Definition
Organizational Training
Integrated Project Management
Integrated Supplier Management
Risk Management

Integrated Teaming

Decision Analysis and Resolution

Organizationa Environment for
Integration
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CMMI Continuous Model

Process Management
Organizational Process Focus

Organizational Process Definition
Organizational Training
Organizational Process Performance

Organizational Innovation and
Deployment

Project Management
Project Planning

Project Monitoring and Control
Integrated Project Management
Risk Management

Integrated Teaming
Quantitative Project Management

Engineering
Requirements Management
Requirements Devel opment
Technical Solution
Product Integration
Verification
Validation

Support
Configuration Management
Process & Product Quality Assurance
Measurement and Analysis
Decision Analysis and Resolution

Organizational Environment for
Integration

Causal Analysis and Resolution

Acquisition
Supplier Selection and Monitoring
Integrated Supplier Management
Quantitative Supplier Management

12




Recommended Order for Adoption

First Year

» Emphasize maintaining current Level 3 practices.
 Initiate Measurement & Analysis practice development.
* Rebuild Leve 2 practices to include other CMMI

extensionsto Level 2 process areas.
Second Yesr,

» Rebuild Level 3 practices to include CMMI extensions to
process areas that overlap SW-CMM.
» Sdf-assess against the entire CMMI model.
On-going
 Prioritize process areas for continuing deployment. M
— Emphasize old SE-CMM process areasfirdt.
— Follow-on with old IPD-CMM process areas.
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Further Recommendations

» Plan to use both the continuous and staged models.

— Maximize continuous capability profile. [Micro]

— Emphasize staged maturity level for comparisons. [Macro]
» Broaden process sponsorship and stakeholders.

— CMMI impacts broader range of functions and processes.

— Software leadership is only part of the sponsorship now.
» Place heavy emphasis on education and training.

— CMMI isamagnitude larger than SW-CMM.

— Paradigm shift requires greater self-direction.
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Recap & Close

The plateau effect at CMM Level 3 was a problem long
before CMMI was initiated.

The adoption of other non-software CMMs has been a
significant problem because of architectural
incompatibilities and terminology differences.

The development of the CMMI has largely solved the
problems of architecture and language.

The broader CMMI model offers a broader array of
improvement options for those organizations ready to
accept the challenge of adoption and transition.
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