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ABSTRACT

This thesis addresses the problem of the cultural change in the Israeli Kibbutz, its
relevance to the Kibbutz ideology and its implication on Management patterns in
the Kibbutz. The thesis is based on four hypotheses. Two of the hypotheses
address the cultural changes and two address the changes in management patterns.
The cultural change is hypothesised by assuming a change in life style and a change
in the attitude to work as a value. The change in management patterns is
hypothesised by assuming a change, at a policy level, of resource allocation and a

change in the decision making process.

The research includes several stages:

* A literature research which established the historic cultural and ideological roots
of the Kibbutz movement. ' | o |

* A collection of general statistics of the Kibbutz ‘movement.

* Five case studies - An in depth analysis of five individual Kibbutzim.

A model of the Kibbutz values and principles is developed and used in analysmg

the changes in values and principles i in the Kibbutz.

The outcome of the research reveals that the Kibbutz is changing from an ideology
based commune, which prefers values over matter and is ready to sacnﬂce
individual freedom for the ideals, to a more bureaucratlc orgamsatlon aunmg for |
profits that prefers individual freedom on equahty and communahty The Krbbutz
movement is turning from an agrarian closed system to a techmcally advanced o

community with open economy and culture.

The research outcomes enhance Bertalanfy's claim that a culture within a culture
has to change in order to survrve It also demonstrates that a cultural change is an |
incremental change. What seems to be a radrcal change is an aggregate result of

several incremental changes. Itis suggested that a radical change can not be -

implemented successfully in an organisation unless broken to incremental changes".'" R
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PART 1 - INTRODUCTION

The introduction aims to give some helpful information in understanding the subject of

this work and its structure. Though I could, logically, limit the introduction to general
information. I chose to include some background on the research field. This should prove

beneficial in giving some idea on the subject before discussing methodology and theory.

1. Purpose of the Research - The Problem
This thesis is about culture, ideology and management. The culture in question is the
Jewish/Israeli culture, the ideology is the socialist communalism, and the management

setting is the management of the Kibbutz.

The Kibbutz began its way as a closed system, or at least an almost closed social and
economical system. During the years of its existence, technological and economical
changes turned the Kibbutz into an open system. In order to survive as an open system
the Kibbutz had to change constantly (see Open Systems in chapter 8.1.3). Surviving, in
the case of the Kibbutz, means physical survival within the ideological boundaries of the
Kibbutz (chapter 4). The research addresses the problem of ‘the direction the Kibbutz
culture is changing, the impact of this change on managerial activities in the Kibbutz and

how the changes relate to the Kibbutz environment'.

Through the hypotheses I aim to establish the nature of change in the Kibbutz and show
that the Kibbutz culture is changing to resemble the urban culture'.vThe change brings -
with it some management patterns new to the Kibbutz. This does not necessarily mean
that the Kibbutz is losing its uniqueness, The Kibbutz may remain a unique community
with a unique type of management, which adopts some management patterns from the -~

urban environment,

1.1 Research Objec‘tlves AR R : |
The objectwe of the research is to understand the cultural changes Wthh the Kxbbutz e
movement and the individual Kibbutzim are undergomg, and to identify the mﬂuence of .

these changes on the management of the Kibbutz community and on other managenal sk
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activities within the Kibbutz. Cultural changes are difficult to quantify, as are changes in
management style. This research aims therefore to study, by careful qualitative analysis,
the nature of the observed changes and the relationship between cultural changes and -
changes in management style. The research will not try to quantify any of the values
researched. Questions such as "how much cultural change will cause so much managerial
change?" or "how much managerial change will be caused by so much cultural change?"
will not be asked. The research will, however, present questions like "what type of
managerial change is connected with a specific cultural change in the Kibbutz

movement?". .

The research will establish its assumption that the Kibbutz culture is changing. In order
to do that, two cultural aspects were chosen as measures of culture change. The
material aspect is measured by changes in life style as represented, materially, in
domestic patterns of life and consumption of the Kibbutz community (see hypothesis 1). -
The spiritual aspect is measured, at the ideological level, by the attitude of the Kibbutz -
population to work as a value (see hypothesis 2). The validity of these two aspects as
expressions of culture and therefore suitable for measuring culture change is discussed in

chapter 9.

The change of management patterns in the Kibbutz is established by identifying changes
in two important elements of management: management targets and management
mechanisms. The target of Kibbutz management is researched through the changesin -
economic approach, as reflected in resource allocation in the individual Kibbutzim (see
hypothesis 3). Changes in management mechanism are researched as reflected inthe

decision-making processes as a management instrument in the Kibbutz (hypothesis 4). -

The justification of identifying culture with material and spiritual factors such as

domestic consumption and attitude to work as a value is based on the cultural and
ideological background of the Kibbutz. These are discussed in éhapter 9 (organisation " °
and Culture). The chapter on Management and Organisations specifies the relevance of -

targets of the organisation and management mechanisms.

16



1.2 Statement of Hypotheses

The hypotheses are dealing with major changes in the Kibbutz movement, Cultural
changes are reflected in all aspects of life and are the result of a complex and
multidimensional process. This will be elaborated after a discussion of the term 'culture’.
Changes in the areas of organisation and management in the Kibbutz are the result of a
change or a shift in the Kibbutz culture, i.e. a shift of the 'centre of gravity' from a
traditional "ideological" attitude to a new, perhaps more modern, less ideological and
more practical attitude. This shift is the rationale behind the four general hypotheses. The
organisation and management point of view cover only part of the whole. The Kibbutz is
changing in many other ways that, important as they may be, are beyond the scope of this

work.

In order to adhere to proper research methodology, the hypotheses should represent an
assumed situation in a clear measurable way. Assuming a culture change leads to two
hypotheses which describe a culture ehange in the Kibbutz. The hypotheses are general in
their nature and are not easy to measure directly. Each general hypothesis is therefore
broken down into several specific sub-hypotheses. This is needed to guarantee an -
impartial and valid research (see chapter 2). The hypotheses are the result of a long
literature research which is presented in the form of a review of the history and culture of
the relevant subjects, the Kibbutz, the state of Israel, and the Jewish people. A
preliminary research which included meetings with over a dozen Kibbutz members, visits
to half a dozen Kibbutzim outside the sample, and reeding Kibbutz publications, as well
as my own experience of living in a Kibbutz for three years, led me to the stated ¥
hypotheses which represent a specific direction of change in the Kibbutz culture and in
management patterns. Failure to prove the hypotheses does not necessanly mean that

there is no change. It may mean that the change is dxﬁ‘erent than the one hypothesxsed

1.2.1 Hypothesis No. 1: Culture Material: Domestlc Patterns -

PURITAN g - changes to: S CONSUMING
RURAL , > SUBURBAN -

COMMUNAL S FAMILY ORIENTED

o



During the first phase of the Kibbutz movement its exposure to the urban environment . -
was very limited. The Kibbutz exercised a culture of scarcity and lack of resources which
affected the standard of living beyond the ideology. With the development of the urban
society in Israel the Kibbutz movement could not remain isolated from it for long. The . -
first hypothesis assumes that with the increasing prosperity and industrialisation of the
Kibbutz and due to the stronger connection with the urban society the Kibbutz follows -
the urban industrial society in life style and work culture. Alternatively, in case of failure :

to prove this hypothesis, another direction of change can be assumed and tested. -

Presenting the initial Kibbutz culture as Puritan, Rural and Communal is a result of a
historical research (see chapter 4) and is not hypothesised. The hypothesis is related to .
the direction of change. The case study method (see chapter 2 and 3)) may point to the
right direction of change even in the case of false hypothéses. The first hypothesis is -

divided into the following sub-hypotheses: -

1.2.1.1 From Communalism to Family - There is an increase in the autonomy of the

family in the Kibbutz and a parallel erosion in communalism.

1.2.1.2 Higher Standard of Living - Life style in the Kibbutz is more subject to urban
phenomena like TV in the private rooms, cable TV for internal information transmission

as well as for entertainment, the use of cars for private purpose etc.

1.2.1.3 Higher Level of Education - Education in the Kibbutz is turning more

academically oriented and more formal. ..+ -

1.2.2 Hypothesis No. 2: Culture - Spiritual: Work Values: . ' S
PRODUCTIVITY changes to: 7 PROFITABILITY

PHYSICAL LABOUR —===> . PROFITABILITY = =~
AGRICULTURE "~ .. s .~ . PROFITABILITY °

18



The attitude to work is based on the thought that work is a value in its own right.
Productivity, though of great importance, is not what makes ‘work' so important. Work
is important regardless of productivity. Productivity gives the proper 'colour' to work by
leading to self-sufficiency. Work in the Kibbutz of the turn of this century meant physical

agricultural work. - -

These principles, productivity, physical labour and agriculture, were the criteria for
measuring the success and dedication of both people and businesses. The second"
hypothesis assumes a shift of 'the value of work' from these criteria to the criterion of
profitability, which becomes the one and only criterion for success. Work itself is loosing
its appeal as a 'value' since profits can come from other people's work, royalties, rent, -

etc.

As in the first hypothesis, the initial culture is not hypothesised and is rather a result of
research. A direction of change is hypothesised. The hypothesis is broken down to three

secondary hypotheses:

1.2.2.1 Profit Equals Success - Income and profits became measures of success for any

business in the Kibbutz.

1.2.2.2 Breaking the Adherence to Agriculture - Néh-agriculture non-physical

branches are responsible for an increasing percentage of the Kibbutz income. -+

1.2.2.3 Breaking the self-sufficiency Rule - Autarchic autonomy of the community is

less important than profitability, .= =~ ¢

1.2.3. Hypothesis No, 3: Management - Objectives; Resource Allocation = -
PRODUCTION : changesto: : SELLING SERVICES -
WELFARE . > CONSUMPTION = =

19




Investment Policy in the Kibbutz movement is not mentioned in any written document.
Resources are not allocated in accordance with an official investment policy. Itisa

practical image of the Kibbutz culture and is a product of some of its principles. '

The third hypothesis assumes a shift of investments policy to induce a change from . .-
allocating the major part of resources to productive branches as a source of income,
towards investment in the services industry as a source of income, as well as in any .
operation which may be profitable. This tendency is parallel to the change in the use of
the resources from the welfare of the Kibbutz members towards increased individual
consumption and increased standard of living. Failure to prove the hypothesis would -
show that ideology is still the dominant factor in allocating resources. This, however,

need not affect the other hypotheses. The secondary hypotheses are:

1.2.3.1 Investment Shift - Investment in services as a source of income has been

increased in relation to investment in productive businesses.
1.2.3.2 Human Resources Shift - The number of workers in services has increased.

1.2.3.3 Higher Needs - The 'needs' (of members) covered by the Kibbutz have expanded

towards higher consumption.

1.2.3.4 Shift in Prestigious Positions - Administrative and managerial positions in y

services are more appreciated than in the past.

1.2.4 Hypothesis No. 4. Management - Mechanism: Decision Making Process
DIRECT : changes to: DEMOCRACY OF
DEMOCRACY " ==> REPRESENTATIVES . -

Direct Democracy is based on the principles of Equality and Partnership of all members.

The third hypothesis assumes a shift in these principles towards democracy of
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representation, be it through elected proxies or nominated professionals making

decisions in their specialised areas.

Decision making in the Kibbutz is done in different ways and not only by vote in the
general assembly. Several aspects are addressed in the sub-hypotheses. Though the case
studies may prove a different direction of change than hypothesised, it is hard to imagine
the Kibbutz changing towards a non-democratic decision making mechanism. However,
any change from direct democracy seems to be a deterioration in the democratic process.

The Secondary hypotheses are:

1.2.4.1 Introduction of Hierarchy - There is a change in the organisational blueprint
towards more authority to central bodies and less to the General Assembly through:
A. establishment of boards of directors in Kibbutz businesses.

B. nominating outsiders (usually financial experts) to the board.

'C. granting more decision power to committees.

1.2.4.2 Breaking the Rotation Principle - There is an erosion of the rotation pﬁnciple :
in the Kibbutz towards professional managers holding managerial positions on a non- -

rotational basis. -

1.2.4.3 Participation in General Assembly meetmgs is significantly smaller than the

‘number of members in the Krbbutz

1.3 The Contribution of the Research _ ;

Many researches were published on the Kibbutz commumty (chapter 3 7) and thlS oneis :
just another bulldmg block on an ex1stmg body of knowledge This research will compare' |
the change process in different Kibbutzim and the way change is handled. It calls fora
humanistic approach, which is indeed the approach chosen for this research (chapter 3)

During the years of its existence the Kibbutz turned from a closed or almost closed

| SYStem to an open system. As an open system the Kibbutz had to undergo some changes s

in order to survive (Bertalanfy 1968) The ways in whxch the Kibbutz changes are e
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influenced both by its environment as by its own culture are addressed by the hypotheses.
Much has been written on the Kibbutz culture and on the Kibbutz ideology. Kibbutz
management is also a subject of several researches (though much less than the social

aspects of the Kibbutz). - -

The main contribution of this research to the existing body of knowledge is by identifying
changes in culture and ideology and relate them to success and survival. Any such ' -
contribution towards anticipating the success of change in an organisation, in this case =
the Kibbutz, has practical implications in helping the organisation to surviveina .
changing environment. The methodological chapter discusses the ways of validating the
hypotheses to support the concept that culture change in the Kibbutz induces changes in°

management style.

1.4 Thesis Structure

The thesis is structured as a management thesis, more specifically reflections of culture *
(and ideology) on management. It begins with stating the problem and the hypotheses
addressing the problem through the methodology of research and a brief background. ...
These include a model connecting management with ideology and culture. The rest of the
thesis is structured to suit this model which is developed in the Research Field (part1

chapter 4).

The thesis contains four parts. The first is an introductory part. It contains four chapters.
Chapter 1 presents the objectives of the research, the problem it deals with and the
hypotheses to be validated in the research. Chapter 2 is a somewhat technical chapter. It

presents a general review of Research Methodology. Chapter 3 is the second technical '

chapter and goes to the specifics of the research design with a detailed research plan.. .t

Current and past research is reviewed and a statement of the research contribution to the :
knowledge of organisations is made. Chapter‘4,'.which concludes the introductory part,:
- contains a discussion of the research subject - the Kibbutz. The history of the Kibbutz . .- |
movement is reviewed and a model of the Kibbutz as an organisetion is presented, v .

demonstrating the connections between cultural and ideological roots and management. - -
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The second part discusses, in three chapters, the roots of the Kibbutz movement.
Chapter 5 deals with the Jewish cultural roots. This chapter is based on literature analysis
and includes a brief historical and cultural review. Chapter 6 addresses the ideological
roots of the Kibbutz. This chapter is also based on literature analysis and presents the
Socialist ideology and its role in the Zionist movement. Chapter 7 discusses the
combination of the two previous chapters and deals with organisation and management
in Judaism from the Biblical period to the present. While chapters 5 and 6 are broad in
their concept and include issues that, though essential to the understanding of the
Kibbutz, are significantly wider than the scope of this research, chapter 7 narrows down
the point of view and brings it back to the specific subject of Organisations and
Management. Chapter 7 integrates the ideological and cultural roots of the Kibbutz -
Judaism and Socialism - with the environmental background and points out the

relationships between them.

The third part of the thesis discusses, in two chapters, the theoretical basis of the
research. Chapter 8 presents Organisation and Management theories and chapter 9
discusses the relationship between organisations and culture, and the reflections of
culture on organisations. Ina srmrlar way to chapter 2 - Research Methodology, this part
is mdependent of the rest of the work. In this sense it can be placed anywhere in the
work. I chose to place it right before the analysis of the Kibbutz as an organisation.

Indeed, this order of matters breaks the continuity of the work, however Ichoseto

place it right before the fourth part of the work in which the Kibbutz, as an orgamsatxon o

is analysed according to these theories. As demonstrated in the dlagram at the end of thrs :
chapter, the introduction gives the orientation, the roots give the context and the theory
gives the concept. The last two point to the application which is given in the fourth part

of the work.

Part four contains two chapters and deals with organisation and management of
collective communities in general and organisation and management in the Kibbutzin
particular. Chapter 10 reviews communal rnanagement and includes the collective

ideology and history. Based on the ideology described in part 2 and the theories




discussed in part 3, this part reviews the practice of organisation and management in
collective communities. Chapter 11 is dedicated to organisation and management in the
Kibbutz. In this chapter the connection of the practical research with the theoretical basis
is established. The connections of the Kibbutz with its roots are researched in line with

the model of the Kibbutz presented in the first part.

The hypotheses will be validated through five Case Studies, publications analysis, and
some quantitative data. A discussion of the research findings and conclusions are brought
in the last two chapters. Figure 1-1 shows the general structure of the thesis. This thesis -
is a Management thesis and it is my opinion that both historical and ideological roots are
as important in analysing management in an organisation as the theory behind the

analysis. Therefore, all relevant issues are discussed before any discussion of

management takes place. First come the specific roots of the Kibbutz and only then the ..

theoretical basis. These parts precede the discussion of organisation and management in

the Kibbutz and in related organisations, and serve as its basis.

Thesis Structure

INTRODUCTION
OBJECTIVES
METHODOLOGY
RESEARCH FIELD
L’ : \
/l N
y N
ROOTS THEORY
JUDAISM [ ORGANISATION
SOCIALISM | .. & MANAGEMENT
\
COMMUNES
KIBBUTZ
Figure1 -1
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1.5 Summary |

This chapter stated the research objectives and the hypotheses guiding the research. The
hypotheses are referred to along the text in order to form a comprehensive picture of the
“ Kibbutz and the Kibbutz movement from the point of view assumed in the hypotheses.
The structure of the thesis is discussed at some length and the logic of the-order of

presenting the issues is explained.
The next chapfer (chaptef 2) discusses the methodoiogy of research and justifies the

appropriateness of the qualitatiVe research in general and the case study method in

particular in organisational research.
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2. Research Methodology
The hypotheses presented in the previous chapter are derived from the problem

addressed by this research. In order to draw serious conclusions it is necessary to

validate the hypotheses in a proper and reliable way, using a valid research method. In .
the following chapter a general discussion of research methodology is given with a brief
description of some relevant research tools. The research procedure is discussed in

greater detail after the general discussion.

The main principle of any research is a systematic and impartial method. In experimental
research the desire is for a method which leads to a reproducible research process
generating, hopefully, similar results. This, however, is only partially possible in some
cases. Uniqueness of the research area and the continuously changing events and
population as is the subject of this work, may rule out strictly reproducible experiments
and thh it some ofits beneﬁts Such constramts whnch are Very common in socral
research conﬁrm the 1mportance of the humamstxc quahtatnve research approach and the
non-experimental quantltatrve research methods whlch are commonly used in social “
research. Among these are the quantitative time series which show social or behavroural
changes over varying periods of time and statistical sample surveys which deal only with

a fraction of the population in order to draw conclusions relating to the whole

population. In the latter case sampling methods are employed to provide a sample which
is representative of the whole. In the qualitative methods find the case study, which
usually refers to a relatively intensive analysis of a single instance of the phenomenon = -
under investigation (Miller, 1991). In choosing the p’roperres’earch method the
researcher has to consider the advantages and disadvantages of each method, as well as |
the limitations of each method in relation to the researched suhject and the type of data *
available, | | ) | |
The search for the truth goes back probably as far as the origins of the humah réce Méhy |
ways of dlscovery were tried during the generations. The Greek pbxlosophers tried to get

" to the roots of nature and discover the true reality by hypotheses. Xenon (6th C, BC) in |

his et’forts to support the hypotheses of hrs teacher Promenades created the negauve -
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approach - "Reductio ad absurdum" which was later used by the Platonist geometrician -
Euclides and is very common in mathematics. This method is based on taking the
assumption that the hypothesis is false and develops an imaginary reality based on this :
assumption. If the new reality creates an absurd which is known to be untrue, then the .

assumption is incorrect and the hypothesis is true.

The essence of scientific research is discovery. Discovery, though itkmay occur

accidentally, is usually a matter of methodical and systematic work. Even researchers of
earlier days based their theories and discoveries on thorough methods. Gahleo who hved' P
in the 17th century, was one of the first developers of experimental research methods.

The following quotation describes Galileo's way of making discoveries: -

"The method is this: direct the telescope upon the sun as if you were going to observe

- that body. Having focused and steadied it, expose a flat white sheet of paper about a foot
from the concave lens; upon this will fall a circular image of the sun's disk, with all the

“ spots that are on it arranged and disposed with exactly the same symmetry as in the sun.
The more the paper is moved away from the tube, the larger the image will become and |
the better the spots will be deprcted" (Drake 1957 in Strauss, 1990)

In modem research well-defined methods are taken for granted as to their validity andk ta
reliability' The most rigorous research methods were developed in the natural sciences o
" The endeavour of the soc1a1 scxences to use the same methodologrcal approach was not
very successﬁrl and often led to data of doubtful vahdrty and very restncted rehabrhty
: ’T}us mduced the development of Socral Scrence research methods wh1ch are somewhat
drﬁ'erent from those of the natural sciences. All methods, however, should be thorough ;
~ and address vanous aspects and background of the sub]ect studred Socral research can

be divided into three different types, accordmg to their ob]ectlves

- 1) Basic research, referred to also as pure research, aims at increasing the amount of

~ knowledge in the Social Sciences.”

-ii) Applied rch, aims at producing knowledge needed for practical implementation.” -
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iii) Evaluation research, aims to measure the results of a social event or activity as well as

the findings of the applied research.

Much of the academic research is pure, basic research. It aims to increase the amount of
knowledge and is not directed towards any immediate practical purpose (Miller, 1991).
This does not mean that basic research has no practical value, only that there is no
specific incentive for doing the research other than the desire to know more. This work
is, therefore, a basic research and no elaboration is made on the oiher two types of =
research. The goal of basic research is to produce new knowledge in the subject area.
This type of research uses statistical or other type of ‘hypothesis testing' in order to
obtain proof for a theory which is under examination. The research results should
validate general principles which shiould have the capacity of predicting future behaviour

under different circumstances. (Miller, 1991).

2.1 Research Logic

Scientific principles are presented in the form of theories. The foundations of the theories
are descriptions of phenomena and a system of speculated concepts and terminology. "
Scientific research is based on a corresponding logic'; Research logic is, therefore, based
on description of phenomena and hypotheses. The researcher‘s task is to validate the ~
hypotheses, thus turning them into a concept, or reject them and look for other
hypotheses to support a different concept. Research logic is }genéral and common to all
basic research, regardless of the method and research toolé used. There is a specific

order of stages in the research:

i, First there is the problem which prompts the research. The purpose of the research
should be clearly stated. S ’ :

Sroy et

ii. Secondly there should be a theoretical framevs)ofk which guaraxitees a valid and

reliable research. "Sound theory must take i mto account the hxstory and the future of the ‘ , o

system and relate them to the present" (Pettlgrew in Mnller 199 1) Petngrew
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. recommends designing organisational research around the 'analysis of a sequence of

social dramas'.

iii. The next element in the research logic is the statement of the hypotheses. These . -
should be stated in a way which can be addressed by existing techniques and should -
match the theoretical framework. As mentioned above, hypotheses should supporta
concept. In order to do so the hypotheses should have several characteristics: -

* Hypotheses should be conceptually clear. They should be easily related to the concept :

in a clear and understandable way, not a product of a "private world" of the researcher..

* Hypotheses should have empirical referents. Hypotheses should address a clear -

empin'dal phenomenon. Value judgement may be very important and can be a part of
the research. It should, however, be separated from the hypothesis itself.
* Hypotheses should be specific. They should not be general If a hypothesis is gencral it

should be broken down into specific sub-hypotheses Whlch can be tested.

* Hypotheses should be related to available techniques. Smce hypotheses are stated in ~

| order to be validated or rejected there should be a practical way to do so. S

* Hypotheses should be reléted to a body of theory. If they are not based on ah existing -
‘theory, the concept they support will collapse. Science advances by adding one block of
knowledge at a time to the existing base of established facts and theories. (Goode W. 1.
and Hatt P, K. "Methods of Social Research” in Miller 1991).

' Hypotheses must be rejected if found not valid and replaced with new ones which r

conform to the new knowledge acquired during the research (Suchman in Doby, 1954)

 iv. The results should be analysed using well-established research toels, whether

- quantitative or qualitative. -

| v The last step of the research is the interpretation | This is where the reseascher ean
show creatmty, as long as he adheres to the theoretlcal framework and to the =
'legmmate analysing tools (adapted form Edward Suchman "The prmc1ples of Research

T Design - Introduction to Social Research" in Mxller,, 1991). Science is both inductive .

and deductive and advances in a circular process. An exploratory research produces
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hypotheses which are submitted to empirical testing. The validated hypotheses support
a theory which is absorbed by the general knowledge of the area. The theory becomes

then the basis of new hypotheses.

Different research methods conform with the described research logic. The researcher
should select a theory which will guide the testing of hypotheses and by validating these
hypotheses will support the theory under examination (Kaplan A. 1964).

2.2 Research Methods ;

In order to give valid and meaningful results the research approach should be based on a
scientific basis. The research should be systematic, impartial and reproducible. While this
may be taken for granted in an experimental research, exact reproduction is seldom

feasible in a qualitative research.

2.2.1 Quantitative Research

The 'Logical Pesitivism' was developed in the 1930's in Vienna and Berlin, in circles
which were influenced by Einstein's Theory of Relativity (though the first relevant paper
by Watson was published in 1913). This theory, though relevant to ‘physics,' gave a boost
to the quantitative approach in philosophy and sociology and psychology as well. The *
positivists recognised either true statements, i.e. those which are true by definition like
mathematical and logical statements, or statements which are open to rigorous tests.
Everything’ else was considered meaningless. This was the background and the

environment in which the quantitative approach in social research developed.

: Quantitative research is descriptive in its nature, It attempts to measure ‘speciﬁc aspects* e
of data at a given point of time. It measures patterns and specxﬁc attnbutes of sets of
countable collected data. Quantitative methods are rlgld as far as the data are concemed
and inaccuracies can occur when the variables selected for measurement are not suntable -

‘and/or the wrong type of statistics is applied. Any connection between a qualxtatlve e
parameter, such as satisfaction or any other feeling or judgement value, is a potential

problem in a quantitative research. Quantitative research of attitudes uses subjective




scales (Likert scale), which translate an ordinal scale of adjectives like 'very good', 'good'
etc. into numerical expressions. However, there is no way to make sure that the
difference between ‘good’ and 'very good' is identical for the whole population and that
it is identical to the difference between 'bad' and ‘very bad’. There are the cultural and
the personal differences with the tendency to use superlatives or more natural
expressions. Causality is also problematic in a pure quantitative research, since it does
not refer to the process but rather to the proximity of occurrences and co-variation. The
user of quantitative methods is always susceptible to the false logic of "Post hoc, ergo

propter hoc" (after it, therefore because of it).

Quantitative research is strong in identifying patterns of occurrences. The modern Chaos
theory claims that in many cases even in the natural sciences a high level of occurrence of
a phenomenon in certain conditions does not mean that the same phenomenon will
happen again under the same conditions. According to the Chaos theory, Laplace was
wrong in his assumption of the possibility for deterministic forecasting (Glick J. 1991).
This claim elevates the importance of the statistical research, which is the most common
quantitative research used in the social sciences. Some quantitative research tools are
described in chapter 2.3 (Research Tools). Quantitative statistical research provides
accurate information. It uses objective scales, however, the interpretation of the data is

open to speculation and manipulation.

The quantitative research aims to document a situation or a process by checking a series
of static points in the process. Each point in itself may not be meaningful, but it is
possible to use quantitative research to validate claims on several points of time and
thereby understand the direction of the process. Quantitative research does not intend to

'explain’ the mechanics of the process but rather to measure its result.

Quantitative research in the social sciences is mostly based on Statistics. Statistics deals
mainly with correlation and not with causation. It has the advantages of the ability to .
induct on the whole from a small sample. Its disadvantage lies in the mathematical

limitation of describing external aspects. It cannot analyse the metaphysical things
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beneath the surface, nor does it regard them as valid facts. In cases where these are
highly relevant, as in culture, the statistical research deprives the researcher of the -
opportunity to participate in the subject's history, attitudes, hopes and philosophy of life.
It gives him, however, a very powerful and accurate tool to analyse patterns and

correlation of occurrences in cases where plenty of data are available.

In social research the statistical method has some limits in researching human behaviour
since it does not have the tools to anticipate innovation, creativity or the impact of the
emergence of a charismatic leader in an organisation. It is useful in dealing with -
standardised behaviour. "No exact science could have foreseen the sudden rise of the
automobile industry and the genius of Henry Ford, although now that this industry is
developed and institutionalised we may perhaps calculate with precision what it will -

bring forth in the near future" (Cooley, 1926 in Hammersley, 1990).

Quantitative research is strong in using dichotomic variables and "Yes" or "No"
questionnaires. The result of a quantitative research for this type of data is, therefore,

subjective, relative, and stronger when dichotomies are relevant,

2.2.2 Qualitative Research ;
Qualitative research is exploratory in its nature. The exploratory research differs from =
descriptive research in trying to provide deeper understanding of the researched subject
and the processes occurring in it béyond the pure measurement of charrge. Exploratory
research aims to explain processes and to lead to better understandirrg of the area 6f il
study. Van Maanen (1983) bases qualitative research in the social sciences on seven |
principles: o o ¢ | - ‘
¢)) Analypc Inducpgg first-hand i mspectron of ongorng socral llfe Patterns may be o
identified from the ground up. , _ |
(2) Proximity - witnessing the occurrences rather than reporting them.

(3) Ordinary Behaviour - study pherioména which are within the normal éVeryday life of

those studied. The research should not mterfere with the normal life of the research
field. | | |
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(4) Temporal Sensitivity - collective behavioural patterns should be seen from both
historical and relational perspective. Occurrences may not be repeated and the more
_critical the event the slimmer the chance of it repeating itself, hence the importance of
history.

(5) Structure as Ritual Constraints - some patterns of social activity are arbitrary, a result

of culture and custom. There is no pre-set standard structure for an organisation.

. Human behaviour is a by-product of what people think and what they want. Trying to
find deviation from an artificial standard structure is imposing structure rather than
discoveringit. =

(6) Descriptive Emphasis - descriptions of occurrences, answering the simple question

"what is going on here?" as opposed to the quantitative method which describes a
static situation at a given point of time. -

(7) Shrinking Variance - directed to discover coherence and similarity and geared to

understand the reasons behind the absence of variance of occurrences.

It can be seen that Van Maanen is not satisfied with the definition of qualitative research
as exploratory and wants to add the descriptive approach, though not in the quantitative -
sense but rather in the sense of a tool for better understanding a process, more towards
Weber's term "verstehen" which is one of the bases of Positivism - to be elaborated in
chapter 2.4 on Philosophical Framework. The qualitative research method is seeking the -
inner meaning of the process. Therefore, finding the same or similar processes in even a -
few cases is not less meaningful than a statistical proof (Henry Mintzberg in Van
Maanen, 1983). Piore writes about the Hawthorne Papers - one of the most famous -
organisational research of the century, ."...I quickly found out that the questions had very
little to do with the success or failure of the interview. As I learned much later in a write-
up of one of the Hawthorne experiments, most people had a story to tell..." (in Van
Maanen, 1983). This sensitivity to the "story" people wanted to tell gave us the most
important conclusions of the Hawthorne Paperé - not the quantitative original purpose of

the research.
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It is important to note that the qualitative research is prone to generalisation and lacks
the tests of probability and reliability which are plentiful in the quantitative research. The
researcher should be aware of these limitations when he uses qualitative data in making

generalisations.

2.3 Research Tools

The tools for the research are set in the research design. The research design is the actual
plan of study. Whatever method is used for the research, qualitative or quantitative, it
must have a plan. The plan must specify the tools to be used and spell out and define the

conditions for the research.

* Level of accuracy - the desired accuracy and the level of proof for the research have to
be stated and the appropriate tools chosen to achieve it.

* Existing knowledge - the level of existing knowledge should be clear and the

knowledge expected to be obtained by the research should be stated.

* Practical - tools chosen should be practical and demonstrate a compromise between the
researcher's desire for depth and his preferred research method on one hand and the
available resources on the other. g

* Guideline - the plan should serve more as a set of guidelines than a rigid work plan. Its

task is to keep the research on the right path and within the planned limits. The choice of

research tools is therefore quite flexible, provided that they conform the conditions set
above. (Suchman, in Doby, 1954). :

Following is a description of several research tools commonly used in the social sciences.
Each may conform with the above characteristics for different environments and different

data types and quantity;

2.3.1 Descnptlve Survey -
a. Cross sectional study - data usually obtained by interviews, malled questlonnanres _
official reports or other statistics. Produces a sizeable volume of information which can”~

be classified by type, frequency, etc., and may be analysed for numerous relatiénships.'




This type of study may prove very costly, since an effort should be made to reach 100%
of the population under study.

b. Longitudinal study - Time series are produced showing social or behavioural changes

over time. Requires large volumes of data and produces standard data capable of
analysis over successive time intervals. In this research there is a problem of lack of
comparable data over long period of time. However, longitudinal studies using Time °

series are employed to support other research methods (see 'Research Design’).

2.3.2 Sample Survey

Very common in public opinion polls, labour and unemployment surveys, consumers and
other economic surveys. This method employs sampling methods to select a
representative sample which is small enough to be handled. Test hypotheses may be used
to guarantee the validity of the research. The data are usually analysed for simple
relationships between two variables. Multi-variable analysis is more complicated,

involving factor analysis, matrix and multiple-discriminant analysis.

2.3.3 Prediction studies

Aims to estimate future occurrences of phenomena, such as future performance of an’
individual, a group or phenomenon in a given activity. A search is made in order to find a
basis for prediction of an occurrence in a given population. Dichotomic variables are
introduced and checked out, like for instance success or failure in marriage. Prediction
studies produce relationships between a number of factors and prediction criteria. The
data can be used with the help of prognostic tables. Two qualitative research tools are

described in great detail by Van- Maanen (1983). -

2.3.4 Field study

Employs observation, interviews, and participant observations. Concerned primarily with .
processes and patterns of a single organisation or group. Emphasises social strﬁcture, '
attitudes and perception of people. Used mainly to test hypotheses which are not -
amcnable to survey data. Stronger in focusing on subgroups of larger population,

Produces sociological concepts such as processes, attitudes, values etc.
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2.3.5 Case study

Based on on interviews of individuals, historical studies through documents and literature
to gain insight to individuals' and groups’ behaviour. Usually presents an intensive -
analysis of a single event and attempts to find common behavioural patterns shared by all
individuals of the group. Similarity of different groups may be discovered. This method is
strong on discovering causal factors, identifying personal and social processes. Cases
may be coded and statistically tested for classification (quantitatively) to provide
association between variables. This is not very common and depends on availability of
sufficient data. The case study is strongly relevant to this research as will be explained in-

the next chapter.

2.4 Research Philosophycal Framework -
Two approaches characterise social science research, The positivistic approach demands

ridgid rules of interpretation and (deals with observable facts. The humanistic approach -’
aims to understand undercurrents and processes and tries to ¢ measure the unmeasurable’.
Hence it leaves more freedom of mterpretatton and is more open to differences in the |
interpretation of the same data. The framework for this research is a combmation of
positivistic and humanistic phiiosOphies I chose not toywrite this chapter asapro and
con table since each philosophy has 1ts strengths and weaknesses and each can e\(platn

the dlsadvantages of the other, The advantage and disadvantage however he with the
researcher The researcher who knows the strength and the hmltattons of each of the
philosophies can work out a combiantion of the two and enjoy the advantages of both

phxlosophtes Table 2-1 glves a broad summary of the two approaches




General Research Approaches

Humanistic Approach : Positivistic Approach
Qualitative afinity v Quantitative afinity
Understanding human behaviour - Observing facts
Subjective point of view ‘ - No subjective interpretation
Phenomenological approach Logical approach
Uncontrolled/observational : : Obtrusive/controlled
Discovery oriented =~ . - Confirmatory oriented
Process oriented : - Outcome oriented -
Holistic : Analytic
(Adapted from Reichardt and Cook 1979).

Table2-1 .-

2.4.1 Positivism

Writers seldom agree about the essential components of positivism, Halfpenny (1982)

identifies twelve different versions of positivism. Hammersley (1990) percieves

positivism as a combination of ideas:

i. Scientific law - identifys universal laws. These are reinterpreted as regularities of a -
phenomenon.

ii. Restriction of knowledge to experience.

While positivism is a common approach in physics, Bryman (1988) claims positivism to
be flexible enough to suit any form of knowledge. Positivism penetrated sociology in the
early 1930’s. However, its first traces in the social sciences go back as far as 1913 with
the development of behaviorism. Some influential sociologists and psychologists adopted
positivism that state only two kinds of meaningful statements. A statement which is true
by definition, such as in logic and mathematics, and statements Which can stand a
rigorous scientific examination. Bryman (1988) claims that positivism assumes that
reséarch methods and procedures of the natural sciences are applicable in the social
sciences. In social research positivism takes the position of ‘methodological naturalism’

(or methodological monism) claiming that the research subject being people should not
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interfere with the implementation of the research method. In such research, as well as in
any other, only observable phenomena are considered valid. Feelings and thoughts have
no place in positivism, except as uttarences, and in this respect it is a phenomenalistic

and empiricist approach.

Positivism in the social sciences suffers from the missconception that since quantitative -
research is primarily positivistic, therefore qualitative research can not be positivistic,
However, going back to the basics of positivism should eliminate this missconception.
Willer and Willer (1973) argue that social research based on participant observation can
be considered positivistic_ ‘even rhoogh it is Noot Systematie _empiricisrrr. Hoe}ever, it is
empiricist sirreevit establishes connections between observed categories. From here it is
up to the researcher to accept or reject the categories and to validate"or,'again, reject the

data gathered in this way,

George Lundberg, later to be succeeded by Blumer stated explicitly his adherens to
positivism. Lundberg said that positivism should be adopted to social sciences since it is -
a scientific method of acquiring knowledge:

“Of the various methods which man has ‘employ’edlin his ageléiong‘srru'ggle‘ ro'adjost |
himself to his environment, there is one method which has proved itself incomparably
superior to all others in the result it has achieved. That method is the scientific method. .- -
The implication seems clear that a method which has proved itself so effective in one
field of human adjustment should be employed also in those fields where man’s
adjustment and control is relatively 1mperfeet namely in hrs socral relatrons » (Lundberg, :
1923). e e e A e e AR s A

,Whrle several researchers (like Ogbum) claimed that some areas of soelologrcal
1nvestrgatron are “not ready yet’ * for quantltatxve research, Lundberg demed any hmrts to '

apphcatlon of posmvrsm (Lundberg, 1933 in }Iammersley, 1989)

Harre (1 972) pomts out that posmvrsm tends not to recogmze the rmportance of what
may not be dxrectly observable. In causal processes such as those we deal wrth in thlS ‘

research these unobservables are hrghly relevant. This in 1tse1f isa reason for combmmg S

the humanistic philosophy with positivism.




2.4.2 Humanism

While the positivistic approach deals with the observable and uses both qualitative and
quantitative methods, the humanistic approach deals with "measuring the unmeasurable"
and uses mainly qualitative methods to research human beliefs and behaviour. The
humanistic school is comfortable with quotations of interviews expressing thoughts,

beliefs as well as sentiments..

When choosing a research method it is appropriate to remember Rist (1977) who wrote: '

“When we speak of ‘quantitative’ or ‘qualitative’ methodologies, we are in the final
analysis of an interrelated set of assumptions about the social world which are
philosophical, ideological, and eptstemologrcal They encompass more than simply data-
gathenng techmques” o

The main intellectual foundations of humanistic research epistemology are
phenomenology, symbolic interactionism, ‘verstehen’, naturalism and ethogenics. Among
these, symbolic interactionism is an explicitly social approach based on three premises:‘ o
i. Human beings act towards things according to their own subjective perception of these
things. -‘ R . , n

ii. The meaning of these things is derived from the social interaction

Humamstrc type of research enables the researcher accordmg to Pettrgrew to study

" how purpose commitment, and order are generated in an organisation, both
through the feelings and actions... and through the amalgam of beliefs, ideology,
language, ritual, and myth we collapse into the label of organisational culture”.
(Pettigrew, in Miller 1991).

2. 5 Summary | R , 4
Thrs chapter dlscusses the role of research methodology in sc1ent1ﬁc research and f
elaborates on qualitative methods whrch are drrectly relevant to thlS research. Several
research tools are described and justrﬁed mcludrng the case study which is the backbone . '
~ of this speclﬁc research Based on the theory of research drscussed in this chapter the ‘
next chapter deals wrth the more practtcal s1de of the methodology and specrﬁes the S

desrgn of this research



3. Research Design

In general, a sociological research calls for a 'people-oriented' research method. Matthew
B. Miles in his article “Qualitative Data as an Attractive Nuisance: The Problem of
Analysis” (in Miller, 1991) favours the case study method for an organisational research.
Qualitative data, according to Miles, are "rich, full, earthy, holistic and real". Qualitative

data offer a better and more precise way of assessing causality in organisational affairs.

The research design depends on the problem to be studied . The small sample, according
to Henry Mintzberg, should not be excluded, because it often proves superior. Mintzberg
has a personal preference for the qualitative method - "It is discovery that attracts me to
this business, not the checking out of what we think we already know" (Mintzberg in

Miller, 1991).

Mintzberg indicates two steps in inductive research. The first step is the tedious work of -
tracking down patterns of activities and consistencies of behaviour, The second is the
creative step of interpretation. "There is no one-to-one correspondence between data and
theory. The data do not generate the theory only researchers do that... ...Our chonce
then, is not between true and false theories so much as between more and less useful
theories. And usefulness, to repeat, sterris from detective work well done, followed by

creative leaps in relevant directions” (Mintzberg in Miller, 1991). -

Mintzberg however does not neglect the importance of the systematic research; research -
has to be systematic and focused. He is against experimenting with Organis‘ations R
Accordmg to Mntzberg the research should not mterfere with the orgamsatnon 8 normal |

functlonmg The organisation should be looked at as a whole Checkmg only a segment

of the organisation is bound to produce false results.

Culture changes and values as well as management styles are hard to quamify or measure
in any kind of units. This research, therefore, is basically qualitative and descriptive, -~
Quantitative analysis is used in order to enhance the descriptive conclusions wherever -

applicable, provided that data are available.
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In his article "An Emerging Strategy of 'Direct' Research” (in Miller, 1991) Mintzberg
describes his reasons for using the case study method in a research concerning strategy
development and decision making in organisations. He describes the stages of his
researches; "...We first spend a good deal of time reading whatever historical documents
we can find, in order to develop thorough chronologies of the researched phenomena..."
Than he goes on to describe a set of interviews with the purpose of filling in the gaps in
the chronologies and to discover the reasons for any break in the pattern of activities.
"...The research has been as purely descriptive as we have been able to make it. This
hardly seems unusual in organisation theory". Mintzberg also claims that the descriptive
research is more impartial than the exploratory research and less prone to mislead the
researcher. "The orientation to as pure a form of description as possible has, I believe,
enabled us to raise doubts about a good deal of accepted wisdom". Organisational
research, Mintzberg claims, "paid dearly for the obsession with rigor in the choice of
methodology. Too many of the results have been significant only in the statistical sense .
of the word". He contends that simpler and more direct, descriptive methods have
produced more useful and more interesting results and finds no reason to apologise for
having a small sample "...what is wrong with a sample of one?" He invokes Piaget
whose seminal psychological theories grew out of the study of his own children. "Was it
better to have less valid data that were statistically significant?". Systematic data may be
supported by anecdotal data. It is important that the researcher be on site long enough to
understand what is going on. Questionnaires cannot do that. Mintzberg concludes his
paper by stating the importance of the 'soft' side of the data: "We are impressed by the -
importance of phenomena that can not be measured - by the impact of an organisation’s
history and its ideology on its current strategy, by the role that personality and intuition -
play in decision making. To miss this in research is to miss the very lifeblood of the -
organisation" (Mintzberg in Miller 1991). Since the case study is the dominant tool in - ;
this research following is a more detailed description of the role of the case study in
social sciences. v .

In order to derive the highest value and to cover as many intellectual positions as
possible a combined approach is adopted for this research. The main hypotheses are

designed ina positivistic approach. Each of the hypotheses has an initial position, a
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direction of change and a final position. While the changes are not readily convertible to
numerical values they are, in most cases, measurable and in all cases observable. This
claim, however, is open to some criticism since in order to arrive at the final positions in
the main hypotheses some of the sub-hypotheses are not about observable values but
rather about thoughts, opinions, and interpretation. In such cases a humanistic approach
is effective. The general approach of this work is both positivistic and humanistic. The
research is, therefore, a combination of qualitative research with quantitative

enhancement.

Justification for a combined philosophy can be found as early as the middle of the
nineteenth century. Fridrich Engels in his essay “The Condition of the Working Class in
England” which was written in 1845 used a combined research philosophy without really

elaborating on it. And he explains:

« Workmg men! To you I dedicate a work in whrch I have tned to lay before my
German countrymen a faithful picture of your conditions, of your suffering and struggles,
of your hopes and prospects. I have lived long enough amidst you to know something -
about your circumstances, I have devoted to their knowledge my most serious attention,
I have studied the various official and non-official documents as far as I was able to get
hold of them. I have not been satisfied with this, I wanted more than a mere abstract -
knowledge of my subject. I wanted to see you in your own homes, to observe you in
your every-day life, to chat with you on your conditions and grrevances to wrtness your
struggles against the social and political power of your oppressor S

Engel’s research combines documented sources with stones hopes, and thOUghts Oft he ‘
people. There is no questlon of struggles agamst oppressors but there is a Stfuggle 0 f ;
adJUStmg to a continuous process which is mﬂuenced by extemal and mtemal forces |
Since some of this research is based on peopIe s stories, thoughts 1deas and feehng,
pure positivistic framework will not suffice. A combmatron of posmvrstxc and humarustrc .
approach should cover all types of data gathered o o B |
D. Pugh also suppons the combined approach research Pugh says that multndrscrpllnary. -‘ : L
research widens the empmcal research and understandmg of orgamsatrons” (Pug,h and =

Hrckmson, 1964) Pugh and Hrckmson detall three essential elements to orgamsat:onal

research:
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I. A number of attributes should be studied not in a dichotomic way but rather as a
matter of degree. It is also stated that there will be no single reason which is responsible
for the way the organisation is operating.

II. Because organisations outlive the individuals in them it is appropriate to study the
institutional (non personal) aspect such as control systems, division of labour etc. This
can be done, according to Pugh and Hickins, through interviewing individuals in the
organisation. Interviews are more appropriate than questionnaires since in questionnaires
people have the tendency to “...indicate how they experience the organisation
personally...” (Pugh and Hickinson, 1964).

III. Since organisations operate as systems they should be studied from more than one
perspective to give a full view. Halfpenny (1982) also supports the combined research -
which relies on more than one theory: “It is unlikely that the whole of scientific activity is

characterised by those features that one philosophy of science define as central”.

The endeavour to drscover causal processes in my research promoted me to the
combined posrtrvrst-humamstrc approach since posrtrvrsm while appropnate for a
drrectronal research of measurable vanables 1s less supportrve of research on not drrectly.

observable causal processes (Herre 1972)

The research itself adopts a combination of Positivistic and Humanistic approach and is

based on several types of data gathering.

3.1 Hlstoncal Study o R

A wide hrstoncal research is presented in order to study the htstorrcal cultural and i
1deologrcal roots of the Krbbutz movement. The hrstoncal study estabhshes the Krbbutz
and the Krbbutz movement as an 1mportant part of the revrval of the Jewrsh state of . |
Israel and as an rmportant part of the Jewrsh socrahst labour movement and later the j .
Israeli Labour Party Though the hrstorrcal study is not the purpose of this work, 1t plays
an 1mportant part in understandmg the Klbbutz and 1ts envrronment through its

development and changes —
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3.2 The Case Study

The case study is most commonly used in social research, It is sometimes called 'Case
Method', 'Monographic Study' or 'Monographic Approach'. It has its roots in the
'Medical Case History' of the clinical sector. It was later named 'Case Reports' by Social
Workers and 'Case Analyses' by historians and anthropologists. "In essence, the term
Case Study referred to the collection and presentation of detailed, relatively unstructured
information from a range of sources about a particular individual, group... Both
community studies and life histories were generally regarded as falling into this category"
(Hammersley, 1990). ' »

The case method was very common at the turn of the century, but gradually gave way to
quantitative methods In the 1930's the 'Case Method' was contrasted with the 'Statistical
Method'. The term Statistical Method vanished and in modern days the contrast is
between‘ qualitative and quantitative methods or participant observation vs. survey
method (Platt, 1992). In sociological research the case study becarhe the main issue in

the debate between the quantitative and qualitative research (Hammersley, 1990).

As the name points out, and as Hammersley very explicitly puts it,(Hztmmersley, 1990) a -
case study is an in-depth study of a particular case or cases. It is, in its essenee a
qualitative method It aims to hlghhght social relatlons within a mlcrocosms ofa group of
any chosen kmd The relevant debate concerning valxdlty, representatxveness and
objectivity are not unique to the case method and are typical to the debate of all
qualitative methods against quantitative methods (Platt 1992).-The case approach is

concerned with totalization as regards the observation and ahalyms of the cases involved

(Zonabend, 1992)

Many studies are considered to be the foundations and building blocks of Grganisation o
Theory are based on case studies - the Hawthorne papers, a research which 'Was initiated
asa quantltatwe research drew 1ts most 1mportant conclusnons from a mde track totally B

irrelevant to the subject of study and in itself can be looked at as a case study Tlus was

possibly due to taking advantage of the whole study beyond the statlstlcal research Tom E i ‘. '
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Peters as well as Drucker, Henry Mintzberg and others base their theories on case
studies. The case study method is also used next to a quantitative research in order to
explain the results of the quantitative research. ".. For any research project insurance is
important and may be secured by combining case analysis with any other research design.
Failure to find statistical relations spurs the need for case study" (Edward Suchman "The

Principles of research Design - Introduction to Social Research" in Miller, 1991).

Bogardus (1925, in Platt, 1992) says that the case study penetrates the personal
experience of the individuals involved and therefore arrives at understanding the stimuli
and responses "... After personal experiences have been fully analysed in terms of
meanings, attitudes and values, then statistical methods will be of great help". Here the
quantitative method helps the case study which is the main carrier of the research. -
Bogardus adds that "...personal experience data are not conclusions, but are the most
important sources for interpreting all the other social research data and for the

preparation of findings" (Bogardus, 1925 in Platt, 1992).

To demonstrate'the importance of the case method Holt claims that if demographic
research would have been made in Jerusalem in the beginning of Christianity “...it would
never have discovered any difference between the Scribes and the Pharisees and the
godly company of the Apostles. It would have catalogued them all as church members
and let them go at that... for our purpose the supremely important material is that which
reveals the individual's attitude and life purpose” (Holt, 1926 in Platt, 1992).

The case study does not have the advantages and disadvantage of the mathematical
limitation. The case method can analyse the metaphysical things beneath the surface
which are highly relevant to culture, and therefore very important to organisation and
management. It gives the researcher the opportunity to participate in the subject's -

history, attitudes, hopes and philosophy of life.

Bogardus provides the most extreme statement supporting the case study based on his -

personal experience: “One case is proportionately as vital as a million to the extent that it
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brings something new before the mind that may be related to what is already known, and
hence may be understood” (Bogardus, 1926 in Platt, 1992). Some writers refer to the

case study method as a natural scientific mode of proceeding. Palmer, in 1928, wrote:

"Each case may be assumed tentatrvely to drsplay the common quahtres of the specres
and may be treated as a specimen... the beginner in social research... can conduct his
investigation of a group... much as a medical student dissects his cadaver to discover the
universal, fundamental function of different parts of the human body" (Palmer 1928).

Obviously, the results of case studies should becom'pared and attention should be given |
to extreme deviations. These are valuable 1nasmuch as they pomt towards new |
developments or the need for drﬂ'erent descnpttons of the old cases These will usually k’
result in a more accurate deﬁmtron ofa concept ora statement. If a statement deduced
from a case study is followed by another case w1th drﬁ'erent conclusrons the conclusron

has to be refined.

Burgess, in 1927, summarised the advantages of the case study over the quantitative |
approach for social research: "...How can attitudes, the basic subject matter of human
nature and society, be stated numencally? How can the so-called mtangrble fact of hfe

its quahtatrve aspects be apprehended by so crude an instrument as statrstrcs“’ What |
figures will measure the degree of af’fectron between husband and wrfe or quahtres of
personality like charm loyalty, and leadershrp”“ (Burgess 1927) It should be pornted out
that Burgess wrote hrs paper before the development of the statrstrcal attltude survey
Statistical attitude measurement became very common m the late 1930’s and 1940' ’
However therr success is still debatable and Burgess in later papers of 1945 strll holds
the same oprnron about the valtdrty and the value of the qualrtatrve research methods
Indeed, attrtude ideology, and values, all 1mportant 1tems m this research are very ;
difficult to measure quantrtatrvely We can easrly measure that so many people say that i\ f
A seemingly meaningful number here the result ofa quantrtatrve survey, can rruslead the 3 |
researcher. While such a number enables the researcher to scale opmlons and other N
unmeasurable" attnbutes sub]ectrvely, it mrght still be msrgmﬁeant rn thrs research stncetg e

it does not contnbute to the understandmg of any process and therefore not Justrﬁable i
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Maclver in 1931 looked at the sociological research in a slightly different way which also
supports the use of the case study method: "Every social phenomenon arises out of and
expresses a relation or adjustment between an inner and an outer system of reality. Each
system, the inner and the outer, is complex and coherent in itself. The inner is a system of
desires and motivations; the outer a system of env1ronmental factors and social symbols
The explanatron of every social phenomenon mvolves a dlscovery of the specific |
character of the inner system relevant to it and of the outer system in which it occurs"

(Maclver, 1931 in Hammersley, 1990).

It might be useﬁll to quote Mtchael J Plore agam " As I learned much later in the
write-up in one of the Hawthorne expenments most people had a story to tell" ‘
("Quahtatrve Research” in Van Maanen 1983) Favounng the case study Plore clalms ‘
that when presented with a closed questionnaire the interviewees lost mterest and
became unreliable. "...in this process they often provided misinformation in order to

avoid an anticipated follow-up question".

3.3 Vahdlty and Level of Accuracy _ ;
The level of accuracy desired i isin ﬁndmg dlrectron and trend rather than quantrtatwe B
measurements. As indicated in the Introduction this research mtends to answer the
questxons "Is there a cultural change in the K1bbutz'7 What kmd of change'? Is there a
management style change in the Klbbutz? Are they connected to each other?" and not
"How much change is there?". The research intends to ﬁnd the connection between the ‘

processes of cultural change and change of management patterns.

The research process from its mceptron to the analysrs was done wrth the vahdlty of data ;
in mmd Thts was taken care of in two dlﬁ‘erent ways: obtammg data from a vartety of

sources and the used of several methods
Preliminary mtervnews not mcluded in the case study, pomted at the dlrectton of the

research Some of thxs mformatton was not used later as data for the analysrs but was

part of the process of studymg the subject and checkmg the rehabxhty of mformatlon I
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visited several Kibbutzim and had dozens of hours of conversations with Kibbutz
members before the formal recorded interviews which are part of the case studies. All

information obtained was coherent with that obtained in the case studies.

One of the important aspects of data validation is the interplay between the different
types of data, the literature, the cases, the personal knowledge etc.. The fact that there -
were several types of sources of data, all coherent and pointing at the same direction of
change added to the validity of the data. The subjective data gathered in the case studies
form only part of the data. There are vmeasurable quantitative data, both at the case level
and at the Kibbutz movement level, which support the subjective ‘humanistic type’ data

obtained in the interviews.

34 Exlstmg Knowledge

In order to study the historical and the ideological background of the Kibbutz culture,’
research work has been invested in the background study and in analysing the Kibbutz
structure. Joseph Shepher wrote in 1977 that the history of the Kibbutz is still waiting for
a historian, (Shepher, 1977). The history of the Kibbutz, being a contemporary history
much of it is buried still in documents. The chapter on the Kibbutz includes historical
research as well as analysis of publications and interviews. It is an amalgamation of many
documents, protocols, articles in newspapers and publications of the Kibbutz movement,
as well as about the Kibbutz movement. This part of the research is based mainly on-
existirig knowledge. This knowledge, however, is widely scattered. The fact that there is -
no comprehensive information on the Kibbutz makes the background research more

important to this study.

3.5 New Knowledge SEDEIS SN U SR
New knowledge is the main purpose of research. This is the part of knowledge which has’

to be explicitly presented in the conclusion of the research. Though there is some ,
innovation in collecting historical material from different sources and gathering it to form |
a meaningful document, it is not the purpose of this research (a similar work was done by

Henri Nir in 1984). The new knowledge to be obtained relates to the soft side of the =
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Kibbutz as an organisation and its management. Understanding the dynamics of the -
connection between the cultural change of the Kibbutz as an organisation with its own -
culture and management patterns, is new knowledge which does not exist in any research
or publication. Since this organisational 'mechanism'’ is an emerging mechanism and not
one which was implanted in the Kibbutz, it can only be studied through open-ended
interviews and case studies. The study sample (see 'Study Sample' section) was selecteq
with the intention of shedding light on several cases of non-religious Kibbutzim of similar

background and ideology, but of different economic situation, size and environment.

The model of the Kibbutz (see chapter 4) analyses the role of background and ideology
in forming the Kibbutz culture. The case study will try to reveal the dynamics of change
in each Kibbutz and arrive at understanding the pattern of change and influence of
culture change on change in management style. The model of the Kibbutz principles and

values can also be counted as a new knowledge, or rather a new tool.

3.6 Research Plan
If I may be allowed to coin my own terminology, this research framework is based on
‘humanistic positivism’. The nature of the combination of methods is explained in

chapter 3 (Research Design).

The research includes historical study, analysis of publications and five case studies. -
Informants in the case studies were chosen according to their role in their particular
Kibbutzim. Categories of informants are (1) central office holders, (2) veterans ofa ~
significant number of years in the Kibbutz, (3) people who now hold or have held in the

past important external positions, usually in the Kibbutz movement’s establishment.

Some individual informants may belong to more than one category, since overlapping

between office holders is common in the Kibbutz.

Culture changes are addressed by hypothesis 1 and 2. A change in life style and a change

of attitude to work as a basic value are expressions of cultural changes. These changes

were be checked against changes in management style as expressed in investment policy
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(hypothesis 4) and changes in the nature of the decision making process in different areas

of Kibbutz life (hypothesis 3).

Each case study deals with an individual Kibbutz. It includes the history of the individual
Kibbutz which enables placing it in the general time frame of the history of the Kibbutz
movement and the process of the revival of the Jewish state and the socialist movement
in it. In the case studies there is an effort to define the organisational culture of each
particular Kibbutz. A review of the culture change and management style is obtained

from open-ended interviews with kibbutz members.

Local Kibbutz publications as well as Kibbutz press and article from the general press - -
about the Kibbutz were analysed. The professional and the non professional writers are’
the 'voice' of the Kibbutz movement and of the general opinion on current matters.
Looking at the case studies as a ‘multiple case study’ unit adds to the significance of the
discoveries. While each case gives information on an individual ‘Kibbutz' the fact that all

cases reveal changes in the same direction is very important and support the vahdxty of

the data.

3.6.1 Data Collection . - v
A combination of exploratory and descriptive approach was used in collecting data: ' -

Exploratory - unstructured interviews with key people who are formal or informal

leaders and public opinion makers.

Descriptive - hard data from the Israel Central Bureau of Statistics and from the
Statistical Department of the United Kibbutz Movement. RS

In both cases I compared all data to my personal observation both asa visitor in many

Kibbutzim and as a resident in a Kibbutz for three years. » |
* Sub-hypothesis 1.2.1.1 from Communalism_to Family - general attitude through

interview as part of the case study. Questions on family sleeping and dining habits.” =

b-hypothesis 1.2.1.2 higher standard of living - objective comparison of present to™

past comparing size of houses, cost of food, cost of entertainment and household -

gadgets.



* Sub-hypothesis 1.2.1.3 Higher level of education - Time series, number of academic

degree holders throughout the history if the Kibbutz. Data from the Israel Bureau of
Statistics.

* Sub-hypothesis 1.2.2.1 profit equals success - data obtained through interviews.

* Sub-hypothesis 1.2.2.2 breaking adherence to agriculture - time series of main income

providers in the Kibbutz and members’ attitude through interviews,

* Sub-hypothesis 1.2.2.3 breaking the self sufficiency rule - members’ attitude to this

issue through interviews. Compared with relevant data on investments, income, and

occupational labour statistics.

* Sub-hypothesis 1.2.3.1 introduction of hierarchy - open ended interviews and closed-
end questions relating to the boards of directors of Kibbutz-owned firms; outsiders in

boards of directors and managerial positions; decision making power of committees and

professionals.

* Sub-hypothesis 1.2.3.2 brgakmg the rotation principles - open-ended interviews. Data
is compared with cases of breaking the rotation principle.

* Sub-hypothesis 1.2.4.1 investment shift - statistical data are available for the last five
years (Statistics Depanment of the Kibbutz Movement). Older data obtained in

interviews. Impressions rather than accurate data are obtained in this field.

* Sub-hypothesis 1.2.4.2 human resources shift - hard data from the Israel Bureau of =

Statistics. Compared with interviews.

* Sub-hypothesis 1.2.4.5 shift in prestigious positions - general opinion by interviews.

Representatives of different generations were sought for this topic.

‘The dynamics of the changes and the bilateral relationships between changes are

discussed in open-ended interviews with the informants. Individuals will be encouraged -
to raise any topic they consider relevant to the discussion as long as they adhere to the -

general frame of ‘culture, organisation and management’. The purpose was to use any v

relevant information gathered in the interviews. In addition, several subjects are . . -

discussed with all informants. Since I have decided not to use questionnaires and not to

" conduct any structured interviews, no list of questions is detailed. There is, however, a .
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list of subjects which was raised in all interviews and all interviewees will be asked to

comment on;

* Cost of personal needs vs. cost of personal budget. Information from the case studies
and costing calculations if exist.

¥ Partnerships with other Kibbutzim and with private investors.

* Organisational blueprints. '

* Selling services as a source of income.

* What needs of the Kibbutz member are to be covered unconditionally?

* Approach to total needs coverage vs. equal distribution of personal budget and
consumption.

* Definition of successful/unsuccessful branch/Kibbutz:

* Criteria for closing/selling an economic branch.

¥ Criteria for giving consent fo a member's outside job. -

* Approach to replacing members’ work with hired labour.

* The contradiction between work as a value and the measurement of performance. -

¥ Practical level of participation in general assemblies.

* Outsiders in Kibbutz management and boards of directors.

* Transfer of activities other than formal - such as eating and sleeping - from the
commune to the family. ‘

* Urbanisation of Kibbutz lifestyle - TV, car, large houses etc.

* Attitude toward higher education. A i

* The decxsxon-makmg process.

I obtained much information on trends of culture and management pattems from

previous and current research studies (see chapter ‘Current and Past Research') and the .

perusal of the Kibbutz literature mentioned above.

3.6.2 Study Sample

Pugh in the Aston project lists seven dxmensmns to be researched in order to compare B

organisations: i. origin and history; ii. ownersh:p and control iii. size; iv., charter; v.

technology; vi. location,; vii. interdependence.
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The Kibbutzim for the sample were selected according to similar criteria:

* Size - the range of size of the Kibbutzim is short. The modal size is between 400to
700 members and children. The small Kibbutzim have under 300 members, usually
above one hundred while the few large ones number over 800 members. The case
sample is situated mainly in the middle of the range.

The case sample: Amiad - small - 440 persons.
Cabri - median - 850  “

[13

Ma'anit - median - 560

Yavne - median - 800
Sdot Yam - median - 700 “

* Federation - There are three Kibbutz federations. The United Kibbutz Movement, -
which is the largest (over 60% of the entire Kibbutz population), the radical leftist
National Kibbutz Movement (over 30%) and the Religious Kibbutz Movement (under
10%). The sample ipcludes one religious Kibbutz, one radical leftist Kibbutz, and three -
of the largest United Kibbutz Movement.

The case sample: Ma'anit - National Kibbutz
- Yavne - The Religious Kibbutz
Amiad - United Kibbutz Movement
Cabri - United Kibbutz Movement
Sdot Yam - United Kibbutz Movement

* Sector - All these Kibbutzim have diversified their means of income. In most cases
industry was added and in some cases services (usually guest houses) instead or in
addition to industry. The sample includes one Kibbutz with a guest house and no
industry, one Kibbutz with a combination of industry and guest service, one with a
combination of industry and consulting service and four with only industry.

The case sample: Amiad - Industry

Ma'anit - Industry

Yavne - Agriculture

54



Cabri - Industry and agriculture -

Sdot Yam - Diversified (agriculture, industry, tourism)

* Economic Condition - The sample includes cases of different economic conditions.

One case faces extreme financial difficulties, two are shffering from moderate financial
difficulties while two others are in good stable financial conditions with a highly
profitable economy. | | ‘ |
The case sample: Amiad - well established
Yavne - well established
Cabri - stable -~
Ma'anit - economic crisis

- Sdot Yam - stable

3.6.3 Informants’ Sample , :
The case study approach calls for the facts with the drama the story behmd the facts

Both are important to the analysis. The facts were derived from written material like year
books of the specific Kibbutzim, structured interviews and relevant statistics. The dramas -

will be picked up in unstructured interviews with Kibbutz members and stories from the ©

history of the individual Kibbutzim. - -

“ Though opinions of Kibbutz members are of great importance, the main purpose of the
case study is to obtain valid information on the issues in question. It is more irhponant,-

" therefore, to get to great depth rather than a wide span in the interviews, Four fo five
people of each Kibbutz are interviewed. The informant population aimed at belahgs t‘él
two spheres in the analysed Kxbbutzxm The first sphere is thc social sphere Therefore at
least two of the interviewees are present or past position holders in the secretarlat
preferably the general secretary (see chapter on the Klbbutz’for elaboration on the e
Positions mentioned). The other sphere is the economic sphere. At least two of the
