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ABSTRACY

An lmportant but under theorized issue in (,rgdnmatmrz
research concerns how 10 ;)&r‘;ﬂou the universe of
organizations into subsets suitable for theoretical and
smpmaai analbysis. To shed light on {he boundary problem
we review and syrithesize seven oiganization theories and
present a case study of the codlege publishing industry.

INTRODUCTION

Much contemporary theory and empirical research s
concerned with organizations and their environunents. It
often treals mﬁ:gcmim“r)m as urndtary forms and the
proces Fan them as "Black boxess” it focuses on the
popilation of Oxgamzai 5. Much of this research
explicitly acknowledges that the behavior of organizations
and the environment affect each other and  that
srganizations are iI‘%’ﬁf‘if&%(‘IR‘it‘I“‘ to varving d@gfﬂfs%\ An
1m§y>r€aizt wxuc in such i’(":‘x.él(‘h is h@w :0 pdrunon the
universe of organizations bto subsets or populations of
organizations that are sultable for theoretical and empirical
anah This is the problem of meﬂt;i‘vmg appropriate
boundanres of organizational populations.

e wit

Orar u"uaa in this paper is to delve more thoroughly mto shg
issue of the boundaries of organizational populs
date lutle explicit attention hag been given o this iss
even though researchers are beginning to notice it because

of the increased foous on intermationalization. A few, very
recent studies have considered whether the proper
houndaries for a population of firms extend beyvond
industrial and national borders (Hannen et al. forthcoming:
Gereftl and Korenjewicz, 19941 ‘

In this paper, we challenge the common view that
population boundaries are obvious andd, I particular, that
thev can be equated with mdustry boundaries, whethey in
a single country or in some larger geographical region. o
support our view, we survey seven organization theories,
‘@cusmg on what they assume and imply with rfrgara to the
issue of }}Gpllia?l@%l boundaries. We follow this review with
a synthesis of their key insights. To make this abstmﬁ
discussion moTe concrete, we present 2 case study of U5
firms engaged in college pubhthg We conclude wxih
ingights from our theoretical review and the case study.

CONTINGENCY THEORY

Contingency theorists assume that organizations are open
sysiems and that their strategies and structures are shaped
by the characteristics of their envirenments (Lawrence and
Lorsch 1967; Thompson 1967). Historical case studies in
this vein have illustrated how organizational and industrial

poundaries have changed substantlally throughout I
Prior 1o 870, most enterprizes were lirms owned a:
operated by families. The 1 maodern C(npuraw form resulted
from a sexies of interdependent changes {new technologies,
organizational innovations, and soc mder nogra ;}hif changes),
which together s;}smﬂed new organizational forms and
mwrd&pﬁﬁdem industries. According to Chandler's (19623
chronicle, firms were likely o grow across industay
boundaries when  they  sought to reduce  business
uncertainty and thelr tech 'i()giei naturally lead o
unrelated %3:@{.1;{1‘3.
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a}n&wmé 1 :‘suz: <§z«1 ;g{?s fmd COTTESPO
maz;(w-*zmzai fanagers  of flms  activ
(‘lg_cﬁ‘ ‘di ;)E"HE":%&TE{‘? 't iii‘ H ;‘; ?i?:ﬁ’{;.%fﬁ ?3{
opportunities permit il Changes i organizations)
houndares are products of horizontal and  vertical
integration, lechnological similarity and diversification
resulting from a search for mmpc‘i, tive financial returns
across various industries. Thus, defining the unit of study
ag a single industry may very well miss the dynamics of how
OI‘@}&EHZ&!EOEE&} %)Opﬂi&{i@ﬂ% (hangx VET %13’?1(‘

AGENCY THEORY
We review sgency theory from the per : y
of organization {cf. }'cmen and Meckling, 1976; Eisenhardy,
13‘39} with reference {0 capital markets “and the market for
corporate contiol  (Jensen and Ruback 1983} The
separation of fizn ownership and managerial control in the
{nited States began with the capital intensive needs of
raifroad expansion: its Hnancing mark@(‘? the emergence of
modem \&wﬂai markets {C hfmdim 15}34; Since the late
1800s. Wall Street produced  a semes of financial
inmovations that have led to a shift from private
corporate shareholder ownership and have ;;npaah ad on
organizational and industral boundaries . At the tumn of
the 19th century, Wall Street financed a merger movement
by selling public shares of the companies built by the great
emreprcmurs to the wealth-holding citizenry (Lazonick
1992:449%.  In the 19205, the elaboration of fnancial
institutions supported a second merger wave. With a thizd
merger wave in the 1960s and the establishment of mult-
industry conglomerates, the concept of the firm as a
purposeful social system of production and employinent
{Selznick, 1937} began to be recast in financial terms,
namely, as a portfolio of assets that could be easily )oug%n
and sold (Fligstein 1990). Moreover, the diversification in
the 1960s, the divestitures in the 1970s, and Lhc‘
concomitant creation of a “business of buving and se Hing®
corporations created the institutional structure for a market
for corporate control {Chandler, 1992; Hirsch, 1986).




Agency  theory focuses consideration on change in
governance regimes. bras characterized by fizms with an
owamz;ﬁzonai focus on production need to be distinguished
zzum a later era of firms as a portiolio of sharrhrﬂdu as35ets,
In the latter, po;guiamm beundaries are much more like h*
o expand across industries as poﬁiaﬂ% of corporations are
acquired and divested in the market for corporate control,

TRANSACTION COST THRORY

The dichotomy between two modes of governance, markets
and orgamzaaons {(hierarchies), is the focus of Willlamson's
{1973} wansaction cost theory. This theory considers how
organizations devise their governance watems which in
7iir‘1 N f’igaf‘}[&{i(‘ndg IOE'H%S &iid }J{)}?Uia‘lif}ﬂ
boundaries.  Essentially, two structures go srning the
exchange of goods and services - markels and hisrarchiss -
are at.@zrs?ared n terms of their relative ability to mindmize
the costs of transacting business, The core congern s
whether transaciions ocour i a markst governed %}j; the
price system or within the boundaries of an organization
governed by a burcaucratic hievarchy.

Acentral arpument is that transactions requiring decisions
characterized by high uncertainty, frequent recurrence, and
sizeable and not casily transferable investments are more
likely to be bounded %w 2 hierarchy than to be coordinated
by @ market, Markets are pi.’t’éi(“{f‘d to fail under the above
conditions of high "asset spec ity  when cumulative
knowl edge spec ﬁif to the transaction is needed. Given the
increasing complexity of business environments over time,
transaction cost theory sugg rrganizational populatons
should increasingly predict business transactions bounded
by hierarchies m;har than by marksts,

RESOURCE DEPENDENCE THEORY

tructure and boundaries of firms are continuing w
in significant ways that do not fit the ideal
i sy of hierasrchies {organizations) and markets.
ia) rins of relational contracting and strategic alliances, that
. founs of enterprise r>wammd c:rouzzd weitworks, have
bc{?r}m increasingly pn‘vaien{ (FPowell 1990}, MNetworks o
firms bassd on Flexible sgcmalzmuoﬁ (Piore and Sabel
1984} and wchnological lock-ins and historical path
dependence (Arthur [98%) are two such examples,

In the 1950s and 1960s, large, vertically integrated,
multinational linns were a proven strategy when ‘Lerimoi@gv
change was slow, production and markets were
standardized, and product life cycles were long {Chandier
{9623, Beginning in the 1970s, as international
competition increased and  world markets became
increasingly specialized, large firmns became cautious as
product markets began to disappear before long-term
investments in capital equipment had been recovered . This
trend gave rise 1o a reemergence of networks of firms
described as dynamic production and trade systems. These
manufacturing networks are rescurce interdependent and
designed around concepts of flexible specialization,

commodily chains, family enterprises, and clan culture, A
second type of network form of organization has developed
in knowledge-based, increasing returns  industries, such as
g‘ampme‘ hardware, software, and entertainment. In this
case incentives to orgamize center on chairs of technology
arwd product compatibility,

Scholars {Arthur 1989, Piors and :a%he% 1984, Cereili and
E&cfrrsn'vmc' 1904y wha account for the development of
these type of networks argue that they have clear features
of power and dependence that require negotiation of the
organizational environment. Thus, we view resource
dependence theory  (Pleffer and Salancik, 1978) as
providing an over-arching framework for understanding
these forms of organization,

&

Resource dependence theory predicts that interfinn and
mterindustay networks will form because as finns seek o
reduce unce r&mm they depend on other r)rg,ﬁgné.za‘%‘iwm for
resources. Thus, researchers o miieug ed by srr of
f}rg)ani?a?ion hased on networks need 1o recoonize that
nerworks of resource dependent firms have fluid boundares
over time, geography, and govemanas regimes.
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INSTTIUTIONAL THLORY

The rse of a global perspective in the 1980s has led 1w a
recognition of similarities and differences in organizational
formas across nation-siates that suggesis social, ¢ niim(ﬂ@ and
political determinants of organizational governance and
population boundanes  (Hamilton and Biggart 1988
Whitley 1992: Granovetter 1994, Institutional theory is
useful for us“adi—‘f‘%?aﬂdéﬂg these influences om popt ulation
boundaries by s*m;)rmsmm@ wo elemenis institutional
agencies, and 2y instituntions! processes (DiMaggio and
Powell 1983; Scott and Mever 198319911

Instig uummé agencies are collective actors, such as the ’n&"
and the professions. By means of ¢
normative pressures, and mimetic influence
associations, and flrms create and . : 15
requirements, industrial standards, and professional wles
and fémlogma that ehaw the behavior of organjzations.
Institutional DIOCESSE er 1o the social construction and
institutionalization of i)ehei% and systems of meaning, such
as managers’ cognilive construction of competitive groups
{Porac, Thomas, and Baden-Fuller 19893,

To bound network connections, instilutional theorists use
the concept of an organizational field. The boundares of
organizational fields are defined by horizontal (across
simnilar firms} and vertical (across organizations in different
industries and sectors) networks. For example, the relation
between parent frmns and their subsidiaries, or between
stale agencies, industry associations, and member firms,
Organizational fields differ in many ways: in the
jurisdiction of belief systems, in the nature of autherity and
their governance systems, and in the degree and tvpe of
“structuration.”  Organizational fields are subject two
significant blending and transindustry influences because
they are typically located in larger social systems (Scott




1994; Thornton 1994}, Thus, institutional theory suggests
that population boundaries shift vertically and horizontally
aver time based on actions of the 5State, the prefessions,
and the social construction of entrepreneurial beliefs,

POPULATION ECOLOGY THEORY

FPopulation ecology s & theory of m‘g%r zational sek
that bas explicitly  bounded populations for analysis by
industry {E-L;m;an “and Freeman 1989}, The theory cm}“ims
three key concepts: carrying capacity, if:gz!.;zzx&izon, an

competition. Carrying capacity is the maximurm nuinber of
organizations that can be M;.;}portfﬁ(i given the level of
resources avatlable for sustaining the population (Hannan
aizd Carroll, 1992:6%). The theory focuses on the
comsagquences of competitive relations of organizations in
A Eziaiii.‘m{“ oVer §2‘*h R ¢ g&ﬂii uiar, the ‘ﬂduﬂ‘iﬁ s vital
eates (e, founding and mortality rates) - are explained as
density dependent in yelation to two forces: iegﬁvnatgon
and competition. As the number of organization
legitimacy r%.ee%;‘ causing

e 15 z‘isa. .

Population ecofogy theory predices that boundaries are

urutary  and  temporally stable as the concepts of

a.i}&"iD"T}Ei’kl legitimacy, and carrying capacity operate
among classes of organizations which are relatively

of

hc}zzmgrnem% in terms of environmental ‘V!EE{‘;GY&%}&&{}’.

COMMUNITY ECOLOGY THEORY

Community ecology theory argues that a central force in
the emergence, azoW{iL and decline of organizational
popudations is technological innovation (Astley 1985} The
community or 'ﬁ@?}zziemm poundary s defined by the
existence of shared or interdependent te fhnniog;m The
commurity boundary may include organdzations from one
or several industries. Newly arising similarities in
technologies act to Tuse ﬁ:;rﬂzuiv separate popuia%;cns just
as newly created differences in technologies fragment
formerty unified pophlatm;z% Thus, community ecology
theory prcdzftb technological innovation occurs iy SpUrts or
eras  and  promotes  organizational and  industrial
interdependence and shifts in population boundaries.

THREORETICAL SYNTHESIS

We have reviewed diverse organdzation theores at different
levels of analvsis with the xpeuizc goal of gleaning their
implications for population bouﬁdar:es Onir review
indicates that all theories except population ecology predict
that (}?gamzatlmzs grow horizontally, vertically, and
diagonally. That is, these theories pr(‘dif’é that managers of
entreprencurial organizations  do not act as though
organizational or industrial boundaries are significant
barriers or boundaries.

Each theory brings to Hght one or more key insights
CONCEIning how to locate 'ihe houndaries of efgdmzaiwnai
pupuiatzom Contingency  and institutional  theores
highlight the coevolution of eras of environmental a‘iz&ngf
and concomilant managerial strategies that affect the
behavior of flrms, f:imdam: both agency and transaction
cost theoties point o shifts in governance structures that
have come about in different Ume periods - shifts from
family firms o professionally manage d organizations to
organizations viewed as a nexus of market contracts. These
shifts have different implications for the rigidity of
boundaries of organizational populations. Obvi @ush’ ihe

first two are more stable than the latter, and they are also
more likely to encompass firms that have similar forms and
strategies. "The rsing strength of market forces makes
boundaries less stable over time, whereas the rise of
hierarchy {organizations) probably has the opposite effect

The diversity of world markets and the rse of resource
dependent networks of fioms in the last fifteen yoars has

want that boundaries of ;}f};}zz%&%im‘zs of such firms are
wions and can he expmﬁ ed to shift over time, wmm phy,
and  governance  regimes. Resoux &%E‘})iﬁ! lence,
institutional and community s‘{‘n,og‘ t i
petworks as one mechanism mzh;mﬂ ; v ouisid -
horizontal constraints of i;i{ﬁf f}rgaﬂizaiif}z‘zs. Moreaver,
networks can stimulate diffusion of rew practices and
technologies that act o blend boundaries.

-

Older forms of research that have relied upon the nation-
state to establish boundaries are in(‘rma%imgm’ inadequale as
m:gamzamom and markets continue 1o nat(wtmwma‘ .
With a ing emphasis on intemational commerce,
difis ¢ i business cultures become  increasingly
tmporiant. Institutional theory sensitizes us to this, but
such fr)ﬁk“*pi{idg richness i"aimrei challenging sensitivity 1o
changes in the inter pru& ion of institutions maJ in
nominally similar data in different historical oras |

Integraling the insights of diverse theories of organization,
E*mpha%iz"es a focus on the location of resources

impetition, and governance regimes. If organizatio :‘:ai
')‘W;w;mlg &nd resources are located across a diverse set of
industres, characteristic of modern ndustry, then a singl
industry as a unit of analysis, can bias me odel estimates.
13opmamn e oin)gmts have skillf fully dealt with this pro blem
h\' 4‘011{ezi§rang their a‘idi‘;bm o1 g;;opdi&lr)'{% in which the
definition of orgas Wzational forms and industrial boundaries
are largely unchanging and noncontroversial.

AN ILLUSTRATIVE CASE:
THE COLLEGE PUBLISHING INDUSTRY

We use the college publishing industry 1o Hlustrate how
industrial boundaries have shifted over a 35-vear period,
1958-1994. During this time, there were three 51gnﬂndn{
eras of institutional change, which were propelled by an
acquisition wave in the late 1960s, a second acquisition
wave in the late 1980s, and technological innovations in
electronic media in the 1990s. We argue that
organizational and technological changes, which began as



exngenous indusiry forces, acted to blend the college
publishing mdustw with other industries.

The fust acquisition wave in the 1960s gatvanized the
linkage of family estate firms to nationzl Mdorm
corporations. The second ;‘C{ﬁz,ﬁs%tian wave in the 1950s
joined the American college publishing industry to large
international publishing and communications frms. In !Ea{ﬁ
19Ghs, the msmw;m}gii?a?mn of compuiors 3 and electronic
media as an altemative to print technology oreated
incentives for allisnces with firms in other industries, such
as computer hardware, software, and entertainment,

Prior to the acquisition wave in the late 1960s, the majority

of firms in the college publishing mdusiry were privately
held. They were viewed as growth targets by Fortune-300
fizns secldng to improve ral% of retumn by diversifying
acye industrial  boundaries, Dum;% this era, ithe
publishing industry, like other specialized industries,
experienced a wave of acquisitions drven by 1) the
diversification movement, and Z} life cvcde af Eazmi\ firms
seeking 1o "cash-out” or o ai}%aizz COTPOYALE FEROUTCs [0
expand in the growing college market.

Most acquiring firms in the acquisition wave of the late
19608 were large corporations outside the publishing
industry {such as Litton, Bell and Howell, and Xerox),

These acquisitions proamei a collective change  of

)‘mwrsm;} i a significant part of the industry in essentially
three years. Many new CLOs were introduced by large
parent firms based outside the industry and the traditional
culture and practices of college ;)uoilahmg. The acquiring
firms introduced not ondy new leadership, they also linked
éw specialized industry of college publishing to national
rends in business organization {C Thandler 1962; Rumelt
‘{3;4 Fligstein 1985, 1987, Thornvon, 1994y, Hazard
Slots, dlustzated in the working paper, show the hazard rate
of two waves of UEO succession that te z;gnz:ﬁk* coincide
with the hazard rate of two acquisition waves in the 1960s
and 19805 These hazard P Hots generalty parallel the timing
of known nerger waves in other husiness sectors.

The decade of the 1970s was largely a period characterized
b growt fooand muimetic somorphispy that s, 18 was a
p(_‘l’i()d of enviroranental munificence in which publishing
houses that had not been acguired in the acquisilion wave
of the late 1960s sought to model themselves on the newly
a(‘quiseé and restructured firms in the industry.  For

example, firms with a multidivisional structure accounted
for oz‘év about 17 percent of the total in the industry
between 1938 and 1969, but for over 40 percent by 1983,

In the 1970s and thereafter, newly trained managers in the
industry began 1o replace craft pm(‘iues in }m blishing with
corpotate managerial conventions. For example, diversified
patent firms provided managers with training and
incentives to rapidly increase the size of their divisions by
the financial practice of acquisitions. Traditional
publishing practices entailed slow organic growth by hiring
and training editors to scout and sign authors who would
produce a book within three years. For family firms, this
craft practice led to hand-to-mouth relations with outside

hanks and the risks resulting from uncertainty about future
book sales. Backed by the resources of corporate owners,
{he pra"ﬂc& of acquisition increased because 1t provided an
casy way for managers to acquire successtul book Hsts and
entire comparnies. }zgmc 1 shows the increase in the hazard
rate of acquisitions over the 33-year period. As these
financial practices became institutionalized during the next
two decades, they helped set the stage for a sec cmff wave of
acguisitions by E.argc é@,.as?s‘i.ga. ard international publishers
in the 19805 The second wave had a different character

than the first: ¥ brought an international world 1o the
domestic business of pu%}hqimig and again extended the
boundaries of the industry. Eight of the eleven major
au;mzers of publishing com p&mes in the [980s were large
foretgn owned and inte srnational Hrms.

From the late 1980s until the mid-1990s, the (i@\fcb;mw;w
of electronic media technology opened the boundaries of
the publishing industry for a third time, ondy this time 1o
other. technol ogically similar indusiries. What were once
separate  producis “and  servic - pamely, Dooks,
entertainanent, of anuis’{ hardware, ¢ o puier s0itwa angd
Comnanios = becoming  divisions of o
ncomnpassing organization ot a network of strates
allied panizations. For {’.x&mg;i Paramount
Communications, acquired in 1994 by Viacom, a television
cable firm, owns asseis in book publishing and maovies,
Microsoft and Sony founded publishing divisions, and
Osborne Computers allled with MoGraw-Hill

{078 - ¥
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A confluence of factors facilitated the agglomeration of
firms in these once distinct industries, ‘y*fgih financi ai%}h
oriented leadership and farge multi-divisional organizations
i place. the development of electronic digital |

('(331(3' snerates Et’d o8 {Yansac 5‘()}1 LB, &i 1
E}iﬁuei formats facilitate scale o $ by the ef
transier of the same content for sale in several ilﬁi
markeis, such as print, video, and CD ROM.
indusirial boundaries blend h the marriao
owners and experts of electronic technology and pub
control of programming content.

CASE CONCLUBION

The coliege publishing industry has not remained a unitary
population during the 35-vear period we have desc sribed.
Its boundaries havc shifted three times concomitant with
zras of change in the larger environment. The first two
periods of boundary change were largely driven by eras of
new  management  discourse: diversification  and
globalization.  The third was driven by technological
innovation that affected a community of industries that
economically benefit from sharing similar technologies.

The first acquisition wave was the catalyst that introduced
modem corporate practices into the craft industry of {*o?leg}e
publishing. The second wave joined the pu )Z;\hmg industry
with international firms. Both waves linked this mdxmn
with larger environments and were part of larges, secular
trends. In the 1950s, college publishing was an isolated
specialized industry; in the 1960s and 1970y, it became



isomorphic 1o management practices in the national
business envizonment. In the 1980s, it was invaded by
international acguirers that acted to expand its boundaries.
And inthe 1990s, the industry's boundaries were weakened
by technological innovations. Henee, to understand the
Li\fnm‘a{*s of the college ;}ui}h%hmg mdusiw atieniion must
be given to change in the popul fation mmﬁdaw and not just
change in the members within some given boundary.
Gruided by our theoretical review, we have found it useful
to consider the role of CRGEENONS zmm,utzmxal forces, such
as eras or epochs of management practice, change in
governance, and technological innovation. To treat the
{zzétistw as 8 unitary ;)Opuiatiou with an unchanging
definition - as a "black hox” - would miss the real s story.

METHODOLOGICAL IS5UES

Much population- -level research on organizations analyzes
event Metories constructed from archival data and examiness
categorical  changes or  evenls. ‘opulations are
walized as having a unitary charac ter with member
nizations that exhibit a common form and shared
pendence on the material and social environment
{ Tannan and Freeman 1089:453),  Transitions among
categories are often analyzed using classes of hazard rate
maodels that rest on two important assumptions: 1) that the
boundaries of the popul lation {technically referred to as the
"risk set”) can be empirically defined unambsgzmmia and
{2} that the transitions of the members of the population
are statistically independent. The strategic practices of the
sheories we have reviewsd contradict the validity of the first

s azm?tion. The second point, though not directly
ussed  earlier, s problematic according to the
mption that pepulation members depend on commeon

VYT
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resources, react to one anothers behavior and signals.

Az our review of theories of organization and case study
have shown, population-evel research needs Lo consider
refully to what extent and in whal way a set of
mg}:mznﬂ,e}zgs under siuéy are bounded.  To date,
pz"zﬂu?&iin;é-‘mmi research on rvrgenzmtz ons has abmost
always ()peratui with the working ;s.s&zzmp‘m}h that the
urdverse of all rﬁi’ga&;/auozis ?msmlg al some thme ;:omt AT
be partitioned exhaustively and mutually exclusiv ely into
nonoverlapping seis of Qrgamzane&a {su)}po?n ations.
Membership within some population has been assumed o
be dichotomous: any given organization is either in or out.
Moreover, any given organization has been assumed fo be
in one and only one subpopulation.Our review and case
study suggest that another view may be more suitable,
(‘SP&L}&HV since the 1960 namely, a g:ven organization
may be linked to several pop{slaﬂom of organizations at the
same time and o var}fmg fiegrees over fime.

This alternative view challenges existing data collection
practices and common methods of analysis. It implies that
those constructing data-sets on organizations from archival
information need to consider carefully not only which
organizations react similarly to their environments, but also
which other organizations they affect and which other

organizations affect them, And. it implies that, at the very
least, existing methods of analysis need to be vé&bcmied s
that definitions of risk sets may vary over tirmne and alsc so
that differential impacts of organizations on one anothe
can be modeled. Some Hirst sie eps in this direction can be
found in Strang and Tumas {1993) models for
heterogeneous diffusion PrOCEsse o also Greve, Sirang,
and Tuma, in press) and on Tuma and {zagzrzm'a‘s {1993
models for interdependent processes more gene ally. But
even in these new modeling &p};ma(? "E, s ot vet clear
how to deal with a muli phcz‘w of wvaiq linka amm;z}
organizations. which undoubtedly exist.  Neither data
collection nor analytc methods are vet ready o cope with
completely unbounded nzgamzahsziai papui&imz,s

FEER

IMPLICATIONS FOR FUTURE REREARCH

Crur discussion hias revesied the need to distinguish between
delfining the boundaries of the rsk set "mfﬂp‘ituéi and
1‘:‘:{-‘:&51{;&1}3@ them empirically (Tuma and Ingram 1993}
Methoo <3§{;§'i<*a§ problems, howe ultimately stem fros
theoretical ones (Hlannan 1671 19913 Before conducting
psjmiiaimn im el research on {urgjcammim*}x o swmzis ter ask
what gives pf}zmid‘émp of {7;5‘&,&1;;&1 ons a uniary or
diverse ehamdwr over time. Such analys sh{mid be guided
by the theoretical insights of diverse schools of ¢ 1{}{1%3&2 S0
that one can better understand how a ;)c)pui«zizii)zfz and its
boundaries are likely 1o ahaﬂg? over  thine Mare
specifically, this m;g?si take place in several wavs

Historical Time: Epochs and Eras

o

(814

I is importand 3 snomic and business history
at the level of eras and &3;3{35:‘;‘15 {Aldrich and Fiol 19943,
Onganization theorles are social products that reflect
historical trends in the development of firms and industries
{Seott 1091, O m@c;umzﬂv the explanatory it of specific
theories and me %i’zmz% is likely to vary by epochs. Forlong
:33;‘,'*1'3 ation p@:m ds, each theoretical 1 radzg;@ ig likehy
capture part bul not all of the story, For example, resour
ﬁﬁp' ndence theory treats firms as "open syste nx%” focused
subtward on the environment. Therefore, 11 makes most
sense for obhservation pﬂr*f)‘ia from the late 1970s and
thereafter, rather than for earlier sras when frms
functioned as isolated independent units (Scott 1992

(Qualitative and emplircal methods can be uwsed 1w
crossvalidate the existence of critically diffevent time
pericds (Jick 1979). Historical accounts that interprat
archival data can be the starting point for a guandiative
analysis based on assessing the sensitivity of model fit 1o
aiternative specifications of eras and epochs. OUnce time
periods with qualitative and empirical significance have
been identified, thev can be used to specify more elaborate
models with substantive covariates. This can help clarify the
detinition of population boundaries and the underlving
mechanisms of industrial growth by modeling panod
effects before and after shifts in popuiatzou boundaries

Organizational Structure and Governance



The work of Chandler (1962, 1992), Fligstein (1985, 1987)
and the case of the book publishing industry signal the
peneteation of seculay trends toward organizations nested
in large M-form companies that are fipancially driven to
reach across industrial borders.  This means that the
population-level study of org&nizaﬁons should consider
pattems of mwwrs}rzo and organizational struclure in
defining populations of organizations, I subsidiary firms
are nested within }Sdr{"l‘ﬁ firms, this type of ow zzcrs%n;}
structure neads to be clearly recognized because i has
important 1mpin ations for the assumptions of statistical
independence in model spec ification and empirical analysis.

Competition

Indefining a ;)opulaimnﬁ' rganizations, the d?ﬁi}iiion ot

the industry should be ézshzwmszwd frovn that of the
businesses in which firms amﬂpcw {(Forter, 1980:%). The
implications of these differences need Lo be ithought
!'hmugh in conceptually  and  amp sirically  drawing
population boundar Mary busine singe the 1960s
az\ 11&‘5%,&’,(? within M-form nrgam?e‘:zmm operating outside
the industry, This means that tgzu may 3'5&‘»’73 fransaction
cossl a&ﬁ*&ﬂiagsa “deep pockets,” " and 13:\‘_ e seale and scope
{Chandler 1990} by w hich 1o wage fierce y competitive
battles and circurnvent the dynamics of ¢ ()H}p{‘ili}ﬂi‘e within
a single industry Indeed, contingency  theorists and
industrial economists argue that one strategy | for changing
the structure of competition s 1o change industrial
boundaties. ( arwm% capacity empirically defined in terns
of an industry can be mzsieadmg since organizations can
"escape” their industrial environment by drawing upon
irces from outside the industry {Rumelt, 19745
Indeed, diversification strategies could well bias estimazes
i carryving capacity is measured only by the number of
{'}l‘gaﬁ%f,ai}()nb within a S;J&a.ii;{. 1{1{%&;51‘.1"}, ,_qtmt.lzz‘%
popuiation boundaries with industrial boundaries may lead
to biased estimates of the effects of kgmm&ﬁ@n ard
ﬂr)gg;;zgfiiiez& on population dynamics. Ec oi()gk&x studies
wed 1o be sensitive to industries and time i‘%’”}’}ii"; where
such organizational strategies and structures became
commonplace.

g
LT

Indusiry Boundaries

. The opening and closing of social networks alters the flow
of resources that either diminish or create differences
between populations (Hannan and Freeman 198955
Networks are identifiable and can be conceptualized in a
manber of ways Lm}\ageq may be basad on proximity and/or
structural equivalence in teems of governance, iec imoi@av
pmd uction, distribution, and/or mark{‘{s Approaches fo
modeling contact between interindustry members of a
population {Strang and Tuma 1993 Tuma and Ingram
1993) need to be developed further. Rates of change n
industry membership might be modeled by assessing the
association  between social networks and industry
membership.  The comparative strength of bouhdarw
{’f@&‘:ﬂ’lg 11@% Emd {h(’ (‘Oilﬂectl@l‘lﬂ I)C"LVV(‘CZ} current 111(11:5{1*‘«,’
members might help to predict rates of mdnstw
membership turnover {Granovetter 1973,

There is a need for further research on where and how 1o

locate boundaries, not only horizontally, but alse vertically
and diagonally. Research that develops f{ormalized
methods Inking qualitative research, network analysis, and
event history methods promises to systematically advance
the analysis of organizational populations.
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