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Coding 
is characterized as 

Mysterious! 







What is coding?  

“Coding entails the work of scrutinizing, 
pondering, and organizing collected 
observations and relating them to  
theoretically relevant abstract features, 
possible relationships, and research questions.” 
(Locke, Feldman, & Golden-Biddle, 2022)

“Coding is at the heart of many qualitative 
methods and is an established methods of 
‘meaning condensation’ (Lee, 1999: 89) in which 
the researcher identifies and keeps track of the 
most relevant themes or ‘codes’ from the data” 
(Kreiner, 2016: 351)



My approach and assumption:
That coding is a learned skill – like painting – that flourishes 

with encouragement, joyful enthusiasm, and “happy accidents” 
as you learn. 

Coding has similar features to crafting a painting.



“You are an artist.
Whether or not you believe it, you are an 

artist.”

Ross & Pearlman, 2020, pg. 13



The Metaphor of Painting: 
A Pragmatic Approach to Coding
• You are creating the image; you are the 

instrument to understand the text. 
• We play an active role in creating 

understanding of what is say and what is 
unsaid.

• There is no one correct pathway.
• Coding improves with practice.



Preparing for Coding

https://usartsupply.com/products/usa-pl-2435

https://usartsupply.com/products/usa-e-381



Preparing for Coding
• Capturing the text – 

• Transcription decision (interviews)
• Converting to readable format (documents)

• Data collection and analysis are not 
discrete processes 

• Decision about mechanism to code



Preparing for Coding
• Labeling each document –

attributes/variables
• Type of Text: interview, observational note, 

meeting transcription, media, articles, etc.
• Key Info: 

• Date of collection or observation; publication/outlet 
of document

• Who interviewed, author or source of article, etc. 
• Create an organized structure in a 

notebook or CAQDAS



Preparing Project: CAQDAS



https://www.harborfreight.com/3-in-chip-brushes-12-pk-61492.html

Preparing the Canvas



Large 3-4” Brush:
Preparing the Canvas
• Big, broad brush strokes – coding big 

swaths of data.
• Examples:

• Capturing time periods
• Capturing ‘fluff’
• Capturing answer to a particular question 
• Capturing main events
• Capturing junctures during an interview



Capturing Time Periods & Fluff in a 
Document: Letters to Shareholders

• AMERITECH (1993) CURRENT
In 1992, some $6.5 billion a year was spent on long 
distance calls that originated in the region we now 
serve.To advance our timetable for addressing these 
customer needs and market opportunities, we've 
been pressing for change in outdated government 
policies.  In 1993 we filed suits to set aside a rule that 
prohibits us from offering video content in our region. 
Also in 1993, we took the lead in the battle to end the 
long distance restriction imposed by a U.S.  District 
Court 10 years ago at the breakup of the Bell System.  
Through our Customers First filing with the FCC, and 
parallel initiatives with the utility commissions in four 
of the states America serves, we proposed a dramatic 
and bold plan.  In return for an end of the long 
distance ban and certain other policy reforms, we'll 
open our network for full interconnection by other 
suppliers. In return for an end to the long distance 
ban and certain other policy reforms, we'll open our 
network for full interconnection by other suppliers.
This action by Ameritech has, in effect, redefined the 
policy …. We've also asked the Department of 
Justice for permission to conduct a trial of the 
Customers First Plan that would allow us to offer long 
distance service beginning in Illinois in 1995.  

• FUTURE
When we reviewed issues on the public agenda, we 
identified three broad areas where there's excellent 
growth potential and our resources can help an 
especially effective way.  In education, there's an 
enormous need for innovative techniques-and 
breathtaking opportunities to create new experiences 
for students and teachers through the use of 
information technology.  Businesses need access to 
more information solutions to help them strengthen 
the national economy and compete in the global, 
information-based marketplace.  And consumers 
need the better, more affordable health care that 
information applications can provide, the control over 
their lives that electronic transactions can afford, and 
the safety and security that result from better, more 
mobile communications.
• FLUFF 
It's a strategy that capitalizes on a spectrum of solid 
market opportunities.  It leverages our skills.  And it's 
thoroughly predicated on the needs of our customers 
and the goals of our investors. We're proud of this 
strategic vision.  We're proud to report action on so 
many fronts in support of it.  The initiatives of recent 
years, and especially of 1993, prove that we can and 

          



Capturing Answer to Particular 
Questions: Plant Manager Interviews



Capturing Answer to Particular 
Question: Plant Manager Interviews



Capturing main events: 
Iger’s “last” interview & M&As



Capturing salient junctures in 
talk: Iger’s “last” interview



During Broad Coding: You are 
reading the transcript as a whole

• This type of broad coding can provide a 
background structure onto which new coding can 
be added throughout analysis/reanalysis.

• It gets you into coding with a wide brush:
• Highlight those phrases or sentences that 

capture your attention. Add a code (DQ: “that’s 
interesting”) and a note about something that 
jumps out at you 

• Reading with “fresh eyes” if you did not collect 
the data or refamiliarizing yourself with 
interview.





“You’ll never believe what you can do till you 
get in there and try it.”

Ross & Pearlman, 2020, pg. 111



Detailed Coding

https://www.thesprucecrafts.com/ar
t-supplies-shopping-list-for-acrylic-
painting-2577375

https://www.bobross.com/floral-fan-brush-4/



Once canvas prepared, then 
consider more detailed coding
• Ross uses fan brushes and palette knives 

to start some marks of mountain edges.
• Hard to see pattern of what marks are or 

what will become
• Hard to see where the painting is going 

BUT 
• There is a focal point (research question) 

leading to small close-up painting/coding 
using data and/or using theory to tag data.



Just as in painting: Keeping a Focal 
Point (Research Question) but 
Getting Close to the Data
• Code at a level in which the coded segment 

makes sense if extracted!
• Don’t try to theorize or get too abstract, but it is 

okay to use theoretical concepts (Kreiner, 2016 
“sensegiving”).

• Keep moving through the text, and don’t try to 
parse/match codes – keep moving!

• Everything does not have to be coded l (but 
usually most is coded, especially given broad 
coding!)                                                                                                                     



“Find out what works the best for you, and 
that’s what you want to use.”

Ross & Pearlman, 2020, pg. 107



Major 
Strategic 
Actions – 
Restructuring: 
Examples from 
Two Letters to  
Shareholders



Capturing stories (Kreiner, NQs 
in an interview): Plant Manager

One of my managers, the first time she went out [in 
Kaizen circle], she was standing out on a corner of the 
department, just standing there observing.  Somebody 
came up to her and asked, "Are you in a time out?"  
(laughs)  They wanted to know if she was in a time out.  
(laughs)  She said no.  So she explained to them what she 
was doing, and they were like, "Wow, that's really neat."  
You know.  Of course, people are people.  They were 
kind of aghast that we were actually standing on the floor.  
You know.  Observing and making notes and writing 
down ideas, involving them.  They come up and ask 
questions, and we talk to them.  They're like "Holy Cow".  



Capturing Vivid Images:
Plant Manager

“When I’m walking around, I’m also looking at the 
cafeterias. Are they clean? Are they stocked? 
Because that’s always a problem. Generally most 
companies will stock their machines once a day, and 
it’s got to cover 24 hours. If the midnight shift is 
always out of donuts or always out of Mountain 
Dew, you’re going to have a lot of unhappy people.”



Coding 
answers to 
question:
Plant 
Managers 
and daily 
activities in 5 
buckets



Coding Scudder: Excerpt



Detailed coding
• Gets you close to the data.
• Might see things that jump out or a vivid, 

memorable story
• BUT
• You can feel you are getting lost
• Takes a tremendous amount of time
• Realize that you will undertake coding many 

times during a research project (see Kaplan 
& Orlikowski’s 2013 Organization Science, 
Figure A.1)



“… happy little accidents and diversions are 
going to happen along the way”

Ross & Pearlman, 2020, pg. 111



Exploring Hunches and Going Deeper  …..
Searching for Particular Words

https://www.personalizeverything.com/blogs/custom-paint-by-
numbers-for-adults/top-10-paint-by-number-tips-and-tricks



Thin brush: Jarzabkowski, Lê, & 
Feldman, 2012, pg. 912 

• In Coding and Analysis - ISOLATED E2E in data:  
• Specifically, we looked at how actors iterated between the abstract 

concept of E2E and their emerging performance of E2E in practice, and 
we looked into the implications of that performance for the restructuring of 
relationships and activities to deliver an equivalent Connectif. 

• To support our analysis, we searched the meeting data for all 
references to E2E by actors …. extracting all data on the terms “end-
to-end,” “end to end,” “end2end,” “end-2-end,” “E2E,” “E-2-E,” 
“end-to,” and “end to.” …. we searched the entire database using the 
same terms to check our analysis and gain additional data on 
participants’ experiences of E2E.  … 

• after reading and discussing these data, we iteratively devised and 
revised a coding scheme based on how people were using and 
defining the term E2E. As is customary in inductive coding, we 
began with empirical codes. These categorized the specific aspects 
of coordinating that actors were enacting with things such as 
technologies, business processes, and services as they endeavored 
to work E2E in delivering Connectif. We also coded the intended and 
unintended outcomes that actors experienced as they tried different 
activities for coordinating these things E2E. 



Walk & Talk: Shop Floor Engaging



Plant Manager & Community



Blending, Layering, and Identifying Patterns

https://www.bobross.com/2-inch-background-
brush/





After Coding Activities: Stand 
Back -- What Have I learned?
• Are there buckets (categories) in which I 

can put codes, after which I may review the 
codes in the bucket more closely? 

• Do codes resemble each other? 
• How do categories fit together/compare? 
• Are there differences in categories/codes by 

time periods? Different types of people? 



Categorizing



Condensing



Blending – Plant Managers’ Daily 
Practices (Smith et al., 2010 JABS)

Categories of 
Codes



Layering and Comparing
(Smith & Zeithaml, JMI 1999)
Early International 
Expansion

• CODES:
• Entry Modes
• Product/Service Offerings
• Geographic Dispersion

• Words used to describe 
this process

• Common frustrations

Later International 
Expansion

• CODES:
• Entry Modes
• Product/Service Offerings
• Geographic Dispersion

• What changed from early 
phase? Involvement of top 
managers, resources

• Common mistakes, failures



Layering and Comparing: 
Two-Family Founded Firms and 
Process over time: Negative Case



Actions from Grodal, et al., 2021 



“The more you paint, the easier it becomes. 
It’s like anything else”

Ross & Pearlman, 2020, pg. 25



Progression 
across a 
research 
project

• Progression is not a 
sequence but 
iteration, blind alleys, 
and rabbit holes.

• There are many 
paths to insights.

• Process of Zooming 
in and Zooming out, 
detailed coding and 
broad brushes. Personal Photo of Public Artwork, “A Startling Whirlwind 

of Opportunity”, University of Tennessee Knoxville



Encouragement, 
Gentle Feedback, 

Guidance ….. 

“There. I knew 
you could do it”

Ross & 
Pearlman, 2020, 

pg. 107

https://www.nytimes.com/2019/07/12/arts/
bob-ross-paintings-mystery.html



Personal Thank Yous 
Qual Bootcamp Buddies:

Tine Köhler, Jane Lê, Paula O’Kane
To those who believed in me:

Larry Williams, Deborah Dougherty, Karen Golden-
Biddle, Paula Jarzabkowski, Carl Zeithaml, Jackie Hood, 

Alice Stewart, the Maddens, Torsten Pieper, Donde 
Plowman, Ann Langley, Tim Pollock, Patricia Pitcher

Current Inspirations:
Jaewoo Jung, Christina Hymer, Ben Alexander, Sara 
Elias, Hans Hansen, Anna Stevenson, Marcos Barros, 
Becca Arwine, Janelle Bremer, Rehab Elkhiyat,  Ava 

Haddox, Nick Mmbaga, Blake Mathias, Jessica Jones, 
Yem Bolumole, Codou Samba AND Sarah Pollock, an 

artist who talked to me about the painting process!



Readings about Coding
• O’Kane, P., Smith, A.D., & Lerman, M.P. (2021). Building transparency and 

trustworthiness in inductive research through computer aided qualitative data 
analysis software. Organizational Research Methods, 24(1), 104–139.

• Grodal, S., Anteby, M., & Holm, A. L. (2021). Achieving rigor in qualitative 
analysis: The role of active categorization in theory building. Academy of 
Management Review, 46(3), 591–612.

• Kreiner, G. E. (2016). Tabula Geminus: A "both/and" approach to coding and 
theorizing. In K. D. Elsbach & R. M. Kramer (Eds.), Handbook of Qualitative 
Organizational Research: Innovative Pathways and Methods. Routledge/Taylor & 
Francis Group, 350-361.

• Charmez, K. (2014). The logic of grounded theory coding practices and initial 
coding. In Constructing Grounded Theory (Second edition), 109-137.

• Braun, V., & Clarke, V. (2022). Exploring the world in detail: Doing coding. In 
Thematic Analysis: A Practical Guide. Los Angeles: Sage, 51-74. 

• Langley, A. (1999). Strategies for theorizing from process data. Academy of 
Management Review, 24(4), 691–710.

• Saldaäna, J. M. (2015). The coding manual for qualitative researchers (3rd ed.). 
SAGE Publications.

• Gibbs, G. (2018). Analyzing qualitative data. SAGE Publications Ltd. [great 
videos on youtube]

• Miles, M. B., Huberman, A. M., & Saldaäna, J. (2014). Qualitative data 
analysis: A methods sourcebook (Third edition.). SAGE Publications, Inc..



References: Papers & Data
• Plant Managers (Smith, Plowman, & Duchon, 2010, Journal of 

Applied Behavioral Science; 2009, Journal of Operations 
Management) 

• RBOCs (Smith & Zeithaml, 1999, Journal of Management Inquiry; 
1996, Organization Science)

• Letters to Shareholders & CAQDAS techniques (O’Kane, Smith, 
Lerman, 2021, Organizational Research Methods)

• Negative Cases – Hymer & Smith, forthcoming,  Journal of 
Management.

• Family Business Paper - Pieper, T.M., Smith, A.D., Kudlats, J., & 
Astrachan, J.H. (2015). Entrepreneurship: Theory & Practic.

• Scudder – Scudder, S.H. (1997). Learning to see. In (Eds.) J. 
Hatton & P.B. Plouffe Science and Its Ways of Knowing. Addison-
Wesley Professional. 

• Kaplan & Orlikowski (2013, Organization Science)
• Iger interview – CNBC, December, 2021 

https://www.cnbc.com/video/2021/12/27/exclusive-cnbcs-exit-interview-with-disney-chairman-bob-
iger.html?&qsearchterm=exclusive%20interview%20bob%20iger%202022 

• ALSO FOUND on YouTube: https://www.youtube.com/watch?v=8FyEtRn1rtQ

https://www.cnbc.com/video/2021/12/27/exclusive-cnbcs-exit-interview-with-disney-chairman-bob-iger.html?&qsearchterm=exclusive%20interview%20bob%20iger%202022
https://www.cnbc.com/video/2021/12/27/exclusive-cnbcs-exit-interview-with-disney-chairman-bob-iger.html?&qsearchterm=exclusive%20interview%20bob%20iger%202022
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