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SUMMARY

This study set out to explore the nature of work experiences 
within rapidly changing organizations. There were three 
research aims connected with this area of inquiry. A 
secondary objective related to an elucidation of the research 
process with great emphasis subsequently being placed upon 
the experiential aspects of the investigation.

Before data collection, a methodological stance was deve
loped. This was founded within the phenomenological tra
dition and utilized an adaptation of Glaser and Strauss's 
(1967) grounded theory model of discovery research.

Access was gained to four suitable research settings with 
82 individuals participating in the research.

Data collection was primarily through in-depth interviewing 
although other research instruments were used.

Qualitative analysis was undertaken by successive combinations 
of data to finally produce five category groupings. These 
data groupings formed the basis of the presentation of 
results.

It was observed that groups of individuals reacted by 
characteristically engaging in behaviour following a sequen
tial pattern. Instances of collective illness were also 
acknowledged.



At the level of individual experience, rapid change was 
suggested to produce both pleasantness and unpleasantness.

Although there were reports of physical and psychological 
disturbances attributed to rapid change, individuals 
demonstrated the existence of many factors counteracting 
unpleasant consequences.

Finally, communications were found to be most pertinent to 
the research topic.

Consolidating the data groupings, an explanatory framework 
was offered which centred upon what emerged as four crucial 
facets of experience and behaviour. These dimensions of 
Awareness, Uncertainty, Evaluation and Homeostasis were 
discussed and compared with existing literature.

4

The findings provided material for evaluating Alvin Toffler's 
(1970) notions of experiences of work within rapidly changing 
organizations.

In addition, implications for the management of change were 
highlighted.

With many insights into the dynamics of social science 
research also being gained, the investigation was taken as 
meeting both primary and secondary objectives.
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CHAPTER ONE: INTRODUCTION

This study is about subjective experiences of work within organiza
tions undergoing exceptionally frequent and considerable change.
It has arisen from an interest in and a concern about the impact of 

perpetual change of a substantial nature occurring within people's 

worlds of work.

It was observed by Silverman (l970) that:

"All published works represent in some way the intellectual 
biographies of their authors" (p.l).

I would argue that intellectual background was only one aspect of 
the history of this research project. It developed from a fusion 
of many factors. Past experiences of both research and employment 
within organizations were most pertinent and mainly responsible 
for a great interest, concern, and fascination with respect to the 

subject matter. The work of the popular writer, Alvin Toffler (1970), 
was also a great motivating force behind the decision to embetrk 
upon this investigation. In addition, this work could be claimed 
to be a product of its time of origin, as the predominant attitudes 
of the late seventies played a major part in encouraging a project 
of this nature.

These background factors are now addressed in more detail.



Predominant Attitudes Of The Late Seventies

By the early 1970*s it had become possible to produce a whole 
computer on a single chip of silicon. The microprocessor had been 

born and, towards the end of 1978 (when the present study was 
commenced), we were witnessing what some (e.g. Hughes and Armstrong 
1 9 7 8) termed "The Micro Revolution". An observation made by 
Plessey Telecommunications Chief, Desmond Pitcher, captured the 
essence of the predominant attitudes pertaining to technological 
advancement in the late seventies:

"Imagine a £50,000 Rolls Royce selling for £5 and doing more than 
100,000 miles per gallon. That is the scale of advances made in 
the past 10 years in telecommunications and computing" (Evening 
Mail, 26th April 1979).

A television programme entitled "Now The Chips Are Down" * heightened 
the awareness of many people to the potential implications of the 
microprocessor. In addition, there was talk of the Fiat Motor 
company installing twenty robots within its car factory. The story 
continued that a Fiat car could be totally assembled almost without 
being touched by human hand. A television advertisement announcing 
a new model Fiat confirmed this state of affairs. Technology was 
advancing at an incredible pace.

Whether directly or indirectly, this new technology was certain to 
impact heavily upon organizations. There would be the need for

This was featured in the BBC 2 "Horizon" series. A summary 
of the programme's content may be found in The Listener, 6th 
April 1 9 7 8.



radical change as, in the words of Bennis (1966a):
"there is a strain toward organizational forms which encompass 
and exploit the technology of the time" (p. 247).

While attention was certainly centred upon technological advances 
during the late seventies, changes in technology were not of direct 

interest to me. This was not to be a study focussed upon implications 
of technological innovation. Advances in technology were seen as 
just one means of producing conditions of regular and fundamental 

change within the workplace. There were many other pressures liable 

to produce increasingly dynamic work environments. Writing in 
1971, Katz and Georgopoulos identified many such pressures, going 
so far as to say that organizations were:

"under challenge as a result of the break with traditional auth
ority, the growth of democratic ideology, economic affluence and 
consequent changes in needs and motive patterns, and the accelerated 
rate of change" (p. 342).

However, the actual sources of change were seen as largely 
irrelevant to my proposed study. I was interested solely in the 
impact of rapid successions of considerable change, of whatever 
origin, upon the inhabitants of organizations.

Past Experiences Of Research

My interest in organizations within a state of flux originated 
during past research experiences with a large manufacturer of 

computers. It was while carrying out investigations within this 
company's product engineering division that my attention was first 

drawn to the nature of a rapidly and radically changing organization.
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This company's changes were mostly rooted in technological 
innovation. Skilled technical draughtsmen had been transformed 
into machine-minders almost overnight. It was now a computer that 
did the bulk of the designing of new computers. To keep pace with 
advances, individuals were largely organized into small, interdisc
iplinary project groups for a maximum of around six months. The 
group would then disband and the members would disperse to various 

other teams to engage in new activities.

In an attempt to make the organization more adaptable to change, 
many modifications were being made to its structure. In addition, 
matrix management techniques had just been introduced.

Discussions with employees indicated the great frequency with which 
relocation occurred, scattering employees to all corners of the 
United Kingdom. Even within the confines of one site, office 
relocation was constantly taking place. It was a daily occurrence 
to see offices being built up or dismantled as one walked around 
the building. ' Indeed, some participants in the research joked that 
they dared not go on holiday for fear of never finding their desks 
on returning. The nature of their concern was brought home to me 
in a rather dramatic fashion. On returning from lunch one day, I 
encountered two labourers in the process of clearing out the office 
that had been allocated for the duration of my stay with the 
organization!
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This previous study (Galvin 1977) was constrained to investigating 
job satisfaction and job dissatisfaction of technical staff 

within the company. I felt at the time that it would have been of 
great interest to focus upon how people experienced and coped with 
the dynamic organizational environment that had been observed, 

especially as it had been concluded somewhat tentatively that;

"The element of rapid change appears to be behind a lot of the trouble 
experienced .... At the bottom of all these dissatisfiers appears 
to be the fact that the members of the organization, especially 
management, are having great difficulties in coping with rapid 
changes occurring within (the Company) due to the rapid rate of 
technological advancements within computing and electronics in 
general" (p. I5 0 ).

Past Experiences Of Work

Interest was rekindled during a subsequent period of employment 
with a subsidiary company of a large engineering group. While 
this organization was operating at a much slower pace it appeared 
that it would not remain so for long. The company directors were 
summoned to a meeting at the group headquarters. The message of 
this meeting was clear. If the company was not only to remain 
profitable but also to continue trading, maximum utilization would 
have to be made of new technology.

Members of the organization's management services department were 
assigned to investigate advanced technology, including microprocessor 
applications, robotics, and automation, with a view to ascertaining 
how and when the latest innovations could most successfully be 
incorporated into the productive processes. It was not too long
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before the management of the organization was aware that any single 

modification suggested by this investigation would produce a chain 

reaction of change with very wide implications. It was obvious 
that very soon the relative stability of the organization would 

give way to a state of substantial change.

At this stage, a lot of time was spent with members of the management 
services department and managers of various functions discussing 
those possible changes that could take place. Once more, I was 
interested in how a process of continuous change, as was envisaged, 
would be experienced by the members of the organization.

The Work Of Alvin Toffler (l97Q)

While the prevalent attitudes of the time and my previous experiences 
of both employment and research were obvious influences upon the 
decision to engage in research of this nature, the major stimulus 

came from elsewhere. It was the work of Toffler (1970) which 
provided the final incentive for conducting an investigation into 
experiences of work within organizations undergoing considerable 
change. His writings were instrumental in intensifying my interest 
in this subject. The provocative message of Toffler (1970) was 
clear:

"It is the thesis of this book that there are discoverable limits 
to the amount of change that the human organism can absorb, and 
that by endlessly accelerating change without first determining these 
limits, we may subject masses of men to demands they simply cannot 
tolerate. We run the high risk of throwing them into that 
peculiar state I have called future shock" (p. 297)-
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Because of the great importance of Toffler's (l970) work as an 
inspiration for this study, chapter two continues this introductory 

theme by providing a detailed review and appraisal of his writings.

Shortcomings Within The Literature

With the above factors having planted the seed of a research idea, 

reference was made to the body of knowledge pertaining to organiz
ational change. Despite an extensive search of the literature, 
evidence of empirical studies about the impact of rapid change 
within the working lives of individuals could not be discovered.
This is not to say that there was any absence of books and articles 
on change within organizations and how people coped with such 
events. However, basing my assumptions upon the claims of Toffler 
(1 9 7 0), it could not be accepted that gradual or one-off changes 
would have anything like the same impact as conditions of continu
ous and substantial change. It appeared almost certain that 

rapidly changing work environments would have characteristics and 
dynamics of their own and would consequently have a unique impact 
upon their inhabitants.

There was also no absence of literature predicting the likely impact 
of rapid change within organizations which was apparently based 
upon little or no empirical evidence. Bennis (1966b) was found to 
be a writer in this tradition and many of his prophecies were 

clearly points of departure for Toffler's (1970) discussion of the 
organizational contributors to the condition of future shock. The 
predominant attitudes of the late seventies had stimulated efforts
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towards assessing the impact of rapidly changing technology, and 
in particular microelectronics, at the workplace (e.g. N.E.D.C.

1 9 7 8, Ross 1 9 7 8). Agadji, these studies tended to be non-empirical 

and predictive in nature. They were concerned with the likely 
impact of great changes in work organizations. Notably, there was 

also an avoidance of addressing the human experience of the 
forecasted changes at work. This is a trend to which I return 

shortly.

As far as empirical work was concerned, it was discovered that 
organizations within a state of flux had received little attention 
at all since the classic study of Burns and Stalker (1 9 6I).
However, this work was of limited relevance to my research idea. 
These investigators had confined their project mainly to an 
exposition of the characteristics of organizational forms suited 
to conditions of stability and rapid change within the technical 
and market contexts. Burns and Stalker (1 9 6I) were not concerned 
with individual experiences within rapidly changing work environ
ments. As they pointed out;

"The centre of interest for us lay in the management itself" (p. I5 )

The subsequent increasing popularity of the body of theory and 
practice referred to as organization development was largely 
responsible for ensuring that the bulk of literature on change in 
organizations continued to focus upon the management of the process 
of change. This tendency was later noted by Bowey (I98O) who 
commented:
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"the most common topic of literature on change to date remains 
how to deal with change in organizations. Normative suggestions 
are made as to who should be involved in the change process and 
what are the requirements for successful organizational change"
(p. 35).

What it was like to experience change at work was an issue that 

received little attention. Again, Bowey (I98O) later became 
aware of this state of affairs:

"Very little attention .... has been given to the conceptual 
frameworks on which organization members base their attitudes 
to change and which influence their behaviour in situations of 
change" (p. 35)-

There seemed a rather unjustifiable deficiency. How could 
techniques for managing change be prescribed when there appeared 
a marked absence of knowledge relating to how people within a 
work situation experienced change? I had to agree with McLean's 
(1 9 7 8) observation that:

"We need to know more about how change is experienced from 
the viewpoint of the managed" (p. 75).

It was therefore concluded that I had uncovered some shortcomings 
(and subsequently some needs) within the literature pertinent to 
changes within organizations. While there existed some predictive 
work (of which Toffler's 1970 writings formed part) relating to 
the impact of rapid change at the workplace, there had been little 
empirical work in this area. Indeed, there was a significant 
absence of literature upon the specifics of my chosen topic of 
study. While Burns and Stalker (1 96I) had conducted research in
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organizations undergoing considerable change, their project was 
concerned with a different substantive area. These investigators, 
in addition to the majority of later writers and theorists, tended 

to centre their attention upon managing the process of change. By 
studying rapid cheinge within organizations from the different 
perspective of how individuals experienced such change, I would, 
it seemed, be fulfilling another need within the literature.

Summary

To conclude, this work evolved out of an interest that originated 
in past research experiences and was sustained throughout a later 
period of employment. This interest was greatly stimulated by the 
writings of Toffler (1970) and seemed most pertinent to the prevailing 
situation at the time. In addition, an investigation of the books 
and articles on organizational change suggested that an empirical 
study designed to ascertain the subjective experience of working 
within rapidly changing organizations would fulfil some existing 
needs within the literature. This was the background which led to 
the emergence of the current project.

Thesis Format

I would now like to draw attention to the layout of the remainder 
of this thesis.

It will be seen that this dissertation does not altogether follow 
the traditional format. The reasons for this become clear as the
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discussion progresses and they are reiterated in chapter six.

Chapter two is, in effect, a continuation of this introduction. It 
was observed earlier that the work of Toffler (1970) provided the 
major stimulus leading to the inception of the current project. In 
this following chapter, I return to Toffler's (1970) writings in 
an effort to illustrate their potency as an inspirational force for 
empirical research. By both reviewing aind appraising this author's 
work, an attempt is also made to "set the scene" with respect to 
the foundations of the current research.

The content of chapter three illustrates how the study developed 
from an initial interest in the subject area to a set of aims and 
objectives to be met by the investigation. It also makes reference 
to several problem issues encountered because of the nature of the 
research proposal.

Choosing potential host organizations and the problems inherent in 
that activity are the first issues addressed in chapter four. 
Attention is then devoted to the task of approaching those organiz
ations. Again, the difficulties experienced are highlighted. Then, 
stimulated by the problems and difficulties witnessed at this stage 
of the research process, there is a general discussion of the 
compromises that are characteristically made in relation to both 
research setting and overall research design. Finally, there are 
descriptions of the four organizations in which data was collected.
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Chapter five addresses methodological issues and is divided into 

four sections. Here, attention is given, in turn, to the 
development of a methodological stance, the research design, 
the research procedure, and the experience of conducting research.

The next six chapters are concerned with the results of the study. 
Chapter six addresses some preliminary matters and forms an 
introduction to the results which follow. Chapter seven is 
entitled "Reactions To Rapid Change As A Social Phenomenon" and 
examines the final data category grouping of "Collective Reactions". 
The final data category grouping of "Individual Experience - 

Positive" is the subject of chapter eight which is concerned with 
pleasant experiences of work within rapidly changing organizations. 
Unpleasant experiences which were reported are presented in chapter 
nine which is centred upon the final data category grouping of 
"Individual Experience - Negative". Factors found to counteract 
unpleasant consequences are the topic of chapter ten which 
addresses the final data category grouping of "Individual Experience 
Counteraction Factors". The remaining final data category grouping, 
"Individual Experience - The Role Of Communications", is examined 
in chapter eleven which is concerned with communications within 
rapidly cheuiging organizations.

Chapter twelve takes the form of a discussion and consolidates the 
contents of the thesis.

To avoid any unnecessary clumsiness in style, masculine pronouns are
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used in each chapter of this thesis except when referring to 
specific instances where females are involved. Consequently, "he" 
should be taken to mean "he or she"; "his" as "his or hers"; and 
so on.
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CHAPTER TWO: THE WORK OF ALVIN TOFFLER (1970): A REVIEW AND AN

APPRAISAL

In chapter one it was pointed out, with little detailed explanation, 

that the work of Toffler (1970) was a major stimulus behind the 

decision to conduct research into subjective experiences of work 

within organizations undergoing considerable change. Because of the 

importance of Toffler's writings within the context of the present 

study, it was felt most appropriate to devote a separate chapter to 

his work. This is an essential preliminary to describing the 

development of the research idea which will be the purpose of 

chapter three.

The current chapter is divided into two main sections.

In the first section, the work of Toffler (1970) relevant to the 
present study is reviewed. This section is solely concerned with a 

description of Toffler's ideas. The intention is to demonstrate 

their potency as an inspirational force for empirical research.

With section two, the content of this chapter ceases to be purely 

descriptive, and attention is given to an appraisal of this popular 

author's claims. The need for such a critique appeared obvious to 

me. It did not seem academically acceptable to take the contentions 

of any author as the major point of departure for a research effort 

without first evaluating those claims and making my position known in rel

ation to them. It was felt necessary to demonstrate what weaknesses 

were considered inherent in the source of inspiration and in what ways
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these shortcomings were seen as pertinent to the project under 
development. A critical evaluation of this nature was also thought 
apt given the intention to reassess Toffler's ideas in the light of 
my findings.

In total, these two sections are included to generally "set the 
scene" in terms of the foundations of the current study.

As a final measure, the content of this chapter is summarized.
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SECTION ONE: A REVIEW OF TOFFLER'S (1970) WORK

Toffler's (1970) work is now reviewed. For purposes of clarity, this 

section is sub-divided, with the views propounded by this popular 

writer being detailed under a number of headings. The review starts 

with a short description of the basic theme of his argument and 

its relevance to organizational settings. The features of life 

within the ”Ad-hocratic" organizations, which Toff1er saw as evolving 

in response to external change, then receive attention. His notion 

of "future shock" and possible ways of overcoming its effects are 

next discussed. The writings and examples upon which Toff1er based 

his cirguments are noted throughout the account.

Toffler's Thesis

The underlying theme of Toffler's argument can be stated very simply. 

He set out to demonstrate that change within most spheres of our 

lives was occurring at an ever-accelerating rate. As time went on, 

he claimed, we were being subjected to more and more change. He 

commented it had to be accepted that:

"Change is the process by which the future invades our lives"
(1970, p.11).

With the future increasingly invading our lives in this way, Toffler 

proposed there would come a point where we could take no more. He 

suggested there were definite limits to the human capacity for 

adapting to change. When these limits were exceeded by the pace of 

change, undesirable consequences ensued. The result was future shock,
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According to Toffler, one part of our lives which the future would 
increasingly invade was the organizational sphere. Organizations 

would have to change more and more rapidly in response to ever- 
accelerating changes external to them. The organization would have 

to accommodate constantly cheinging technology, radically-changing 
consumption patterns, and many other pressures from external sources.

Toffler saw the conventional form of organization as totally 
inappropriate to conditions of substantial change. Flexibility and 
adaptability would be essential. He stated his case as follows:

"So long as a society is relatively stable and unchanging, the 
problems it presents to men tend to be routine and predictable. 
Organizations in such an environment can be relatively permanent. 
But when change is accelerated, more and more novel first-time 
problems arise,and traditional forms of organization prove inadequ
ate to new conditions. They can no longer cope" (1970, p.129).

Therefore, in Toffler's view, it was not only individuals that had 
difficulty in coping. There came a point when even conventional 
types of organization could not keep up with the pace of change.
He went on to suggest that many traditional organizations had 
already reached their limits of adaptability and were being transformed 
into more flexible types:

"We are, in fact, witnessing the arrival of a new organizational 
system that will increasingly challenge, and ultimately supplant 
bureaucracy. This is the organization of the future. 1 call it 
'Ad-hocracy' " (1970, p.120).
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The Features Of "Ad-hocracy"

The features of the "Ad-hocratic" organizational form and Toffler's 
views concerning certain aspects of life within "Ad-hocracies" are 

now examined. In so doing, attention is devoted to organizational 

form and associated topics, the chahging role of the manager, social 
relations at work,job change, orientations to work, and positive 
implications, as these were the major issues addressed by Toffler.

Organizational form

Toffler considered the traditional forms of organization unsuitable 
for times of rapid and large-scale change. Many of his observations 
in this respect revolved around both the increasing importance 
assumed by time and the increasing element of novelty occurring;

"the acceleration of the pace of life (and especially the speed-up 
of production brought about by automation) means that every minute 
of 'down-time' costs more in lost output than ever before. Delay 
is increasingly costly. Information must flow faster than ever 
before. At the same time, rapid change, by increasing the number 
of novel, unexpected problems, increases the amount of information 
needed. It takes more information to cope with a novel problem 
than one we have solved a dozen or a hundred times before. It is 
the combined demand for more information at faster speeds that is 
now undermining the great vertical hierarchies so typical of 
bureaucracy" (197O, p.1 32 )0
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According to Toffler, therefore, it was problems of slow information 
flow that were at the root of the unsuitability of the conventional 

bureaucratic organization*.

When addressing the issue of the decline of bureaucracy, Toffler 
suggested a movement from a vertical to a lateral communication 
system would tend to occur as a natural process rather than by 
design. Organization members, becoming frustrated by the time taken 
to get things done via the hierarchical structure, would take 
short cuts to speed up the process. They would communicate with 

people at their own level rather than transmit the message up the 
hierarchy and wait for it to laboriously find its way down again.
The effect of this process would be higher managers being denied 
the opportunity to make decisions. As Toffler suggested:

"When the worker by-passes his foreman or supervisor and calls in a 
repair team, he makes a decision that in the past was reserved for 
these 'higher-ups' " (197O, p.133).

The characteristics of the ideal-type bureaucracy were first 
formulated by Max Weber. For the purposes of this review it 
it sufficient to detail these characteristics as:
1 A division of labour based upon functional specialization.
2 A well-defined hierarchy of authority.
3 A system of rules covering the rights and duties of employees.
4 A system of procedures for dealing with work situations.
5 Impersonality of interpersonal relations.
6 Promotion and selection based on technical competence.
A more detailed coverage may be found in chapter eight of 
Gerth, H.H. and Mills, C.W. (Eds) (1958). From Max Weber:
Essays In Sociology. New York: Oxford University Press.
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He saw this process, in turn, leading to the decline of the 

bureaucratic structure;

"The cumulative result of such small changes is a massive shift 
from vertical to lateral communication systems. The intended 
result is speedier communication. This levelling process, however, 
represents a major blow to the once-sacred bureaucratic hierarchy, 
and it punches a jagged hole in the 'brain and hand' analogy. For 
as the vertical chain of command is increasingly by-passed, we 
find 'hands' beginning to make decisions, too" (1 9 7 0, p.1 3 3).

Toffler continued to argue that this change in the locus of 

decision-making represented a shift in power. However, he suggested 
this movement in power would not be so great as that resulting 
from another phenomenon of rapid change;

"This silent but significant deterioration of hierarchy .... is 
intensified by the arrival on the scene of hordes of experts - 
specialists in vital fields so narrow that often the men on top 
have difficulty understanding them" (1970, p.1 3 3).

The claim was that, especially associated with technological 
developments, there had emerged many highly specialized disciplines 

of which managers and other senior organizational officials could 
not hope to gain an in-depth understanding. This put the experts 
into a rather powerful position for:

"Increasingly, managers have to rely on the judgement of these experts., 
such men are assuming a new decision-making function. At one time, 
they merely consulted with executives who reserved onto themselves 
the right to make managerial decisions. Today, the managers are losing 
their monopoly on decision-making" (Toffler 1970, p.133).
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A further consequence of the decline of bureaucracy was, according 

to Toffler, the problem of individual adaptation to the new Ad
hocratic organizations. The desirability of the Ad-hocratic 

structure was argued to rest with its inherent flexibility and 

adaptability. Toffler proceeded to paint a picture of a somewhat 
chaotic state of organizational affairs:

"In short, the organizational geography of super-industrial society 
can be expected to become increasingly kinetic, filled with 
turbulence and change. The more rapidly the environment changes, 
the shorter the life span of organization forms .... we are moving 
from long-enduring to temporary forms, from permanence to 
transience" (1 9 7 0, p.1 3 0).

It was clear that such claims made by Toffler were based upon the 
work of Bennis (1966b). The argument of Bennis was that constant 
adaptation to different demands resulted in an organization which 
was essentially temporary in nature. As he explained:

"The key word will be 'temporary'; there will be adaptive, rapidly 
changing temporary systems. These will be organized around problems- 
to-be- solved. The problems will be solved by groups of relative strangers 
who represent a set of diverse professional skills. The groups 
will be conducted on organic rather than mechanical models; they will 
evolve in response to the problem rather than programmed role 
expectations .... Adaptive, temporary systems of diverse specialists, 
in organic flux, will gradually replace bureaucracy as we know it"
(1966b, p.1 2),

Toffler's argument suggested that for people reared in slow-moving 
organizations this kind of ever-changing situation would prove 

difficult to grasp. Individual adaptation would become a problem:

"Man will encounter plenty of difficulty in adapting to this new- 
style organization" (1 9 7 0, p.120).
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Indeed, Toffler went on to highlight a paradox associated with the 
rise of the Ad-hocratic organization:

"The introduction of Ad-hocracy increases the adaptability of 
organizations; but it strains the adaptability of men" (1970, p.143).

The work of Burns and Stalker (1 9 6I) was cited by Toffler as evidence 
of the consequences of the problem of individual adaptation to 
rapidly changing organizations. He quoted these authors as 
acknowledging :

"Frequent adaptation .... happened at the cost of personal 
satisfaction and adjustment. The difference in the personal tension 
of people in the top management positions and those of the same age 
who had reached a similar position in a more stable situation was 
marked" (1970, p.143).

The changing role of the manager

It has already been acknowledged that Toffler predicted a change in 
the role of management as a direct consequence of the decline in 
bureaucracy and the influx of many experts in vital but highly 
specialized fields. The result of these occurrences was argued to be 
a decrease in management decision-making activities. Toffler also 
claimed that the demands of rapid change would necessitate a change 
in certain other elements of the management role. He saw that 
coordination and communication would become very important activities 
in the Ad-hocracy:

"Executives and managers in this system will function as coordinators 
between the various transient work teams. They will be skilled in 
understanding the jargon of different groups of specialists, and they
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will communicate across groups, translating and interpreting the 
language of one into the language of another" (1 9 7 0, p.1 3 7).

Thus, according to Toffler, some crucial aspects of the role of the 
manager would radically alter in the Ad-hocratic organizations.

Social relations at work

When describing the state of Ad-hocratic organizational affairs, 
Toffler observed:

"The high rate of turnover is most dramatically symbolized by the 
rapid rise of what executives call 'project* or 'task force' 
management. Here the teams are assembled to solve specific short
term problems. Then .... they are disassembled and their human 
components re-assigned. Sometimes these teams are thrown together 
to serve only for a few days. Sometimes they are intended to last 
a few years. But unlike the functional departments or divisions of 
a traditional bureaucratic organization, which are presumed to be 
permanent, the project or task-force team is temporary by design".
(1 9 7 0, p.1 2 6).

He went on to emphasize the image of the organization member always 
on the move:

"And people, instead of filling fixed slots in the functional 
organization, move back and forth at a high rate of speed. They 
often retain their functional 'home base' but are detached repeatedly 
to serve as temporary team members" (1 9 7 0, p.1 2 9).

It has already been acknowledged that the work of Bennis was apparently 
instrumental in moulding Toffler's ideas with regard to the nature of 
the temporary organization. Earlier, Bennis was quoted as intimating 
that organization members would constantly find themselves arranged in
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groups of "relative strangers". This claim appeared to suggest 

there would be no real opportunity to form lasting social relation

ships at work. Toffler saw this state of affairs as most problematic 

when he quoted Bennis as claiming;

"Coping with rapid change, living in temporary work systems, setting 
up (in quick-step time) meaningful relations - and then breaking them 
- all augur social strains and psychological tensions" (1 9 7 0, p.l43).

Thus, in Toffler's view, the ephemeral nature of social relations 
within the Ad-hocratic organization was a problematic issue.

Job change

Earlier it was seen that Toffler suggested there would be more 
decision-making at lower levels of the organization. He reiterated 
this point, indicating that many jobs would become larger as they 
embraced a decision-making function;

"Super-industrial Man, rather than occupying a permanent, clearly- 
defined slot and performing mindless routine tasks in response to 
orders from above, finds increasingly that he must assume decision
making responsibility - and must do so within a kaleidoscopically 
changing organization structure built upon highly transient human 
relationships" (197O, p.1 3 5).

As well as changes in the levels of decision-making for all 
organization members, Toffler also predicted that there would be 
more fundamental changes in the nature of jobs as individuals found 

it increasingly necessary to cease confi ning their activities to 
narrow fields:
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"Just as the vertical hierarchies of bureaucracy break down under 
the combined impact of new technology, new knowledge, and social 
change, so too, do the horizontal hierarchies that have until now 
divided human knowledge. The old boundaries between specialties 
are collapsing. Men increasingly find that the novel problems 
thrust at them can be solved only by reaching beyond narrow 
disciplines" (1970, p.l40).

Orientations to work

Before commencing a review of what Toffler said in respect of 
orientations to work in the Ad-hocratic organizations the concept 
of orientations to work should be clarified for, as Bennett(1978 a) 

pointed out:

"An examination of some of the literature reveals some degree of 
confusion and controversy concerning not only the meaning of this 
concept but also its significance and importance in the work and 
organizational setting" (p.3 3 8).

Goldthorpe et al. (1968) commented that the term orientation to work 
revolved around the meaning work had to the individual and, as 
such, needed to take into consideration the set of wants and expect
ations relative to his employment. Similarly, Bennett (1974) offered 
an operational definition of the topic as being:

"an expression of how the individual views his situation in terms of 
what he desires from it and the extent to which he expects these 
desires to be achieved or not" (p.1^1).

From the above observations, it would appear that the critical 

components of an orientation to work have been concluded to be the 

desires and expectations of the individual along with the overall
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meaning of work to him.

Toffler contended that the constantly changing organization would 

result in a changed meaning of work characterized by a marked 

decrease in loyalty and commitment:

"In place of permanence, we find transience - high mobility 
between organizations, never ending re-organizations within them and 
a constant generation and decay of temporary work groupings. Not 
surprisingly, we witness a decline in old-fashioned 'loyalty' to 
the organization and its substructures" (1 9 7 0, p.139).

"Thus we find the emergence of a new kind of organization man - a 
man who, despite his many affiliations, remains basically uncommitted 
to any organization. He is willing to employ his skills and 
creative energies to solve problems with equipment provided by 
the organization, and within temporary groups established by it.
But he does so only so long as the problems interest him. He is 
committed to his own career, his own self-fulfilment" (1970, PP. 
l4l - 142).

Once more Toffler's opinions were clearly based upon the writings 
of Bennis who addressed the issue of the orientations to work of 
the professional experts he predicted would increasingly fill the 
ranks of the new-style organizations. Bennis (1966b) claimed there 
would be a decline of "organization man" and a rise of "professional 
man". These new organization members would have a different 
orientation to work:

"They seemingly derive their rewards from inward standards of 
excellence, from their professional societies and from the intrinsic 
satisfaction of their task. In fact, they are committed to the task, 
not the job; to their standards, not their boss. And because they 
have degrees, they travel. They are not good 'company men'; they 
are uncommitted except to the challenging environments where they 
can 'play with problems’ " (Bennis 1966b, p.25).
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Positive implications

Although the majority of Toffler's claims were somewhat pessimistic 

he did imply one positive consequence of life within the Ad-hocratic 
organization. He frequently referred to the liberating effect that 

constant change could have for the individual:

"instead of being trapped in some unchanging, personality - smashing 
niche, man will find himself liberated" (1 9 7 0, p.120).

"the very temporariness of his relationships with organization frees 
him from many of the bonds that constricted his predecessor. 
Transience, in this sense, is liberating" (1970, p.143).

Future Shock

To recapitulate the discussion so far, Toffler was basically 
arguing that as the external environment changed in an ever- 
accelerating manner, organizations, if they were to survive, would 
have to adopt forms which afforded a high degree of flexibility.
In moving towards the adaptable "Ad-hocratic" form of organization, 

there were several specific changes he predicted. Channels of 
information flow would be altered along with decision-making activities, 

The role of the manager would change as would the nature of social 
relations at work. Job size and scope would be affected. In 
addition, orientations to work would shift. He saw the purpose of 
all such changes as to increase the organization's potential for 

accommodating further change. While Toffler highlighted the 

occasional benefit of a great deal of change within the work
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environment, his overall message was that considerable change 
could be experienced by individuals as disturbing. Exceeding 
the limits of adaptation to change, he observed, produced a 
condition of future shock. It is this notion towards which 

attention is now turned.

A discussion of future shock is made slightly problematic by the 

fact that Toffler was not altogether clear or precise in the manner 
in which he described the cause of this phenomenon.

At one stage he suggested:

"We may define future shock as the distress, both physical and 
psychological, that arises from an overload of the human organism's 
physical adaptive systems and its decision-making processes. Put 
more simply, future shock is the human response to overstimulation"
(1 9 7 0, p.2 9 7).

Apparently, the claim was that people had certain limits with regard 
to their ability to both adapt to situations and to make decisions. 
Where low rates of adaptation and few decisions were required, the 
individual had no problems. Higher rates which exceeded the 

individual's limits of adaptation and decision-making capability 
produced conditions of overstimulation which resulted in him 
becoming distressed. At a later stage, Toffler reiterated this 
definition of future shock in a more terse manner:

"Future shock is the response to overstimulation. It occurs when the 
individual is forced to operate above his adaptive range" (1 9 7 0,
p.3 1 3).
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Elsewhere, Toffler indicated that the overstimulation to which 
he referred was the result of the impact of considerable change 
upon the individual. Hence, changes of great magnitude became the 
key producers of the condition of future shock:

"there are discoverable limits to the amount of change that the 
human organism can absorb, and that by endlessly accelerating 
change without first determining these limits, we may submit masses 
of men to demands they simply cannot tolerate. We run the high 
risk of throwing them into that peculiar state that I have called 
future shock" (1 9 7 0, p.297).

Therefore, Toffler was apparently claiming it was the quantity of 
change that the individual encountered which, when it exceeded 
certain levels, could produce future shock. This portrait of 
future shock was later repeated by Toffler:

"man remains .... a biosystem with a limited capacity for change. 
When this capacity is overwhelmed, the consequence is future shock" 
(1970, p.311).

In another part of his writings, Toffler qualified this notion by 
adding a factor of time into the equation:

"the shattering stress and disorientation that we induce in 
individuals by subjecting them to too much change in too short a 
time" (1 9 7 0, p.12).

It is probably best if the salient points of these various descriptions 

are extracted to obtain a more accurate notion of the phenomenon. It 
seems in order to summarize Toffler's concept of future shock as a 

physical and psychological disturbance experienced when an individual's
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limits of adaptation to change are exceeded by the occurrence of 
a great deal of change within a short time. The magnitude and
rapidity of change are the crucial factors.

At this point it is important to acknowledge that the work of
Toffler implied that it was a combination of sizeable and rapid
change within all spheres of an individual’s life that was likely 
to give rise to future shock. The discussion in this chapter has 
been confi ned to only one sphere of life that is subject to change. 
However, according to Toffler's definitions, it seems quite in 
order to assume that rapid change of great magnitude within one 
sphere of an individual's life could produce future shock if it 
was sufficient to exceed the limits of adaptation. There is also 
the possibility, as many of us spend a large proportion of our 
lives working within organizations, that change within this sector 
could be a predominant cause of future shock (if and when it occurs), 

particularly where work is a "central life interest" (Dubin 1956).

Toffler referred to both physical and psychological dimensions of 
future shock. Before exploring these dimensions in an effort to 
understand more fully the concept of future shock, it is worthwhile 
referring to a summary of the symptoms which Toffler ascribed 
to the condition:

"Its symptoms also vary according to the stage and intensity of the 
disease. These symptoms range all the way from anxiety, hostility 
to helpful authority, and seemingly senseless violence, to physical 
illness, depression and apathy. Its victims often manifest erratic 
swings in interest and life style, followed by an effort to 'crawl 
into their shells'through social, intellectual and emotional 
withdrawal. They feel continually 'bugged' or harassed, and want
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desperately to reduce the number of decisions they must make" 
(1970, p.297).

The physical dimension of future shock

This dimension was concerned with changes in body chemistry which 
Toffler felt a changing and increasingly novel environment could 

bring about.

Having reviewed the work of researchers such as Hinckle, Holmes, 
Arthur, Rahe, and McKean, which indicated that those with rapidly 
changing lives were more likely than others to be ill, Toffler 

commented;

"one lesson already seems vividly clear: change carries a
physiological price tag with it. And the more radical the change, 
the steeper the price" (1970, p.3 0 3).

The ultimate price was death. Toffler supported this claim with 
evidence that people who were subjected to a tremendous one-off 
change (death of spouse) frequently died themselves within the 
following year or so.

It was his contention that to understand why change should produce 
physiological disorders of this magnitude required a journey into 
the realms of animal biology and an acquaintance with the concept 
of "orientation response" (OR). He noted that changes in the 
environment produced an animal response in man that prepared him 

for fight or flight. Adrenalin was pumped into the system, heart
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rate increased, the hands became cold, and muscle tone rose. This 

was the orientation response.

"Novelty, therefore - any perceptible novelty - touches off explos
ive activity within the body, and especially the nervous system. 
OR's fire off like flashbulbs within us, at a rate determined by 
what is happening outside us. Man and environment are in constant, 
quivering interplay" (Toffler 1970, p.307).

The claim was that subjecting the body to continuous responses of 
this nature, brought about by constant, novelty-producing change, 

would be stressful to the body. It was argued that the OR was 
just the initial stage of a full "adaptive reaction" producing 
radical changes in body chemistry. Frequent adaptive reactions 
would seriously stress the body and could give rise to physiological 
disorders.

The psychological dimension of future shock

This dimension was basically concerned with overstimulation induced 
by change.

Toffler quoted Berlyne as saying:

"The central nervous system of a higher animal is designed to 
cope with environments that produce a certain rate of .... 
stimulation .... It will naturally not perform at its best in an 
environment that overstresses or overloads it" (1970, p.3 1 2).
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He also observed that experiments with individuals in conditions 
of sensory deprivation had, on the other hand, shown that the 
absence of stimulation was extremely disturbing. Thus, it appeared 
that there was an optimal level of stimulation for which individuals 

would strive. What happened if increasing novelty produced 

stimulation above this level? Having reviewed various examples, 
Toffler devoted attention to the characteristic stages through 

which the overstimulated individual passed:

"First, we find the same evidences of confusion, disorientation, or 
distortion of reality. Second, there are the same signs of 
fatigue, anxiety, tenseness, or extreme irritability. Third, in 
all cases there appears to be a point of no return - a point at 
which apathy and emotional withdrawal set in.
In short, the available evidence strongly suggests that 
overstimulation may lead to bizarre and anti-adaptive behaviour"
(1 9 7 0, p.3 1 6).

Toffler continued to state that overstimulation could occur on at 
least three different levels; sensory, cognitive, and decisional.

When discussing sensory overload, he maintained:

"The limitations of the sense of organs and nervous system mean 
that many environmental events occur at rates too fast for us to 
follow, and we are reduced to sampling experience at best. When the 
signals reaching us are regular and repetitive, this sampling 
process can yield a fairly good mental representation of reality.
But when it is highly disorganized, when it is novel and unpredict
able, the accuracy of our imagery is necessarily reduced. Our 
image of reality is distorted. This may explain why, when we 
experience sensory overstimulation, we suffer confusion, a blurring 
of the line between illusion and reality" (1970, p.3l8).
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Toffler claimed that as novelty in the environment increased 
there was a need for more information to make effective decisions. 
He then proceeded to argue that the presence of increasing amounts 
of information to be processed could cause cognitive overload.
This argument was developed by noting that there was a maximum 

level of information that could be taken in by an individual and 

successfully processed. Toffler continued to quote Miller as 
saying:

"Glutting a person with more information than he can process may 
lead to disturbances" (1 9 7 0, p. 3 2 1) .

Such disturbances were reported to come in the form of mental 
disorders. To provide supportive evidence for this claim, Toffler 
referred to an experiment designed to compare normals and 
schizophrenics in completing a word association test. One group 
of normals were made to operate under conditions of rapid inform
ation input. This group’s responses were more like those of 
schizophrenics than of the self-paced normals.

Turning attention to decisional overload, Toffler commenced by 
suggesting that there were two types of decision that we made.
The "programmed" decision was one that related to routine, 
repetitive situations. Such decisions were made automatically, 
without deliberation. "Non-programmed" decisions were called for 
when novel situations were encountered. It was Toffler's contention 

that the decisions we made were a blend of these two types. He 
continued to observe:
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"If this blend is too high in programmed decisions, we are not 
challenged; we find life boring and stultifying. We search for 
ways, even unconsciously, to introduce novelty into our lives, 
thereby altering the decision 'mix’. But if this mix is too high 
in non-programmed decisions, if we are hit by so many novel 
situations that programming becomes impossible, life becomes 
painfully disorganized, exhausting and anxiety-filled. Pushed to 
its extreme, the end-point psychosis" (1970, p.324).

At times of rapid change, the argument continued, the direction 
would be towards non-programmed decisions which were likely to 
produce disturbances within individuals.

Coping Behaviour

After discussing the physiological and psychological dimensions of 
future shock. Toffler proceeded to acknowledge strategies that 
individuals might adopt to alleviate the effects of the disease. 
However, in the event of using these coping techniques, further 
negative consequences were claimed to ensue.

The first coping strategy was that of the "Denier":

"The Denier’s strategy is to ’block out’ unwelcome reality. When 
the demand for decisions reaches a crescendo, he flatly refuses to 
take in new information .... His strategy for coping increases 
the likelihood that when he finally is forced to adapt, his 
encounter with change will come in the form of a single massive 
life crisis, rather than a sequence of manageable problems"
(1970, p.326).

The "Specialist’s" strategy for coping differed in that:
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"The Specialist doesn't block out all novel ideas or information. 
Instead, he energetically attempts to keep pace with change - but 
only in a specific narrow sector of life .... He may awake one morning 
to find his specialty obsolete or else transformed beyond recognition by 
events outside his field of vision" (1970, p.327).

Another method of coping embodied itself in the tactics of the 
"Reversionist":

"The Reversionist sticks to his previously programmed decisions and 
habits with dogmatic desperation. The more change threatens from 
without, the more meticulously he repeats past modes of action .... 
Instead of adapting to the new, he continues automatically to apply 
the old solutions, growing more and more divorced from reality as he 
does so" (1 9 7 0, p.3 2 7).

The final coping strategy suggested by Toffler was that of the 
"Super-Simplifier" who:

"seeks a single, neat equation that will explain all the complex 
novelties threatening to engulf him .... The Super-Simplifier, 
groping desperately, invests every idea he comes across with univer
sal relevance - often to the embarrassment of the author" (1 9 7 0, p.3 2 8)

On the overall topic of coping strategies, Toffler made one last and 
pessimistic observation:

"the future-shock victim who does employ these strategies experiences 
a deepening sense of confusion and uncertainty. Caught in the turb
ulent flow of change, called upon to make significant, rapid-fire 
life decisions, he feels not simply intellectual bewilderment, but 
disorientation at the level of personal values. As the pace of change 
quickens this confusion is tinged with self-doubt, anxiety and fear.
He grows tense, tires easily. He may fall ill. As the pressures 
relentlessly mount, tension shades into irritability, anger, and some
times, senseless violence. Little events trigger enormous responses; 
large events bring inadequate responses" (1 9 7 0, p.3 3 0).
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SECTION TWO; AN APPRAISAL OF TOFFLER'S (1970) WORK

The present section makes an appraisal of Toffler's work by drawing 
attention to its major weaknesses under a number of appropriate, 
and somewhat interlinked, headings.

The Nature Of Toffler's Writings

The writings of Toffler were taken to basically represent the work 
of a popular author wishing to produce sensational and dramatic 
reading material. From the excerpts quoted in this chapter to date, 
there is clear evidence,in my opinion, of his work having great 
appeal as an exciting and stimulating text. However, it could not 
really be accepted as a scientific or rigorous piece of work.

Perhaps one of the biggest distinctions between Toffler's writings 
and an academic publication is that Toffler was apparently content 
to present a purely one-sided argument. He gave no consideration 
for factors that would prevent his claims coming to fruition. To 
support this contention, 1 refer to Toffler's remarks concerning the 
movement from vertical to lateral communications within organizations, 
His argument was most convincing until one considers factors which 
might be present and which could prevent this change in pattern of 
communication. For instance, Toffler appeared to take it for granted 
that the workforces of organizations were exceptionally enthusiastic. 

He saw them becoming frustrated by the time taken to get things done 
via a hierarchical structure and taking short cuts to speed up the 
process. While there may be organizational members who react in this
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manner, I feel it could equally be predicted that people would not 
wish to speed up any decision-making activities. However, such an 
observation did not fall in line with Toffler's overall argument 
and was consequently ignored. Similarly, the effects of union 
activities such as demarcation and custom and practice did not 
receive attention but could be crucial factors in ensuring that 
lateral communication did not develop, and the "higher-ups" retained 
their decision-making duties.

On similar lines, Toffler exhibited a tendency to take the work of 
other writers, which gave support to his contentions, at face value.
His approach was to simply cite evidence when it lent support to 
the claims he put forward. He made no attempt to closely examine 
this evidence and critically evaluate it.

Even when commenting upon basic concepts, Toffler presented a very 
one-sided discussion. For instance, while discussing the physical 
dimension of future shock, he implied it was the high level of 
orientation responses that a changing environment produced which 
would result in physiological disorders. However, it would appear 
from the description of orientation response that there would be a 
relatively high incidence even in stable environments. An individual 
could be startled by a sudden noise, a sudden movement, and so on.
There would be an orientation response without the conditions of 
constant change to which Toffler referred.

Likewise, when commenting upon the psychological dimension of future 

shock, Toffler's argument was based upon the probability of individuals
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being overstimulated by novelty-producing change. He did not devote 
any discussion to the issue of individuals being selective in 
their perception. It would appear that if we took in all available 
information from a static environment (i.e. one not undergoing the 

rapid changes referred to by Toffler), the result would also be 

sensory and cognitive overload. Again we find that Toffler mainta
ined a blinkered outlook giving no thought to alternative viewpoints 
not offering support for his thesis.

A further contrast between an acceptable academic publication and 
Toffler’s writings is that the latter was most rhetorical in 
nature, making many exaggerated and extreme claims. It has already 
been noted that Toffler said of the "Specialist":

"He may awake one morning to find his specialty obsolete or else 
transformed beyond recognition by events exploding outside his field 
of vision" (1970, p.327).

While most effective in getting the message across to the reader, it 
is felt such observations are excessive. Similarly, Toffler implied 
that any reorganization of a business enterprise warranted the 
conclusion that a totally new organization had been created. As he 
argued:

"An organization, after all, in nothing more than a collection of 
human objectives, expectations, and obligations. It is, in other 
words, a structure of roles filled by humans. And when a re-organization 
sharply alters this structure by redefining or redistributing these 
roles, we can say that the old organization has died and a new one 
has sprung up to take its place. This is true even if it retains the 
old name and has the same members as before" (1 9 7 0, pp. 121 - 122).
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Again, this appeared to be a rather extreme claim, designed solely

to add further emphasis to Toffler's case.

Lack Of Clarity And Precision With Regard To Major Concepts

While discussing Toffler's concept of future shock, it was noted
that he was not altogether clear or precise in the manner in which

he described the occurrence of this crucial phenomenon. He stated 
at various points that future shock was a response to overstimulation; 
the effect produced when the human organism was subjected to large 
quantities of change; and a result of experiencing too much change 
in too short a time. Although these various descriptions of the 
occurrence of future shock were all obviously linked, there was a 
marked absence within Toffler's work of a clear definition of the 
term and a precise description of the factors producing the disease.

While attempting to define future shock, Toffler even appeared 
guilty of tautology. For instance, he commented:

"Future shock is the response to overstimulation. It occurs when 
the individual is forced to operate above his adaptive range" 
(1970, p.3 1 3).

From such comments we do not get to the heart of the notion of 
future shock. We are apparently left with the acknowledgement 

that "overstimulation is overstimulation".

To clarify the concept of future shock, it may be recalled that 1 
took the liberty, in section one, of deducing that the condition
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was a physical and psychological disturbance experienced when an 

individual's limits of adaptation to change were exceeded by the 
occurrence of a great deal of change within a short time. It was 
the magnitude and rapidity of change that Toffler indicated as the 

critical elements necessary for the incidence of future shock.

Lauer (1974) suggested that one crucial variable that Toffler had 
apparently overlooked was kind of change. By kind of change Lauer 

(1 9 7 4) was referring to the perceived desirability of, and control 
over, change. His hypothesis was that if an individual perceived 
change as desirable and/or under his control, future shock would 
be moderated, though not negated. When testing the future shock 
thesis at a societal level, Lauer (1974) found his hypothesis was 
supported in relation to perceived desirability, but not with 
respect to perceived control over change.

Indeed, when Toffler's work is closely examined it becomes apparent 
that he devoted little attention to the whole notion of change. 

Throughout his work, Toffler discussed change without really 
stating what he meant by this term. It may appear to some that I 
am now being over-critical. Surely everyone is aware of what is 
meant by change to the extent that a definition becomes redundant. 
However, in the next chapter, it is shown that several theorists 
have highlighted the complexity of the concept of change. Many 
writers have continued to delineate some distinguishable types 

of change, indicating that it is inadmissible to simply talk of change 
without a qualification as to the type of change under discussion.
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Toffler's work contained no such references to type of change. For 
him the key issues were stated to be magnitude and rapidity of 

change. The inadequacy of Toffler's references to change can be 
illustrated by examining one of his descriptions of the occurrence 

of future shock. Toffler saw future shock as;

"the shattering stress and disorientation that we induce in 
individuals by subjecting them to too much change in too short a 
time" (1 9 7 0, p.12).

If this change is one of the alpha type, using Golembiewski, 
Billingsley and Yeager's (1976) terminology, it becomes difficult 
to appreciate how shattering stress and disorientation will result. 
For instance, we might subject a worker to a great deal of alpha 
change in a very short time by ensuring that the temperature of 
the factory is constantly fluctuating by a few degrees throughout 
the working day. We would not expect future shock, as described 
by Toffler, to be a consequence of such change. Therefore, it seems 
in order to conclude that Toffler was not sufficiently clear and 
precise in his coverage of another major concept; that of change.

Returning to the above quote, it may be noted that the reader is 
left to deduce what constitutes "too much change" and "too short 
a time". This was a recurrent theme within the writings of 
Toffler and once more represented inadequate attention to clarity 
and precision with regard to major concepts.
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Inconsistencies In Toffler's Arguments

It is not difficult to spot several inconsistencies in the claims 
of Toffler which generally reduce the credibility of his work.
For instance, he went to great lengths to describe how organizations 
would take on an Ad-hocratic form to ensure an ability to adapt 
to changing external conditions. Elsewhere, he commented upon a 
changing orientation to work with organization members becoming less 
loyal and committed. It appears difficult to reconcile these two 
observations. We have a picture of individuals who are becoming 
increasingly disloyal and uncommitted to the organization and yet 
they are taking positive steps to ensure the organization is 
changed to a form that will assist in maintaining a high level of 
success in changing conditions. These latter actions seem consis
tent with a definite commitment and loyalty towards the corporate 
entity.

On similar lines, Toffler observed that individuals would become 
more committed to their own careers and self-fulfilment. However, 
he later implied that managers and executives would become threat
ened by the increasing decision-making power of experts and 
specialists. Why, if the prime concern of managers and executives 
was career advancement and self-fulfilment, would experts be employed 
in the first place, and then be allowed to play increasing roles in 
decision-making? The answer appears to be that these individuals 

would be equally committed to organization success.
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On the topic of the influx of increasing numbers of experts, we 

find, at one point in Toffler's writings, a claim that the trend 
would be towards increased specialization of jobs. However, at 

another point, Toffler made it clear that he felt individuals 

would find it increasingly necessary to cease confining their 
activities to narrow fields.

Another inconsistency is found in Toffler's apparent uncertainty 
with regard to how people would react to life within the Ad-hocratic 
organization. On the one hand, he claimed:

"Man will encounter plenty of difficulty in adapting to this new 
style organization" (1 9 7 0, p.1 2 0).

However, he also implied that the features of the Ad-hocracy
would be most welcome to the individual as they provided a liberating

effect.

The Evidence Cited By Toffler

There are some weaknesses in respect of the evidence Toffler cited 
to support his arguments and the manner in which he used this 
evidence.

Some of his claims appear to have had their foundations on little 
more than casual conversation. For example, while providing 
supportive evidence for the accelerating rate of change within the 
organizational sphere, Toffler made reference to changes in the
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structure of some U.S.government departments. At this point, he 
commented:

"During the height of this reshuffling, one official, who happens 
to be a friend of mine, used to leave a note behind for her 
husband each morning when she left for work. The note consisted of
her telephone number for that day. So rapid were the changes that
she could not keep a telephone number long enough for it to be
listed in the departmental directory" (1 9 7 0, pp. 124 - 125).

Such anecdotal passages could not be criticized if they were used 
merely for illustration alone. However, the impression gained 
from reading Toffler's work is that such examples provided a 
large part of the foundations upon which his subsequent generaliza
tions rested.

Other points raised by Toffler clearly had their foundations upon 
conversations with specialists. This practice of interviewing 
authorities in the fields under study is basically commendable. 
However, I have my reservations with regard to the context in which 
some of these comments were made. Unlike with a published work, 
where the source can be located and examined, we are left unaware 
of the context of excerpts from talks with prominent figures. These 
reservations have arisen from my observations relating to Toffler's 
use of published works.

When referring to the sources of other authors' works cited by 
Toffler, there is evidence to suggest he had a tendency to make 

interpretations in a manner designed to add further substance to 
his claims. While his quotes were always accurate, the observations
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of many writers appeared to have been "stretched" by Toffler to 

accommodate his thesis. As an illustration, Toffler placed a 
heavy reliance upon the work of Holmes and Rahe as supportive 
evidence for his claims with regard to the physical dimension of 
future shock. These researchers were concerned with the effects 
of "life events" upon individuals and concluded, after a research 
study (Holmes and Rahe I9 6 7)» that the five major life events, in 
terms of the subsequent effort necessary to re-adjust to normal, 
were:

1 Death of spouse
2 Divorce
3 Marital separation
4 Jail term
5 Death of close family member

Commenting upon further studies by Holmes and Rahe, which were
based upon these findings, Toffler noted:

"those with high life-change scores were more likely than their 
fellows to be ill in the following year. For the first time, it 
was possible to show in dramatic form that the rate of change in a 
person’s life - his pace of life - is closely tied to the state 
of his health" (1970, p.3 0 0).

Lauer (1974) suggested one flaw in the eirgument was now apparent. 

Toffler*s generalizations about the effects of all changes upon 

people were based purely on evidence relating to changes in life 

circumstances (i.e. changes in family relationships, occupation, 
financial affairs, health, education, religion,and so on), which
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were special forms of change. The logic of Lauer’s (1974) obser

vation seems acceptable. It does not appear admissible to use 

evidence which concludes that individuals subjected to high rates 

of life changes, in the form of death of spouse, divorce, and so 
on, are frequently ill shortly afterwards, to deduce that high 

rates of all kinds of change will produce disorders.

Elsewhere, Toffler was seen to quote the work of Burns and Stalker 
(1 9 6 1) as providing evidence of the consequences of the problem of 
individual adaptation to rapidly changing organizations. It is 
true that they remarked about the increased personal tension 
present in organizations with a low degree of stability. However, 
these writers suggested that this personal tension was not 
altogether a bad thing. Instead of being complacent, the organiz
ation members were constantly alert. This had the added advantage 
of providing benefits for the effectiveness of the organization.

It appears that another weakness of Toffler's work was inherent in 
his tendency to cite the work of other authors as factual when 
they had claimed no more than to be offering opinions. A good 
example of this tendency can be seen with the manner in which 
Toffler cited the work of Bennis. It has been seen that much of 
Toffler's claims in respect of the nature and features of Ad-hocracy 
were based upon the "facts" presented by Bennis. However, Bennis 
left the reader in no doubt with regard to the status and limitations 

of his work:

"I have tried to prophesy, and that is always risky" (1966b, p.ix).
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Generalizations Based Upon Personal Opinions

Above, I criticized the work of Toffler for "stretching" the 

available evidence to accommodate the future shock thesis. An 

even greater weakness was apparent in parts of his writings. Here, 
his surguments appeared to be based on no clear evidence, with his 
generalizations seemingly being derived from personal opinion. The 
following extract is characteristic of this trend:

"In the United States everyone ’knows* that it is just such faceless 
bureaucrats who invent all-digit telephone numbers, who send out 
cards marked 'do not fold, spindle or mutilate’, who ruthlessly 
dehumanize students, and whom you cannot fight at City Hall"
(Toffler 1 9 7 0, p.1 1 9).

The claim was apparently not based upon any research study or survey 
to determine peoples' perceptions of bureaucrats. It seems that 
Toffler had taken his own opinions on the subject and transformed 
them into generalizations.

At other times it seemed that some of Toffler's convictions were 
based solely upon opinions produced by experiences within his own 

life* When commenting upon the problems of information flow within 
bureaucracy, for example, he apparently based his observations 
largely upon past experiences of work:

"While still a young man I worked for a couple of years as a 
millwright’s helper in a foundry .... In the immense shed where we 
worked, something was always going wrong. A bearing would burn out, 
a belt snap or a gear break. Whenever this happened in a section, 
work would screech to a halt, and frantic messages would begin to 
flow up and down the hierarchy. The worker nearest the breakdown 
would notify his foreman. He, in turn, would tell the production
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supervisor. The production supervisor would send word to the 
maintenance supervisor. The maintenance supervisor would dispatch 
a crew to repair the damage ..o. The information thus must move 
a total of four steps up and down the vertical ladder plus one 
step sideways before repairs can begin" (Toffler 1970, pp. 131 -132).

It would be unjustifiable to criticize any author for drawing upon 
his personal experiences for illustrative purposes or to provide 
support for his contentions. However, Toffler was not using this 
experiential data in such a way. For instance, in the context of 

his argument, the above example played a crucial role in Toffler's 
continuing generalizations relating to conditions and modes of 
operation in all bureaucracies. This seemed most open to criticism.

Philosophical Foundations Of Toffler*s Claims

In section one of chapter five reference is made to the epistemol- 
ogical and philosophical issues which form the basis of the stance 
of a researcher or writer in the social sciences. An appreciation 
of such matters, and in particular the controversy surrounding the 
paradigm of positivist objectivism, is necessary for an understanding 
of this aspect of the appraisal of Toffler's writings.

Toffler's work appears to have been rooted in the positivist 
tradition. He gave the impression of having the conviction that 
there existed an absolute body of knowledge, independent of the 
consciousness of individuals. That is, he appeared to make the 

subject-object distinction and, using Silverman's (1975) terminology, 
his writings were geared into describing "the way things are", 
with no importance being placed upon "the way we see things". Such
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an approach has come under a great deal of criticism from those 

operating within the phenomenological perspective. They have 
claimed that all truths are grounded within the conscious 
experiences of men. In the words of Manning (1979)î

"Within a phenomenological perspective, there is no single 'correct' 
reading of the external world, no proper way in which facts must 
be selected and presented, and no arrangement, emplotment or 
presentation, or encodation that is uncontrovertibly correct or 
valid" (p.6 6 0).

Toffler did notapparently acknowledge such claims. Nowhere in his 

work did he give consideration to the possibility of the same 
objective events of change having a variety of subjective meanings 
to different individuals. This was a major weakness for, as 
Westerlund and Sjostrand observed:

"The 'same' event oan be characterized in entirely different ways 
by different observerso.. * A true or objective picture of the 
event .... does not exist. The event is what it is described to be 
- even if a number of (varying) descriptions exist" (1979, p.1 7).

Accepting such a phenomenological argument leads to the conclusion 
that Toffler's claims rested upon very shaky foundations. His work 
described changes in detail and inferred that everyone would see 
the same picture of chaos as he painted. No consideration was given 
to the possibility of a multiplicity of viewpoints which could result 
in many individuals not perceiving events of change in the manner 
depicted by him. The crucial variable becomes not whether a great 

deal of change is objectively occurring in a short space of time, but 
how this occurrence is perc eived by individuals.
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Lauer (1974) also identified the weakness in Toffler's work of not 

taking into account individual perception, and subsequently 

modified the concept of future shock thus:

"in accord with the social - psychological principle that it is the 
way men define situations that is crucial for their behaviour, I 
will argue that stress is related to the perceived rate of change"
(p.51l).

Lauer’s (1974) contention was that it appeared plausible to assume 
that the perception of rate of change would be function of 
individual differences.

In fairness to Toffler, he did make a passing comment concerning 
the importance of individual differences:

"Different people react to future shock in different ways" (1970, 
p.297).

However, there was little evidence in his writings of an acknowledge
ment of the fact that individuals were different. His approach 
tended towards generalizations of how humans would react under 
conditions of change. To illustrate this tendency we may examine 
some of Toffler's observations concerning changes in orientation 
to work, and the rise of "Associative Man":

"Where the organization man was subservient to the organization. 
Associative Man is almost insouciant towards it. Where the organiz
ation man was immobilized by concern for economic security. 
Associative Man increasingly takes it for granted. Where the 
organization man was fearful of risk. Associative Man welcomes it" 
(1970, p.142).
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As well as the subject - object distinction, the positivist 
tradition also assumes a certain model of man which has been 

greatly criticised (see pp.l6l-l63)« In line with this approach, 
Toffler appeared to see man as a passive responder to stimuli.
An excerpt from his discussion of the inadequacies of bureaucracy 

can be used to illustrate a tendency to perceive man as not 
producing his environment but simply responding to it:

"just as the acceleration of change and increased novelty in the 
environment demand a new form of organization, they demand, too, 
a new kind of man.
Three of the outstanding characteristics of bureacracy were, as 
we have seen, permanence, hierarchy, and a division of labour. 
These characteristics moulded the human beings who manned the 
organizations" (197O, pp. 137 - 1 3 8).

This represents a model of man which is felt not to be true to the 
nature of the human condition. As all of Toffler's claims have 
their foundations upon such a concept of man, I feel a further 
major weakness of this popular author’s writings has been 
uncovered.
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SUMMARY

Toffler (1 9 7 0) suggested that organizations would have to become 
increasingly flexible as change occurred within the external 
environment at ever - accelerating rates. Both the transition to 

a much more adaptable organizational form and the end product of 
greater flexibility would, according to Toffler, have one clear 
result. Inhabitants of organizations would experience more and 
more change.

In addition to making such observations about organizations, Toffler 
presented an overall argument throughout his work. His contention 
was that there were limits to the human capacity for handling change 
and there were great dangers of surpassing this threshold. The 
result would be a condition referred to as future shock which 
manifested itself as a physical and psychological disease. He 
continued to state that although individuals characteristically 
used certain strategies for overcoming this illness, they were 
all ineffective in the long run.

Toffler’s writings were found not to be above criticism. One 
weakness revolved around the nature of his work. His writings 
were basically non-academic. He presented a one-sided argument and 
was apparently fond of exaggeration and rhetoric. A further weakness 
was his"lack of clarity and precision with regard to some major 
concepts including those future shock and change. Another shortcoming 
resulted from the presentation of inconsistent lines of argument. 
Toffler was also seen to be very selective in the way he used the
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evidence of others. In addition, he seemed greatly inclined to 
generalize from his personal opinions. Overall, Toffler appeared 
to identify with the tradition of positivist objectivism. Such 

a philosophical foundation within the context of the subject matter 

of the social sciences is increasingly receiving criticism from 
certain quarters.

It may seem strange that a piece of work which I apparently did not 
rate very highly should have been a major foundation of my current 
research effort. However, regardless of my appraisal of Toffler's 
writings, they remained a tremendous source of inspiration.

With the seeds of the research idea being sown by past research 
and employment experiences, and nurtured by contemporary attitudes 
with regard to the increasing pace of change within our lives , 
Toffler’s work provided the final and greatest impetus for the 
conduct of the present study. I found the claims of Toffler 
intriguing. They triggered off a great deal of curiosity within 
me. Would a lot of change within a short space of time have 
harmful consequences for organization members? Would there be 
evidence of future shock? What was it really like to experience 
rapid change at one’s place of work?

While I may have argued that Toffler gave insufficient and inadequ
ate coverage of an important topic, he had, for me, offered direction 
towards an interesting field of inquiry. Although he may not have 

done it very well, he addressed the important issue of the possible 
physical and psychological consequences of being subjected to
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conditions of rapid change. This was an issue that others had 
apparently ignored in relation to change within the organizational 
sphere.

In conclusion, Toffler*s work is best acknowledged for what it 
truly was; a great inspirational force. As can be seen from the 
content of the first section of this chapter, his sensational 
and frequently convincing arguments extended a clear invitation 
for those with an interest in the human aspects of organizational 
change to conduct research into the effects upon individuals of 
rapid change within the work setting. This was the invitation I 
accepted.
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CHAPTER THREE; THE RESEARCH IDEA AND ITS DEVELOPMENT

The purpose of this chapter is to show how the study developed 

from an initial interest in the subject area to a set of aims and 
objectives for empirical research.

Initially, attention is given to the process of formulating the 
aims and objectives of the present study. Later, some problem 
issues created by the nature of the current research are discussed.

The Formulation Of Aims And Objectives For The Present Study

In view of the extended coverage of the work of Toffler (1970) in 
the last chapter, one point should be cleeirly emphasized at the 
outset. The project under development was never intended to be 
an empirical test of the future shock thesis. Indeed, the overall 
design of the research would have had shortcomings if this was 
to be the aim in mind. As already acknowledged in chapter two, 
Toffler*s argument contended that it was change in all spheres of 
life that combined to produce future shock. Although it was 
suggested at that stage that this condition could arise simply 
from change occurring within the workplace, it would not be right 
to claim that Toffler*s ideas could be put to the test just by 
examining substantial and rapid change within only one sphere of 
life.
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If this study was not to be a test of the future shock thesis, what 
was the proposed nature of research? To me, it was essential that 

the study had two key features. First, it would be empirical.

Unlike many of Toffler's arguments, which were apparently made in 
a theoretical vacuum, the claims of this study would be based upon 
phenomena actually observed during a field investigation of the 

subject area. Second, the study would be exploratory in nature.

I had located no other empirical studies that had addressed the 
general topic of experiences of work within rapidly changing 
organizations or the more specific area of the physical and psychol
ogical effects of rapid change at the workplace.

By conducting an empirical and exploratory investigation, I saw 
my task as overcoming those deficiencies that had been identified 
in the work of Toffler and the body of knowledge relating to 
organizational change. I intended to provide data, based upon 
field research, which would assist in understanding the implications 
for individuals of change of great magnitude and rapidity occurring 
within their working environment.

If there were to be increasing rates of change within most organiz
ations, as appeared to be the contemporary consensus of opinion,
I felt it essential to assess the impact of this upon individuals.
I thought that it was with this knowledge that the human resource 
could be most effectively managed at times of considerable change.

These were the considerations that moulded the aims of the current 
research. In summary, my aims and objectives were;
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1 To ascertain whether individuals working within environments
experiencing a great deal of change within a short time 

reported unpleasant consequences.

2 To provide research of an exploratory nature designed to
obtain a deeper understanding of the individual's experience 

within organizations undergoing change of great magnitude 

and rapidity.

3 To construct a foundation of knowledge which could lead to
more effective techniques for the management of substantial 
change at the workplace.

A secondary aim was to further the knowledge and understanding of 
the dynamics of conducting research. With this in mind, it became 
my intention to pay attention to the process of research as well 
as collecting data on substantive issues.*

Problems Created By The Nature Of The Current Research

By the nature of this investigation and the aims and objectives 
that had been formulated, I was aware of a dilemma that faced me. 
There was a great likelihood of some of the weaknesses previously 
identified in Toffler's work being equally applicable to my study.

The presence of this secondary objective later necessitates an 
extended examination of methodological issues (see chapter five) 
where there is a great deal of emphasis upon the experiential 
aspects of carrying out this study. It is also while addressing 
methodological issues that the rationale for the inclusion of 
information on the nature of the research process is made known.
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For instance, I had already criticized Toffler for his lack of 
clarity and precision with regard to the concept of change. He 
made no attempts to be explicit about the type of change that was 

central to his work. Now I was faced with the question of what 
type of change to focus my attention upon.

To many, such a question could appeeur rather superfluous. Change 
is change. However, when we stop and consider the variety of uses 
and interpretations of the term change, what was, at first, thought 
to be a simple concept suddenly takes on a surprising air of 
complexity. McLean (1978) considered the concept of change and 
observed the fact that the term could be used as a verb, adverb, 
adjective or noun, thus indicating its wide and varied meaning. 
McLean asserted that it was absolutely essential to clearly define 
what was meant when discussing change. As he commented;

"To emphasize the point by illustrating it at its most extreme, one 
could argue that literally everything is constantly changing by 
ageing with every passing second. The difficulty with the word 
change, then, is that it is a ubiquitous concept, and, when taken 
literally, is all inclusive" (1978, p.6).

Several writers have suggested that there are distinguishable types 
of change, and to discuss change without specifying to which type 
one is referring (as Toffler did) is a definite weakness.

Golembiewski, Billingsley and Yeager (1976) advanced some alternative 
conceptions of change. They claimed that three types of change 

were distinguishable; alpha change, beta change, and gamma change.
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Alpha change was defined as involving;

"a variation in the level of some existential state, given a 
constantly calibrated measuring instrument related to a constant 
conceptual domain" (Golembiewski et al.1976, p.134).

This was the type of change that could be measured by movement 
along a fixed scale. To complicate matters, Golembiewski et al. 
(1 9 7 6) contended that standards of measurement did not always 
remain constant. This was especially so when we left the physical 
world and entered the realms of human standards. Our attitudes, 
beliefs, values, opinions, and so on were most unlikely to remain 
constant. We now had to consider the notion of a beta change which, 
according to Golembiewski et al.:

"involves a variation in the level of some existential state, 
complicated by the fact that some intervals of the measurement 
continuum associated with a constant conceptual domain have been 
recalibrated" (1976, p.1 3 5).

These writers also distinguished gamma change which was defined as 
involving ;

"a redefinition or reconceptualization of some domain, a major change 
in the perspective or frame of reference within which phenomena are 
perceived and classified in what is taken to be relevant in some 
slice of reality" (1976, p.135).

Golembiewski and his associates were keen to point out one factor 
which distinguished gamma change from the other two types. Both 

alpha and beta changes were changes in condition within a relatively 

stable state. In contrast, gamma change was referred to as "big
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bang" change and consisted of a change from one state to another.

During their discussion, Golembiewski et al. (1976) made reference 
to the distinction between "continuous" and "discontinous" change, 
and noted that discontinuous change was synonymous with gamma 

change. Handy (1979) also distinguished these two types of change, 
He noted:

"In conditions of continuous change we project the status quo into 
the future, we run the graphs up the charts, multiplying or 
dividing by the appropriate amounts what we do today to meet the 
requirements of tomorrow. Planning has to do with continuous change, 
Discontinuous change is quite another matter. What do you do when 
the graph runs off the paper?" (p.24).

Mangham(1979) used a similar categorization:

"In sum, I am proposing a distinction between two kinds of change.
On the one hand some change occurs gradually and almost impercept
ibly as a direct consequence of the process of negotiating order. 
Individuals mutually accommodate each other's goals and each stage 
of the relationship, each aspect of the pattern of behaviour appears 
to be derived from the process stage or related to another aspect.
In this sense gradual change may be said to emanate from the 
conditions which precede and surround it. The other kind of change 
may be said to be discontinuous with that which precedes it (in a 
relative rather than an absolute sense) and is marked by considerable 
and often radical revision of perspectives and patterns of 
behaviour" (pp. 129 - 130).

Both Handy and Mangham seem to have had similar perceptions regarding 
the nature of discontinuous change. According to Handy:

"When discontinuities do occur they upset things in a big way 
because the underlying assumptions of the past no longer apply. 
What used to work does not work any longer" (1979, p.24).
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Mangham described discontinuous change from a dramaturgical 

standpoint :

"In such circumstances the script is not simply modified, the 
role set not merely elaborated and developed. The script is torn 
up; new parts are cast and performed" (1979, p.1 2 6).

The work of Watzlawick, Weakland and Fisch (1974) commenced with 

the assertion that:

"persistence and change need to be considered together, in spite 
of their apparently opposite nature" (p.l).

They continued to gain further insight into the concepts of 
persistence and change by the use of two theories (the Theory of 
Groups and the Theory of Logical Types) from the field of 
mathematical logic. They concluded:

"it follows that there are two different types of change: one
that occurs within a given system which itself remains unchanged, 
and one whose occurrence changes the system itself. To exemplify 
this distinction in more behavioral terms: a person having a 
nightmare can do many things his dream - run, hide, fight, 
scream, jump off a cliff, etc. - but no change from any one of 
these behaviors to another would ever terminate the nightmare.
We shall henceforth refer to this kind of change as first-order 
change. The one way out of a dream involves a change from dreaming 
to waking. Waking, obviously, is no longer a part of the dream, 
but a change to an altogether different state. This kind of change 
will from now on be referred to as second-order change"
(Watzlawick et al.1974, pp. 10 - 11).

Dayle and Payne’s (1976) model of development and growth can be 
used to suggest an alternative and enlightening perspective upon 
conceptions of change. Although the main emphasis of their model 

was upon development within individuals, they did imply OP
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occasions that it was equally applicable to organizations. The 
model basically postulated that development could take place within 
the three dimensions of awareness, resources, and will. Further, 
it was suggested that there were three levels of possible development 
within each dimension. These levels of development were evolved 
from Maslow's (1943) hierarchy of needs and were referred to as 
level one, level two, and level three. Alternatively the terms 
coined by Alderfer (1972), of existence, relatedness, and growth 
were used to describe the three levels. Another feature of this 
model was the acknowledgement that development could take place 
within any activity or "domain", and that level of development 
in one domain was not necessarily related to development in 
other domains.

According to this model, change could be of two types. It could be 
of conditions within a state (within a level of a dimension) or 
it could be a total change of state (a change of level within a 
dimension). Dayle and Payne provided an observation which illustrated 
this notion:

"An example from the organizational world of levels 1, 2 and 3 types 
of awareness can be found in the different ways in which they are 
regulated. Some organizations are at the existence level, 
stumbling from crisis to crisis with few procedures, rules or prog
rammes. Others operate primarily in the latter way (level 2) and 
may even evoke rules and procedures when they are quite inappropriate. 
The shift to ’management by objectives’ is a further increase in 
awareness, although usually still within a broad status quo and 
thus still within level 2. However, as objectives become openly 
questioned and the values which lie behind them become clearer, 
the status quo is inevitably challenged and more fundamental 
choices opened up. This is level 3 awareness, which may result in 
a new order" (1976, p.3).
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So, according to several theorists, change is such a complex 

phenomenon that it is inadmissible to simply talk of change.

Change occurs in various forms and it is therefore essential to 

specify to which type one is referring.

With this in mind it was felt I could not, as did Toffler, set out 

to examine the effects of change of great magnitude and rapidity 

without being specific with regard to the definition of this key 

concept of the study.

This problem was compounded, if anything, if and when a type of 

change was isolated for consideration in the research. For instance, 

I might have decided that it would be most beneficial to examine 

the impact of a great deal of discontinuous change within a short 

space of time. This would be quite acceptable until I tried to 

reconcile such an approach with the tradition of phenomenology with 

which I had identified.* This perspective led me to acknowledge 

that although I could possibly locate organizations which I 

perceived to be in the middle of a quick succession of discontinuous 

changes, there was no guarantee that any organization member would 

share my perception. Indeed, it would be unlikely if any two 

organization members would be in total agreement with regard to the 

nature of change they were experiencing or, possibly, even whether 

they were experiencing change.

My epistemological and philosophical beliefs were major factors 
in connection with the "stance" adopted in relation to the 
current study. Section one of chapter five details the 
development of this methodological stance.
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This, in turn, led to a further problem issue. If everyone 

perceived and experienced change in different ways, my work, like 

that of Toffler, would probably give the impression of 

containing many inconsistencies.

These were some of the problems that faced me. Consideration 

had to be given to how I could come to terms with them.

The problem of inconsistency was easily overcome. My methodological 

stance, rooted in the tradition of phenomenology, meant that I did 

not believe there was a body of absolute truth that could be 

discovered and presented in relation to any topic. Truth was 

founded in individual consciousness. Hence my inconsistencies 

would be of a different order to those of Toffler. He attempted 

to do no more than present a single viewpoint, putting forweird 

discordant arguments in so doing. Any inconsistencies in my research- 

based conclusions would be the result of differing viewpoints of 

research participants. Thus, instead of being seen as problematic, 

they were to be encouraged. This was in line with Westerlund and 

Sjostrand's (1979) claim (see p.56 ) that the same event would be 

seen in different ways by different observers.

However, it was exactly such an argument that presented problems 

in respect of not necessarily gaining access to experiences of 

any particular type of change upon which the study had become 

focussed. After some thought the conclusion was reached that the 

only justifiable way of overcoming difficulties with regard to 

individuals perceiving change in different ways was to shift the 

emphasis of my inquiry. It would not be my intention to concentrate
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upon any particular type of change. Instead, organizations would 
be identified (in a manner to be discussed shortly) that appeared 
to me to be undergoing rapid change of whatever type. In 
listening to the members of such organizations describing their 
experiences, it would then be possible to deduce which type of 
change, if any, they were perceiving. It was then possible that 
research data would address the subjective experiences of each 
and every type of change identified above.

As well as having the advantage of being faithful to my methodological 
stance, this approach seemed to be the only practical way of 
proceeding.

Summary

It was decided that this study should be both empirical and 
exploratory. In possessing these characteristics, it would 

overcome the deficiencies uncovered in the work of Toff1er (1970) 
and the organizational change literature.

The investigation set out with three main aims. There was also a 
secondary objective relating to the furtherance of knowledge and 
understanding of the dynamics of conducting research.

Because of the nature of the proposed research, there were certain 
problems that had to be faced. One related to the probable 

occurrence of inconsistencies within the data. The philosophical 
foundations of this study meant that any inconsistencies would, in
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fact,be of a different order to those in the work of Toff1er (1970) 
and would, indeed, be beneficial to my thesis. Another potential 
problem concerned the complexity of the term change. It seemed 
inadmissible to commence this study without defining the type of 
change to be investigated. However, accepting that research 
participants would all have different perceptions of the change 
they experienced, it would have been impossible to focus upon a 

particular type of change. The emphasis of the inquiry had to 
be shifted to overcome this difficulty. While acknowledging that 
different types of change existed, this study could not focus 
upon any specific one. While this new approach excused me from 
defining the type of change 1 intended to study, it did not mean 
that the task of identifying suitable research sites was going to 
be without difficulty. This issue is addressed in the following 
chapter.
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CHAPTER FOUR: THE RESEARCH SETTINGS

When the subject area had been defined and delimited, and a decision 

had been made as to the aims and objectives of the study, it was my 

task to find suitable research sites. This chapter is devoted to 

that stage of the research process. It commences with a discussion 

of the method of choice of potential host organizations and the 

associated problems of this exercise. The activity of approaching 

these organizations with research proposals then receives attention.

As a separate issue, some of the difficulties that were encountered 

while attempting to gain entry into organizations are discussed with 

a view to illustrating the problematic nature of the activity and the 

compromises that had to be made. The compromises that have to be 

made in relation to research settings and overall research design 

then becomes the centre of a more general discussion. Finally, details 

of the organizations that actually participated in the research are 

presented with a view to acquainting the reader with the settings in 

which data collection took place.

Choice Of Potential Host Organizations

The choice of potential host organizations was seen as being crucial 

to this study and it was concluded that a great deal of effort and 

deliberation was required in this activity. Much organization - based 

research is concerned with issues (e.g. group behaviour, job satis

faction, problem-solving activities) upon which the nature of the 

organization plays only a small role. One could feasibly enter any 

organization and study such subjects. However, with the current study.
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the nature of the organization was the key variable. To examine the 
effects upon individuals of a great deal of change in a short time, 
it was essential to identify organizations having every appearance of 

undergoing rapid change. The whole project revolved around rapidly 
changing organizations. Thus it was essential for great care to be 

exercised in the choice of suitable research sites.

There were a number of issues that had to be resolved before a list 
of potential research sites could be drawn up.

Initially, it had to be decided just what constituted a suitable 
research setting. I was looking for an environment in which change
of great magnitude was occurring over a short time span. It had been
concluded that the source of change was largely irrelevant for my 
purposes. The central theme of this study was the effects of rapid 
change, of whatever origin, upon organization members. A point that 
had to be clarified was whether the focus of this research was to be 
massive one-off changes occurring rapidly or a constant succession of 
changes occurring in a short time. The latter was chosen for a
number of reasons. It was such a state of affairs that had been
observed during previous research experiences and which originally 

aroused my interest in the subject area. It was also constantly 

changing organizations that received attention in the work of 
Toff1er (1 9 7 0) which had been a further inspirational force.

A term used rather loosely up to now has been that of organization. 
There are many types of organization. It had to be decided upon 
which type to concentrate my efforts. It was my decision to focus
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attention upon organizations in the industrial and commercial spheres. 
This choice was made because all my previous work and research 
experiences had taken place within such organizations. I was quite 
accustomed to industrial and commercial companies, felt reasonably 
comfortable operating within their confines, and I understood their 
basic workings. Returning to such organizations, also meant 
overcoming a criticism which Lofland (1976) had directed towards 

social scientists:

"The social science establishment is populated with 'experts* on 
medical institutions who have spent virtually no time in medical 
settings, experts on crime and law enforcement who are similarly 
unfamiliar with criminal or law enforcement settings, experts on 
religion who have had very little association with religionists 
and their organizations, experts on families who have had almost 
no contact with families, and so on through other areas of social 
life" (p.12).

It was felt I had a foundation of expertise with regard to industrial 
and commercial organizations upon which the current study could be 
built.

Having clarified the type of organization in which research would 
preferably be carried out, a fundamental question faced me. Did 
such organizations currently exist? Although research had been 
conducted earlier within such an organization, I was unaware as to 
whether this was an exceptional case. My current convictions that 
there were such organizations were based upon the content of the 
media and the work of an author whose claims were not based in total 

upon empirical evidence. Definite confirmation was needed that 
rapidly changing industrial and commercial organizations existed at 
the time of embarking upon this study.
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Naturally, such confirmation would be based upon what was perceived to 

be a state of rapid change. As acknowledged in the last chapter, 
there would undoubtedly be a multiplicity of viewpoints with regard 
to what constituted rapid change within any organization. What I 
might have perceived to be a great deal of change in a short time 
could be seen in an entirely different light by all organization 
members. At that stage, it was concluded that a sound manner of 
proceeding was to identify organizations which appeared to me to be 
undergoing rapid change and then inquire as to how their members 
individually perceived events of change.

Having decided on this approach for identifying potential host 
organizations, some guidelines were then needed to assist in 
distinguishing organizations which, from my viewpoint, were 
experiencing rapid change. At that stage, the perception of rapid 
change was unashamedly personal.

A method was required to aid in the detection of organizations 
undergoing rapid change. Ideally, what was needed was a set of 
"criteria of rapid change" which, when met by an organization, 
would indicate a suitable research site.

It was concluded that a satisfactory way of continuing would be the 
formulation of criteria of rapid change by referring back to the 
origins of my choice of research topic. To recapitulate, the factors 
which led to an interest in the topic area were past research 
experiences, past experiences of work, the predominant attitudes 
pertaining to technological advancement in the late seventies, and 
the work of Toffler (1970). It was felt that by devoting further
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attention to these factors a set of rapid change criteria could be 
developed that would lead to the successful identification of 
suitable host organizations in the context of the present study.

Reconsidering my past research experiences within an organization
perceived to be in a state of rapid change, I was able to identify 
three main areas of change, with some associated offshoot changes, 
which were being experienced at the time of the previous study. 

These were;

1 Continual reorganization
- relocation of employees
- changes in job content
- project team organization 

new management techniques

2 Changing production technology
- automation

- changes in job content and methods of work

3 Changing product technology
changes in job content

As previously explained, my past work experiences were in a fairly 

stable environment but there were serious plans to introduce change 
which was forecasted to have far-reaching implications. Here, there 

was one main area of change with some associated offshoot changes.
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This was:

1 Changing production technology
- automation

changes in job content and methods of work

As well as the predominant attitudes pertaining to technological 
advancement in the late seventies, there were many other occurrences 
taking place at the time to suggest components of rapid change 
as being:

1 Changing production technology
- application of microprocessor and other advanced 

technology
automation
changes in job content and methods of work

2 Changing product technology
application of microprocessor and other advanced 
technology

3 Changing organization size
decline/contraction
growth/expansion

3 Company merger

4 Change of key organization officials.
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References to features of rapidly changing organizations could be 
extracted from the work of Toffler (1970). According to this 
author there were a number of major changes and consequent minor 
changes likely to occur within the organization in a state of 
rapid change;

1 Reorganization/restructuring
reassignment of individuals 
position change of individuals 
transformation and redefinition of jobs 

changing responsibilities of individuals 
departments established and dissolved 
project team organization
individual mobility between groups, sections and depart
ments

2 Changing organization size
growth

3 Company merger

4 Changing production technology
automation/mechanization
computerization
influx of technical experts and specialists 
changes in job content and methods of work

5 Movement from vertical to lateral decision-making
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6 Diversification of company products and services

7 Changing orientations/attitudes to work

While engaged in this activity of formulating criteria, three more 
changes, not specifically noted so far, came to mind;

1 Reorganization
- decentralization

2 Changing management style/aspirations

3 Changing style of operation

Several lists of component features of rapid change had now been 
compiled. These could greatly assist in the identification of 
potential host organizations. However, in their current form they 
were rather bulky with many aspects of change duplicated within 
them. The next step was to combine these lists to produce one 

master list detailing all separate criteria of rapid change identified. 

To add structure to this final list, the various criteria were 
grouped under five headings. These groupings were devised simply 
to assist in the identification of potential host organizations and 

were not intended to be discrete entities. In fact, there was a 
degree of overlap between groupings. For instance. Company Merger 
was included in the "organization size changes" grouping but it could 
also have been pertinent to "organization design changes", "people 
changes", or "trading changes". The master set of criteria of rapid
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change was in the following form;

1_______ORGANIZATION DESIGN CHANGES

This grouping embraced changes in the internal structure and 
procedures of the organization.

a) Reorganization/restructuring
changes in job content 

relocation/individual mobility 
project team organization 
new management techniques
position change/reassignment of individuals 
transformation and redefinition of jobs 
changing responsibilities of individuals 
departments established and dissolved 
decentralization

b) Movement from vertical to lateral decision-making.

c) Changing style of operation.
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2_____ TECHNOLOGICAL CHANGES

This grouping embraces changes resulting from technological innovation 
and advancement.

a) Changing production technology
automation/mechanization
computerization

changes in job content and methods of work
- influx of technical experts and specialists
- application of microprocessor and other advanced 

technology

b) Changing product technology
changes in job content
application of microprocessor and other advanced 
technology

3_____ ORGANIZATION SIZE CHANGES

This grouping covered changes resulting in an increase or decrease 
in company size.

a) Changing organizational size
decline/contraction
growth/expansion

b) Company merger.
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PEOPLE CHANGES

This grouping embraced physical changes (i.e. recruitment, promotion 
etc.) of key people as well as attitudinal changes of organization 

personnel.

a) Change of key organization officials
b) Changing orientations/attitudes to work
c) Changing management style/aspirations

5 TRADING CHANGES

This grouping covered changes in the type of goods and services 
offered by the organization.

a) Diversification of company products and services

Developing this master sheet of criteria left one remaining task 
before potential host organizations could be identified. Taking 

Toffler's (1970) variety of definitions of future shock as my point 
of departure, it had been concluded that the search was one for 
environments in which a great deal of change was occurring over a 
short time span. The above criteria would indicate change of great 
magnitude within an organization. It had then to be determined what 
constituted a short time span for these criteria to be met, thus 

producing an environment of rapid change. My task was to define a 

maximum permissible period which could be taken to reasonably 
represent a short time. Setting such a maximum time period had to
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be somewhat arbitrary. Even a period as long as, say, five years 

could arguably be a short time if every criteria listed was satisfied 

and there was a host of offshoot changes.

The writings of Toffler (1970) were of little assistance with this 
matter. Nowhere did Toffler actually specify what was meant by a 
short time when it came to experiencing future shock.

Referring back to most other sources of inspiration for this research 

study also tended to produce little enlightenment in this area. In 

a similar vein to Toffler*s claims, the predominant attitudes 

pertaining to technological advancement in the late seventies were 

no more specific than a belief that a lot of change was occurring 

and would continue to occur in a short time. My past experiences 

of work did not embrace the period when planned changes took place 

and hence the time element leading to conditions of rapid change 

could not be assessed directly.

However, my past experiences of research gave a clue with regard to 

the dimension of time. Part of the design of the previous research 

study was to only elicit data pertinent to the respondents’ current jobs. 

Possibly because of the frequency of position changes within the 

organization, the majority of the resultant data, which indicated 

a rapidly changing environment, related to the previous twelve months. 

It appeared that conditions of rapid change had been produced by the 

satisfaction of three criteria (reorganization/restructuring, changing 

production technology, changing product technology) within a period 

of one year.
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Once more reflecting upon past work experiences I became more convinced 

that twelve months was a short time within an industrial or commercial 

organization. 1 had spent marginally under one year in my last job 

which, in many respects, had been a fleeting experience. It was 

certainly felt that the satisfaction, in that period of time, of 

several criteria listed would have resulted in a working environment 

suitable for the purposes of this study.

Accepting that a year was a reasonable measure of a short time in 

organizational terms, the task was then to ascertain whether any 

organizations had, or planned to have, met one criterion regularly 

or satisfied a combination of criteria over a twelve month period.

The more regularly one criterion had recently been satisfied or 

was planned to be satisfied, the more suitable would be the research 

site. A similar conclusion would be reached with the more criteria 

which had recently been met or were planned to be met during the 

period of one year.

In practical terms, restricting the search to criteria satisfied 

within a period of twelve months was particularly attractive. The 

intention was to obtain much of my information, directly or 

indirectly, from company reports. Such documents tended to describe 

changes that had taken place in the preceding twelve months and those 

planned for the coming year. An assessment of the suitability of 

the organization in the current twelve month period could thus be 

made.
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Using this method of detecting potential host organizations within 
the industrial and commercial spheres, I found that it was not too 

difficult to locate a large number that satisfied the conditions 
indicative of rapid change.

To illustrate how this activity was conducted it may be helpful to 
give an example of one organization approached. It was a newspaper 

article that first suggested this organization’s suitability on the 
basis of its operations and recent history. It had very lately 
been formed by a merger of two separate companies. According to 
the article, the organization now claimed to be in the forefront 
of technological advancement in electronics, semi-conductors, ultra- 
pure chemicals, and cryogenics. In addition, it was then in the 
process of reorganization and, in the last year, profits had trebled. 
It was concluded that in order to remain in the forefront of 
technological advancement, there would be a need to constantly 
change the product as well as the production technology. This 
meant that two criteria were met. The increased profit figures 
indicated the possibility of company growth or substantial change 
in another area which had given rise to increased productivity. Thus, 
at least another one criterion had been satisfied. A reorganization 
was currently taking place and a merger had recently occurred. Hence, 
another two criteria had been met. In addition, the majority of 
these changes had taken place within a period of one year. To me, the 
picture was one of a great deal of change over a short time span and, 
consequently, it was concluded that this would be a suitable research 
site. A reply, from the chairman of the organization, suggested 
that my perception of the state of the organization was shared. 
However, it seemed that too much attention was being devoted to



88

managing the rapidly changing environment to entertain the idea of 

a research study:

"The work load concentration involved in bringing about the growth 
and development of the companies in the Group gives little scope 
for (your research)."

Apart from newspaper reports there were many other sources of 
information used to identify potentially suitable research settings. 
The University Careers Service offered a wealth of information. 
Comparison of several years of graduate employment literature gave 
valuable insights as to changes being experienced by organizations. 
Such occurrences as reorganizations, changing organization size, 
mergers, and diversification were immediately appeirent using this 
technique and it was frequently possible to also obtain some idea 
of the time scale involved. The standard directories of companies, 
as well as the numerous specialist directories, proved most useful 

in locating organizations in fields which other information sources 
had indicated to be undergoing considerable change. Television 
and radio articles frequently referred to organizations experiencing 
rapid change. Where reference was made only to new products, attempts 
were made to discover the identity of the manufacturer. Bodies such 
as the Confederation of British Industry, Department of Employment, 
Department of Industry, Chambers of Commerce, industrial training 

boards, and employers' associations were approached with a view to 
obtaining information concerning organizations in states of rapid 
change. It was even found that the wording of recruitment advertise
ments were invaluable indicators of rapidly changing organizations.
For instance, the following advertisement suggested a potential host
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organization:

a leading company concerned with electronics is embarking 
upon a new and exciting programme of expansion and has the need 
for an additional training officer .... you must be able to display 
initiative, self-confidence and adaptability to work in a growth 
oriented and fast moving environment."

It was considered that to be a leading company in electronics 
would necessitate a great deal of change in a short time with regard 
to both criteria of product and production technology. The 
organization apparently satisfied another criteria of change by 
undergoing expansion and claiming to be growth oriented and fast 
moving. If these changes were seen to be occurring rapidly, (i.e. 
within a period of twelve months) then the organization could be 
considered as a suitable research site.

The majority of organizations that appeared to be rapidly changing 
were in the high technology industries of electronics, telecommunic
ations, and computer manufacture. However, a number of breweries, 

large retailers, food products manufacturers, producers of chemicals, 
and engineering firms seemed, according to available information, to 
be suitable sites for the study.

Implicit in the discussion so far has been my desire to opt for a 
"cold" approach in respect of seeking potential research sites. That 
is, 1 had a preference to locate host organizations with which I 
had had no previous dealings or for which none of my acquaintances 
worked. This was a deliberate policy. I was aware, from some old 
colleagues, that an organization in which 1 had previously worked 
was, at that time, in a state of rapid change and would be willing
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to allow me research facilities. This alternative was not chosen 
for several reasons. One of these was that I wished the research 

process to contribute to a widening of personal experience. Return
ing to a previous employer would not sufficiently allow this objective 
to be met. There were also the problems that could crop up in respect 
of being accepted in an entirely different role on my re-entry. In 
addition, it soon became clear that it would be difficult to engage 
in research alone. The organization stipulated that I would be 
required to engage in other areas of activity while on site.

Another alternative open to me was to accept offers from a number of 
acquaintances who felt that peirts of their organizations were 
rapidly changing. There was one major reason for not pursuing these 
offers. They were made in the early stages of the research process, 
before I had engaged in any fieldwork. At that time, my confidence 
level was not very high at all. There was no certainty that the 
field work would be a success. At the back of my mind was the fear 
that any disaster associated with research in these organizations 
would reflect badly upon acquaintances who would have acted as my 
"ports of entry".

Method Of Approach To Potential Host Organizations

Using my criteria of rapid change, a large number of companies were 
identified which were potentially suitable research sites. These 
organizations had then to be approached with a request for permission 
to conduct research within them. It was decided to make this initial 
approach by letter. The alternative of making contact by telephone 
was rejected mainly because there was not always access to a telephone
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and also because this would prove to be an extremely expensive 
activity as the organizations were scattered all over the United 
Kingdom. The first batch of letters was sent at the beginning of 

March 1979 and the final batch was posted in mid-January I98O.

It cannot be claimed that the approaches to organizations followed a 
consistent pattern. That is not to say that this activity was 
conducted in a haphazard manner. Reference is simply being made to 
a number of changes of direction that occurred during the process.
For instance, the first batch of letters was addressed to "The 
Head of Personnel". While some replies were returned from personnel 
directors and managers, the majority came from an assortment of 
company officials such as graduate recruitment officer, training 
officer, external relations officer, employment officer, and personnel 
assistant. This seemed indicative of the fact that my letters had 
been passed around within the organizations and had filtered down to 
people unlikely to have the power to agree to my intervention. To 
combat this happening with future approaches, every effort was made 
to discover the name of a high-ranking official. Company directories 
were used to disclose the identity of the chairmen, managing 
directors, or personnel directors of the organizations. Where this 

information could not be found, a short telephone call to the 
organization in question proved just as effective in meeting this end. 
While some delegation still took place, this method of approach 

seemed much more efficient. The replies were generally received more 
promptly and it was the decision-makers who were replying.

The style of letter also underwent a number of changes. These changes 
were linked to changes in the strategy of approach. The considered
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objective of early approaches was to supply organizations with an 
abundance of information about the research upon which they could 
immediately base a decision. As a consequence, the letter was 
somewhat lengthy. When there was little success with this form of 

approach it was concluded that the bulky nature of the document 
could have resulted in it receiving insufficient attention from 
time-conscious executives. My strategy changed. The letter was then 
seen as having a different purpose. Its aim was to obtain a meeting 
with an official of the organization approached. The specific details 
of the research could then be discussed in a face-to-face situation.
As a consequence, the modified letter was very short, giving an 
overview of the research topic and requesting the opportunity to 
visit the organization and discuss the matter further. This form 
of approach turned out to have almost reached the other extreme. A 
number of organizations wrote back requesting additional information 
before they would consider the suggested meeting. A summary sheet 
of the nature of the research was compiled (see appendix one) and 
sent to organizations in this category. Subsequent approaches 
included this summary sheet as a matter of course.

As time went on, it seemed necessary to do a better job of "selling" 
the research to potential host organizations. Consequently, the 
main emphasis within the letters shifted from the nature of the 
research to how it could be beneficial to the organizations.

In addition to changing the style of the letters, several other 
changes in approach were necessary in an attempt to gain access to 
research sites. At one point, my supervisor sent letters, on
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university-headed notepaper, to twenty-four organizations, including 
ten that had previously rejected my personal approach.

Because of a very high rate of negative response from organizations,
I did, out of desperation, waive the "cold" approach at one stage.
An application was made for permission to caurry out research at 

an organization employing an acquaintance.

The poor responses also forced a change of study design. The original 
plan, to conduct short periods of research within a large number of 
organizations, was abandoned in favour of longer periods within 
fewer organizations.

It will now be obvious to the reader that the major reason behind 
decisions to frequently change the method of approach was an extremely 
low success rate in obtaining research sites. The table below has 
been included to summarize the outcome of approaches to organizations.

No replies received 36
Organizations not willing to participate 49
Organizations agreeing to participate 4

Total number of organizations approached 89

Notes.
1 Within the total of 89 are the 10 organizations that were

approached twice i.e. 79 different organizations were approached.
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2 Four organizations in the "not willing to participate" category 
did agree to a meeting to discuss the research. In two cases
my contacts were unable to get agreement on the study being 
conducted when they put the proposal to their superiors. With 
the other two organizations, I made the decision not to pursue 
the matter. In the one, it was not considered that the 
department to which I would have been assigned could, under 

any circumstances, be considered as rapidly changing. The other 
wished the focus of the study to be substantially altered.

3 Attempts were made to chase up some of the "no replies received" 
organizations. This activity was fruitless.

Problems Encountered When Approaching Organizations

A success rate, in approaching organizations, of four out of eighty- 
nine was not considered particularly good. Based upon reasons given 
by those organizations that took the trouble to reply with explana
tions, it was obvious that my requests were coming up against topic- 
related as well as more general obstacles.

The chosen subject area was invariably responsible for some of the 
limited success in the activity of gaining entry. The most frustrating 
type of response came from organizations that were obviously truly 
in a state of rapid change but were too busy attempting to manage 

this turbulence to give consideration to a research study. In an 
earlier part of this chapter an example of a reply from such an 
organization was included. A few more passages from replies received 
further illustrate the predicament:
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"We regret that, due to a large scale factory expansion and 
reorganization which is still under way, we are unable to offer 
our assistance to you in connection with your research,"
"Unfortunately, at present, our Company is not participating in 
such exercises. The reasons for this revolve mainly around the fact 
that we are in a programme of expansion which leaves us little or 
no time to devote a meaningful amount of time to helping anybody 
carry out such an exercise."

Other organizations seemed a little insulted by my approach as they 
appeeired to interpret it as suggesting that they were unable to 
cope with rapid change. Their attitude seemed to be that if change 
was correctly managed the employees of an organization would not be 
affected by it. Passages from two replies illustrate this belief:

"We naturally identify in advance the probable impact upon the 
behavioural aspect of employment which change brings about; similarly, 
we recognize the impact upon organizational structure. The 
Personnel function in the Company works in tandem with line 
management and this, we believe, is contributing to the capability 
of the work force in absorbing change without undue disruption."
"In the electronics industry we are constantly confronted by change, 
and micro-electronics is merely one of many that have preceded it.
We have no apparent sociological/psychological effects and therefore 
do not believe your research would be pertinent to our Company."

This type of response was somewhat disturbing. The letters were 
frequently signed by senior officers of the companies. If such 
responses were not simply a way of stating a desire not to be 
researched, they were either an indication of a (highly unlikely) 
perfect situation or, more worrying, an inability of some top managers 
to appreciate or foresee the full effects that an ever-changing work 

environment could possibly have upon individuals. Companies that 
were probably more enlightened reported having identified that a 
changing work situation was worthy of attention and had internal and/
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or external consultants working within the general area:

"We only last year commissioned a firm of management consultants to 
undertake a simileur survey. An industrial psychologist, a Ph.D in 
psychology, spent several weeks interviewing staff and distributing 
questionnaires. He returned some months later to present his 
analysis. As we have recently had a survey similar to the one you 
propose, I feel it is too soon to invite anyone to execute a 
second one. Consequently 1 must decline your offer."
"Whilst your assessment of the state of change within the Company 
is correct, the whole question of change is something that we are 
looking at as Management, together with assistance from outside 
resources. In a way this situation also creates its problems in 
respect of your request, because we are already doing work in this 
area an additional project could well lead to more complications 
and difficulties rather than the reverse."
"I have had a discussion with the Managing Director and I regret 
that it will not be possible for us to provide you with a facility 
to do some research as I had hoped. I am sorry that I may have 
raised your hopes to no avail. The fact of the matter is that we 
are already doing some internal surveys and there is a danger of 
these clashing with any work you might do."

Another difficulty associated with the research topic was that a 
few organizations suggested that states of rapid change produced 
"Sensitive areas" which were better left alone. This was particularly 
so with organizations where a large proportion of the change 
stemmed from sources such as company decline and planned contraction 
programmes.

An additional problem related to the previously raised topic of 
individual perceptions of rapid change. It was not uncommon for 

replies to be received from organization officials stating that their 
companies were not really experiencing change when information sources 
depicted a host of events of change including mergers, new products, 
new production techniques, and so on. At the other extreme, an 
organization was encountered where the feeling existed that a



97

tremendous rate of change was being experienced when the only evident 
factor of change was a growth rate of almost five percent per 
annum after a long period of stability.

On a more general level, the low rate of success may possibly have been 
attributable to a gloomy economic outlook discouraging organizations 
from becoming involved in a seemingly non-productive activity.

In addition, many obstacles may have been produced by approaching 
organizations on a "cold" basis by means of letter. It was apparently 
easy to reject a request made by a letter "out of the blue". In a 
large number of cases my correspondence resulted in a one-sentenced 
reply stating that research could not be conducted but thanking me 
for my interest in the company.

There was another common problem that this method of approach 
encouraged. No matter how clearly the letters and enclosures were 
worded, some organizations invariably misinterpreted my intentions. 
Accepting Salancik's (1979) observation, these may not have been 
entirely cases of misinterpretation;

"The extent to which organizations are capable of transforming 
external stimuli into events for which they are designed to respond 
is almost too great to comprehend" (p.645).

This certainly seemed an appropriate observation in respect of one 
organization where I was thanked for my application for permanent 
employment. There were no current vacancies but I was consoled by 
the fact that my name would remain on file for future reference.
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At this point, it is worth acknowledging that letter writing turned 
out to be a very time-consuming activity. Waiting for replies was 

also frustrating. It was astounding how long some organizations 
took to reply to my letters. In one case, a letter sent on l8th 
June 1979 did not result in a reply until 29th February 19801

A few other difficulties were encountered during the process of 
approaching organizations. One organization showed a great interest 
in the study. The decision-makers, in turn, wished to totally alter 
its nature so that it would produce information on an unrelated 
problem they were experiencing. In a similar vein, one official of 
another organization decided to completely rewrite my summary of 
the research. His argument was that it would then be more acceptable 
to higher management. The revised summary bore little resemblance 
to the true nature of the research and, even then, it was rejected 
by his superiors!

As well as causing tremendous frustrations and anxieties, these 
difficulties were also contributory to several rather long periods 
of inactivity as far as data collection was concerned. Having 

started approaching organizations at the beginning of March 1979» it 
was not until the beginning of July 1979 that data collection was 
eventually commenced. It was almost six months after finishing with 
the first organization that another allowed the study to take place. 
The third organizational study commenced immediately after the 
second but there was a period of over two and a half months before 
the final organizational study could get under way.
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Research Settings And Overall Research Design; A Question of Compromise

Based upon my experiences described above, this section briefly 
reconsiders the difficulties of gaining entry into potential host 
organizations with the objective of suggesting that, in general, 
an investigator’s final research setting(s) and overall research 

design must frequently be matters of compromise between theoretical 
suitability and practical issues of access. The majority of social 
scientists eire criticized for not addressing this issue, and I 
continue to cite the work of some researchers who have attended to 
this matter. Finally, the level of compromise between theoretical 
and practical issues made in the current study is examined.

It has just been acknowledged that, when approaching potentially 
suitable host organizations, only four out of seventy-nine were 
found to be willing to participate in the study. Thirty-six of the 
organizations approached failed even to reply to my requests. Those 
organizations that did reply offered a multitude of reasons which 
prevented the study being conducted in apparently most suitable 
research sites. As previously stated, this low success rate in 
locating organizations willing to accommodate my research study led 
to a change in its overall design. My original intention was to 
spend short periods collecting data within a large number of research 
settings. This plan was superseded by a design involving longer 
periods of research within fewer organizations. These were not the only 
problems encountered. Two organizations that were most interested in 

permitting access produced pressures which could, had I allowed them, have 

had a profound effect upon the nature of my research. One of these
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organizations wished to substantially alter the focus of the inquiry.
At that time I was in the midst of receiving a large number of 
letters expressing no interest at all in my research and I must 
admit that there was a strong temptation to "play it safe" and 
change the nature of the investigation in a manner guaranteeing entry 
into at least one research site. Similarly, when the officers of 
another organization wished to assign me to a department which I 

could not perceive as being rapidly changing it had to be seriously 
considered just how far I was willing to deviate from my original 
research proposals in order to ensure the commencement of data 
collection activities.

My experiences in approaching organizations led me to conclude that 
the whole exercise is characteristically one of achieving an acceptable 
balance between theoretical issues and practical considerations. 
However, it has been noticed, when reading research reports, that 
little attention is given to the difficulties encountered and the 
subsequent compromises that had to be made in the process of 
obtaining research sites- There seems to be no reason to believe 
that my experiences were totally unique or that I encountered more 
problems than other researchers when approaching potential host 

organizations. Nevertheless, these issues tend to be avoided. A 
random sample of social science articles illustrates the insufficient 

attention characteristically given to the host organizations. They 
are introduced sind described in the following manner;

"The data upon which this study is based were gathered in l6 social 
welfare agencies located in a large midwest metropolis."
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"Twenty-two decision units are studied in three manufacturing 
organizations (ten decision units) and three research and 
development organizations (twelve decision units ),"

"A sample of employees of an industrial company employing 
approximately 1,000 men was examined."

"Usable data were obtained from 51 of the 73 division managers of 
a major U.S. conglomerate."

Such reports present the host organizations as given entities not 
worthy of examination and it is thus implicit that they were beyond 
reproach for the research purposes they were employed. As I have 
already pointed out, with some social science studies (eog. group 
behaviour, job satisfaction, problem-solving activities) the 
research setting is not a crucial issue as such subjects could 
feasibly be examined in any organization. Hence, some researchers 
could be excused for not devoting much attention to the nature of 
the research sites. There is also the possibility that constraints 
of space prevent detailed discussions of the process of obtaining 
research settings. However, in such cases it is surprising that no 
attention at all is frequently given to such an important aspect. In 
fact, where the nature of the organization is directly pertinent to 
the research topic, the compromises that had to be made with regard 

the research settings and overall research design are of crucial 
importance. They could have considerably affected the outcome of the 
research. Knowledge of such compromises would be of great assistance 

to the reader when he comes to evaluate the findings of a particular 
studyo
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It appears that many research reports imply that a traditional, 

unproblematic model of conducting research has been followed. The 
researcher constructs an ideal research design and draws up criteria 
which lead him to choose ideal research sites for his investigation.

He then proceeds to carry out his planned research in these ideal- 

type organizations. Little mention is made of problems and constraints 
of the type I met. What happens if approaches to ideal research 
settings are unsuccessful? What happens if organizations approached 
wish to alter the nature of the research? Little attention is given 
to the fact that a researcher may have to accept an overall research 
design and research sites which fall short of the ideal. There 
appears to be a marked absence of discussion with regard to how 
suitable the eventual research design and host organizations were 
in terms of the research objectives intended to be met. How far 
they did or did not match up to the original ideal form of research 
study is rarely mentioned.

Of course, it is quite easy to appreciate some of the reasons for 
avoiding such discussions. Not being able to carry out the intended 
research design in the most suitable organizations for such a study 
could be viewed as an admission of failure. I feel there is a great 
temptation when writing up research to omit details which could be 
seen to reflect badly upon one’s skills and abilities. Certainly, 
in the case of this research study , I am not particularly proud of 
my achievement of gaining entry into only four out of seventy-nine 
organizations. If I was asked to write a short summary of my research 
activities, the temptation to play down this aspect would be great.
I feel this tendency would be present in other aspects of reporting
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about research design and research sites.

Complete and frank discussion about the compromises made could 
also be seen to be indicative of the study resting upon shaky 

foundations. For instance, if it had been decided to collect data in 
the one organization’s department which I could not perceive to be 
ina state of rapid change, it would not make sense to detail the 
characteristics of that environment. I would be left with the task 
of having to justify the rationale behind conducting a study into 
the impact of rapid change within a stable and unchanging setting.

Another factor possibly leading to the avoidance of discussions of 
compromises is the tendency to relate a "smoother" account of what 
happened than what really did, with difficulties and problems 
experienced being ignored in the final description of the research. 
Indeed, in retrospect it may be possible to apply a logic to one’s 
actions that was not present at the time. The end result is that 
the research write-up fails to mention the "minor teething troubles" 
apparent at the beginning of the research and there may be no 
reference to the compromises made because, on reflection, it appears 
that there were none.

Fortunately, some researchers have overcome such tendencies and have 
made explicit the fact that their studies were partially a result of 

compromise. Flynn (l979) suggested his research design was a 
consequence of practical matters as much as theoretical considerations:
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"Ideally it would have been most useful to attempt research in more 
than one authority, with different types of professional, in councils 
with different political compositions, or to concentrate upon some 
specific substantive issue. However, to have organized the research 
in terms of this theoretical sampling frame would have entailed 
severe problems with method, access, time, manpower and finance. 
Moreover, since my preferred strategy was a participant observation/ 
case-study of local government planning, the question of access 
was crucial, and the project could only proceed if a local authority 
was prepared to cooperate and allow a researcher access to the 
organization over a period of time...To a large extent, therefore, 
the basic sample ... arose out of pragmatic concerns of access as 
much as theoretical demands" (pp.74$ - 746).

Similarly, Salancik (1979) referred to the "unintended designers of 
research":
"To question an organization about the behavior of its members may 
require permission. Getting such permission can severely limit our 
knowledge. Van Maanen, for instance, confessed bravely in a 
footnote to his study of police departments (1975) that he contacted 
20 police departments until he found one that would cooperate with 
him. This single permission however extended him only to ask 
individuals within the department to fill out his questionnaires .... 
Although Van Maanen's study was more carefully done than many, it 
boggles the mind to fathom what our knowledge of organizations must 
contain when sampling restrictions like these operate as unintended 
designers of our research" (p. 64l).

In my opinion, the trend of making explicit the nature of compromises 
which had to be made with respect to the overall research design and 
the final research settings is one to be encouraged, as it is only 

with this knowledge that we can make conclusions with regard to the 
findings presented. Having said this, it is essential that attention 
is given to the compromises made during this study. It is felt the 
major compromise was with respect to study design. As previously 
mentioned, it was necessary to substitute a large number of short 
periods of research within different organizations with a design 

involving longer periods of data collection at fewer research sites. 
As far as the research settings were concerned I felt reasonably 

successful in obtaining four suitable host organizations in terms of
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the objectives of the present study. Naturally, there were other 
organizations that looked more attractive and in which the opportunity 

to carry out research would have been welcomed. By satisfying nearly 
all of my criteria of rapid change within the period of one year, they 

had every indication of being in a tremendous state of rapid change. 
Nevertheless, it was concluded that the four organizations in which 
research was carried out were reasonably suitable bases for my research. 
The next section describes these organizations and the factors which 
qualified them to be considered rapidly changing. In addition, 
appendix two illustrates which of the criteria of rapid change I was 
aware of each organization satisfying, in order to allow assessment 
of the suitability of my four research sites.

The Participating Organizations

This section is confined to detailing the characteristics of the 
four organizations that participated in the study and the factors 

which qualified each one to be considered as rapidly changing. A 
discussion of the research activities taking place in each one, ranging 
from initial approaches to feedback of results, forms the third 
section of chapter five.

When examining the factors contributing to rapid change within each 
organization, the discussion is limited, as was my method of selecting 
suitable research sites, to those changes that were disclosed by 
company information sources as well as those demonstrated during 
visits to the organization prior to commencing data collection.
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I had envisaged including detailed historical accounts of events 
within the four research sites at this stage of the report. I felt 

that it was with this background that many elements of data collected 
could be interpreted. However, this was not done because of the 
problem of obtaining historical information. The host organizations 
did not write detailed accounts of their past development and, hence, 
the inclusion of detailed historical discussions was prevented. 

Nevertheless, every attempt is made to provide background details 
as and when they obviously have a bearing upon the findings later 
presented.

To maintain anonymity, the participating organizations are referred 
to as Computako, Midland Systems, Unitran, and Dataware. These 
pseudonyms bear no similarities to the actual names of the organizat
ions and it is hoped they do not coincide with' those of any other 
companies in existence.

Computako

Computako was a multi-national company engaged in the design, 
manufacture, sales, and service of precision electronic equipment 
for measurement and computation. While originally founded in the 
U.S.A., in the late thirties, Computako was first established in 
Britain at the beginning of the sixties. Over here, the management 
function was carried out totally by British personnel.

The head office of Computako was in Berkshire. It was here that the 
administrative, marketing, and service operations were based. The
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manufacturing activities were carried out at a separate site in 
Scotland.

At the time of the study, approximately 1,300 people were employed 
by the British subsidiary of Computako. Around 500 were based at 

the headquarters, while the remainder were located at the manufacturing 
site and at small regional sales offices scattered around the 
British Isles.

The products of the company consisted of computer systems, calculators, 
and a range of electronic instruments for measurement and analysis.

The organization had all the accepted characteristics of a good 
employer. Salaries were high, facilities were excellent, and benefits 
were exceptionally generous. Regardless of level of employee, similar 
treatment was given in respect of staff purchase discounts, canteen 
arrangements, pension scheme, and profit-sharing. In this manner, the 
organization strived to maintain conditions of "single status" 

employment. It also had a clear policy of provision of information 
to all employees. There were few levels of management and it was 
reported that traditionally, in line with a policy of management by 

objectives, all employees enjoyed a great deal of freedom in their 
working activities.

Computako was non-unionized. The average age of employee was thirty, 
and the majority had been with the orgeinization for two years or less. 
There was a fairly even spread of male and female staff.
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Two main factors were found to be the root causes of the rapidly 
changing nature of the Computako environment. These were technol
ogical advancements and company growth.

On the technological side, one Computako publication declared, "Our 
business is the practical application of high tecnnology". Computako 
took great pride in its ability to keep abreast of technological 
developments and produce "state of the art" equipment. Although 
the research,development, and design activities were conducted in 
the U.S.A., the U.K. operations were not shielded from the impact of 
these technological advancements. Progress meant, for the British 
sector, the manufacturing, marketing, and servicing of products 
with ever-changing specifications and capabilities as the latest' 

advancements were incorporated within them. Methods of manufacturing 
and servicing were also being radically changed as large proportions 
of these processes became mechanized. For many, these factors 
produced fundamental changes in job content as well as methods of 
work. The marketing activity was far from stable. New, as well as 
improved, products frequently facilitated movement into additional 
market sectors. Such diversification demanded the alteration of 
marketing tactics and strategies, as did the response to pressures 
from equally advanced competitors.

"The emphasis in Computako is on growth" stated a company information 
booklet. Indeed, the rate of growth, measured by both increases in 
sales turnover and number of employees, had been very impressive.
In the previous three years, the U.K. sales turnover had increased 
from £36m to £75ni. At the same time, the workforce was growing at a 
rate of 35 percent per annum. Manning level estimates made in a
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recent "Five Year Plan" were already wildly inaccurate and totally 
unrealistic. An increasing proportion of new recruits were 
specialists from narrow fields of technical expertise. The 
recruitment of these and large numbers of other types of employee 
necessitated the establishment of more and more management positions. 
Consequently, existing employees often experienced rapid promotion. 
The result was frequent changes of key organization officials as 
everyone progressed up the hierarchy.

A tremendous expansion programme was just commencing and, very soon, 
numerous factories and offices would be springing up all over 
Britain. Associated with this was to be the introduction of a 
policy of decentralization designed to cope with the increasing 
administrative load. In addition,constant reorganization had already 
been necessary to control this expansion. These reorganizations 
frequently involved the relocation and reassignment of individuals 
as well as changes in job content and responsibilities.

Apart from those already mentioned, technological advancements and 
company growth had, in turn, produced a multitude of offshoot changes.

In an attempt to control the turbulence encountered, it had been a 
company decision to change its techniques of management and introduce 

tighter managerial control. The style of management by objectives 

was being replaced by management by directives.

To cater for increasing technological complexity and differences in 
the organization's product range, as well as the varied nature of the 
markets to which these products were sold, six product groups, or
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"disciplines", had been established. These disciplines were 
operating more and more as separate companies, with an increasing 
level of separation between them.

At the time of the study, a multitude of computerized systems were 
being introduced to lead to more efficient administrative and sales 
support functions.

Midland Systems

The head office of Midland Systems was situated on the outskirts 
of Birmingham. The administrative headquarters and the manufacturing 
facility were both located there and so were the majority of the 
organization's employees. The organization also Comprised approximately 
forty small sales offices spread across Britain.

This British company had been established for over eighty years and, 
with a workforce in excess of 2,000, it now claimed to be one of the 
largest companies of its type in the world. Its annual sales figure 
was £24m.

The company's activities consisted of the development, manufacture 
and sale of business systems. Its product range included both 
manual and computerized accounting and recording systems. Stationery, 
for use with these systems, was also a major product of Midland Systems.
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While it did not believe in gimmicky benefits, Midland Systems had 

a good reputation for looking after its employees. Although salary 
scales were not published,they were reported to be in excess of the 
"going rate", A productivity-linked bonus scheme and another that 
rewarded length of service were in operation.

Many of the employees of this noticeably paternalistic concern were 
long-servers. In terms of age, the majority of employees were 
clustered around two peaks. There were many in middle age and a 
large number of recent school-leavers.

Office staff were predominantly female and were placed in a very 
pronounced hierarchical chain of command. Clear job descriptions 
ensured that each person's activities were confined to a specific 
sphere. Indeed, most characteristics indicated that Midland Systems 
was somewhat bureaucratic in nature.

A union did exist but it was generally acknowledged that its activities 
were limited and it did not possess great power.

Unlike Computako, Midland Systems was not undergoing considerable 
growth. In fact, when the study was conducted, there had been a 
decline in sales. Midland Systems appeared not so interested in 
producing exceptionally advanced equipment, so the impact of technology 
was also considerably less.

However, there was one department within Midland Systems that could 
truly be considered as rapidly changing. The order-processing
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department, consisting of approximately eighty employees, was just 
in the final stages of a computerization project that had totally 
revolutionized its activities. A slow and cumbersome manual method 
of processing orders received from the sales force was being replaced 
by a computerized system. Typewriters, files, record cards, and 
ledgers were being rapidly replaced by computer terminals incorpora
ting visual display units (VDU's). The majority of the office 
procedures were being automated. While a union agreement ensured 
that redundancies did not take place, the introduction of computeri
zation had meant that many employees' skills had become obsolete.
Jobs and the skills required to do them were changing. Invoice 
typists had been transformed into VDU operators. Pricing clerks 
were now finding that much of their work was done automatically and 
what information they now needed came from computer terminals and 
not elaborate systems of manuals. To ensure equitable payment for 
these new positions the scheme of job evaluation had been revised 
and many jobs had been regraded. The job evaluation committee, in 
turn, grappled with the almost 100% rate of appeal for further 
regrading.

Coupled with computerization was the retirement of a number of key 
figures within the department. This necessitated the recruitment 
of a totally new management team at the same time as a small group 

of technical experts had been seconded to the depen'tment from the 
organization's computer centre. The new managers and supervisors 
replaced incumbents who had served the organization most of their 
working lives. Naturally, they possessed a different managerial 
philosophy which,in turn, was giving rise to changing attitudes 
towards employees and the introduction of many new practices and
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procedures. There were now stricter managerial controls. The 
emphasis, unlike previously, was wholly upon efficiency. The style 

of the order-processing operation was changing. Output and 

performance figures were now recorded on a daily basis and there 
were regular meetings to pinpoint reasons for any deviation from 
productivity targets.

It had not been long since the department was moved from an old and 
decaying building to a new office block. Flexible working hours 
were just being introduced for order-processing staff.

Unitran

Located in Hampshire, Unitran was a British company that had been 
taken over in the late sixties. The total activities of the 
organization were encompassed by the one site. Unitran's parent 
company was a large multi-national concern based in the U.S.A., With 
around 3,000 employees, Unitran had an annual sales figure in 
excess of £60m.

The main activities of the organization were the design, manufacture, 
and sale of electronic measuring instruments, automatic test equip
ment, industrial systems, and transducers. On the electronic meas
uring instrument side, Unitran was an accepted competitor of Computako.

In its locality, the organization was considered a very high payer 
and a good employer. However, it must be stated that there was a 
predominance of small firms and business concerns within the 
immediate vicinityo Many individuals apparently relied upon over-
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time to boost their earnings. As for the benefits of employment, 

the only notable one was a productivity-linked bonus scheme.

Several unions were recruiting within Unitran but the membership 

levels were low and there was very little participation in union 
affairs. As a consequence, these unions were relatively weak.

It was the instrumentation production department of Unitran that was 
in a state of rapid change. This department consisted of approximately 
500 employees organized in a hierarchical format. As well as 
managers and supervisors, there were production operators, test 
technicians, maintenance personnel, technical draughtsmen, and 
industrial engineers amongst the workforce of the department. There 
was a fairly even spread in terms of age distribution, and numbers 
of males and females were reasonably balanced. However, production 
operators tended to be mostly female and were either school-leavers 
or women returning to work after raising children. There were two 
predominant groups as far as length of service was concerned. Some 
had been with the organization for many years. Turnover in many of 
the production jobs was high resulting in a large group of short- 
servers.

As with Computako, the struggle to keep in line with technological 

advancements was having its impact in numerous ways. As far as the 
instrumentation production department was concerned, this necessitated 
the employment of increasing numbers of technical experts and 
specialists who helped to bring about a constant change of products 
being manufactured as well as changes of machinery that assisted the 
production process. Jobs were changed as a result. Test technicians 
were using more and more automatic test equipment to check the
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products for failure, and their jobs were becoming increasingly 
deskilled. In fact, some of the testing routines had been reduced 
to such simple tasks that production operators were being trained 
to conduct them. These operators had also to frequently adjust to 
changes in job content as products changed.

The parent company had decided upon a process of divisionalization for 
Unitran with the establishment of separately functioning departmen
tal bodies. The instrumentation production department was, therefore, 
having to become an autonomous unit. It was having to set up its 
own stores and other facilities that had, in the past, been 
administered from a central resource. In addition, it had to be 
profitable in its own right and could not rely on high levels of 
profit in other divisions to compensate for any loss achieved.

This division’s business was declining rapidly. As a consequence, 
individuals were being relocated and reassigned to areas with higher 
demand for their products. To try and improve the situation, the 
structure of the organization was frequently changed and there was 
a constant turnover of key managers. Each new manager had his own 
style, aspirations, and management techniques. This resulted in 
changes in the style of operation and methods of production which 
invariably meant also changing the layout of the factory. These 
regular "reshuffles" frequently resulted in the transformation and 
redefinition of jobs. Their content changed as did the responsibil
ities attached to each position. Consequently, the department was 
in a state of constant flux.
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As the decline in business continued, Unitran was forced to declare 
a number of redundancies within the department.

Dataware

Dataware was involved in the sales and support of computer systems 
manufactured in the U.S.A.. As well as supplying the actual comput
ing machinery, the organization marketed tailor-made "packages" 
designed to encompass a whole area of activity. For instance, 
customers were frequently equipped with systems integrating all 
activities in such areas as sales order processing, stock control, 
purchase ordering, and payroll and labour analysis.

Dataware was set up in the U.S.A. in 1972. At the beginning of 
1973, the U.K. operation was established. Its annual sales figure 
was, at the time of the research, £llm.

The employee strength was approximately 300. The majority worked 
at the headquarters which was a prestigious office block within 
Greater London. Here, all the central administrative functions, 
such as personnel, accounts, marketing, and sales support, were 
carried out. Many very small regional offices were spread around 
the rest of Britain.

In many respects Dataware was an organization of similar character 
to Computako. With an average employee age of thirty-two, it, too, 
was a "young company". Many senior officials were in their late 
twenties or early thirties.
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Dataware was non-unionized and had a compensation package which 
had to be judged as first-class by any standards. There were high 
salaries, bonus schemes, subsidized meals, and generous holiday 
allowances. In addition, a higher proportion of employees than 

average had the use of company cars which were replaced with new 

models at regular intervals.

Because of the large numbers recently recruited, the majority of 
employees had been with the organization for a short time. These 
employees were placed in a structure which had few levels of manage
ment and, as a consequence, they had greater authority and freedom 
than would normally be associated with their positions. There were 
roughly equal numbers of males and females employed.

In the same vein as Computako, Dataware had experienced technological 
advancements and company growth as the two root causes of its rapidly- 
changing nature.

"Dataware are committed to remaining in the forefront of computer 
technology" asserted a company publicity brochure. This commitment 
had produced much the same effects for Dataware as it had for 
Computako. Keeping up with the latest advancements in technology 
meant that ever-changing products were sold and supported. With 

these new products, some of which allowed diversification into 
other markets, the focus of marketing activities had to frequently 
change as did the strategies employed. Technological developments 
also meant that methods of equipment servicing had to change 
considerably due to changes in the products and advances in the 
equipment available to assist this support activity. Product
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servicing had become a highly specialized job and it was now 

technical experts who had to be recruited for these purposes.

In all, these technological innovations produced radical changes 

in job content as well as methods of work for many Dataware employees.

A sales literature claim was that, "Dataware is one of the fastest 
growing computer companies in the world". Judging from the situation 
in the U.K., such a claim could not be disputed. Growth, in terms 
of both increases in sales turnover and numbers of employees, was 
estimated to approximate to 100 per cent per annum. Such an 
incredibly high rate of growth had produced a planned programme of 
expansion and many reorganizations. These reorganizations, which 
included a movement towards decentralization, often meant relocation 
of individuals to and from the regional officés. These and other 
employees had to accept frequent and fundamental changes in their 
jobs and responsibilities.

Five years previously, the U.K. subsidiary had consisted of only 
two individuals. The subsequent growth had naturally produced 
further offshoot changes. Promotion of existing employees was a 
common occurrence as a growing management team was established to 
cope with the increasing size of the workforce. This promotion not 

only produced frequent change of key organization officials but also 
ensured changes in meinagement style. Indeed, these changes in style 
were most necessary as the organization progressed from a handful of 

individuals to a sizeable and rapidly growing corporate body. Those 
long-serving employees who had been considered unsuitable for
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promotion had been subjected to a progressive decrease in involvement 
in management decision-making.

To provide an acceptable level of administrative support for 
activities within this fast-expanding environment, there had recently 
been the introduction of computerized office procedures.

Summary

The choice of potential host organizations was seen as crucial given 
the nature of this study. To find industrial and commercial 
organizations undergoing a constant succession of cheuiges within a 
short time was the basic task. To assist in meeting this objective, 
reference was made to the origins of the research topic choice in 
order that a set of "criteria of rapid change',' could be devised. It 
was then concluded that a period of one year was an appropriate 
"short time" for such changes to occur, producing an environment of 
rapid change.

Company information was obtained from a variety of sources and a 
large number of suitable research sites were identified. The method 
of approach to these organizations was frequently modified to combat 
the poor response experienced as this activity progressed.

Out of eighty-nine approaches four were eventually successful. This 
low success rate was apparently a function of many factors both 
topic-related and more general. These difficulties in gaining entry 
into research sites led to a conclusion not found in many social 

science research reports. This was that an investigator's final
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research setting(s) and overall research design must frequently 
be matters of compromise between theoretical suitability and 
practical issues of access.

In terms of theoretical suitability, the four host organizations 
were considered reasonably successful as they were, according to 
my perceptions based upon available information, undergoing a 
great deal of change in a short time.



121

CHAPTER FIVE; METHODOLOGICAL ISSUES

Attention is now devoted to research methodology. To facilitate 
discussion, this chapter had been divided into four sections. In 

the first section, a methodological stance is developed by a process 
of examining some general methodological considerations and then 
applying these to the context of the present study. The second 
section, entitled "The Research Design", is concerned with translating 
this methodological stance into a series of practical techniques for 
use within the research. The third section addresses the practical
ities of applying the chosen methodology. Here reference is made 
to activities ranging from gaining entry into the four host 
organizations through to the analysis of data collected. Personal 
reflections on using the chosen methodology, as well as overall 
personal impressions connected with the research study, are considered 
in section four which examines the experience of conducting this 
research.
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SECTION ONE; THE DEVELOPMENT OF A METHODOLOGICAL STANCE

The choice of methodology is a crucial feature of all social science 
research studies, and one that is seen as being determined by the 
researcher’s stance. By ’’stance”, reference is being chiefly made 
to such epistemological and philosophical factors as the set of 
assumptions the researcher has about the nature of social science 
knowledge and his model of man, as well as his rules of conduct 
based upon these considerations. The notion of stance is similar 
to what has been referred to by Kuhn (1 9 6 2) as a ’’paradigm”, 
defined succinctly by Giorgi (1970) as :

’’the set of rules, theories, facts, problems, etc., that guide the 
research activities of scientists in the pursuit of normal 
science” (p.l?6).

In addition to epistemological and philosophical considerations, 
the stance adopted in relation to a particular study will also 
depend upon more practical matters such as the topic of that study 
and the overall goals of the research. Further, there will most 
probably be a variance between one’s ideals and what is possible 
given the constraints that will be brought to bear upon one’s 
actions. These constraints, in the form of acceptability to the 
various interested parties, will also be factors of importance 

while developing the appropriate stance.
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In summary, it is suggested that there are three major methodolog
ical considerations which will shape the stance of the researcher 
when he conducts any one study:

1 Epistemological and philosophical issues.
2 Topic and goals of research.
3 Acceptability to interested parties.

In this section, these considerations first receive attention at 
a general level. When this has been done, the focus changes to the 
particulars of the present study, where a methodological stance is 
developed through a process of applying the above three areas of 
consideration to the current research. Lastly, for purposes of 
clarity, the final stance is summarized.

The necessity for a clearly formulated stance in social science 
research originates mainly from the fact that it is human beings 
that are the focus of the study and it is human beings that are 
doing the investigating. As a preliminary to examining the three 
considerations listed above, some of the literature pertaining to 
research involving human beings is reviewed.

It should not be assumed that 1 am necessarily in agreement with 
the various views that are put forward in this preliminary review. 
My attitudes and beliefs will emerge later on in the chapter. It 
is not my intention to devote any time now to critically evaluating 

any one study cited or argument put forward. This is not because 
they are all seen to be without weaknesses. Indeed, three overall
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weaknesses are immediately apparent in much of the literature 

reviewed. Firstly, much of the work in this area is based upon 
the dynamics of the social psychological experiment. What we 
find happening is that researchers eire using experimental techniques 
to determine what goes on within an experiment. As Sigall, Aronson 

and Van Hoose (1970) have observed:

"To use a social psychological experiment to investigate problems 
(indeed artifacts) that plague social psychological experiments is 
somewhat akin to placing two mirrors face-to-face and trying to 
point out the original image in one of them" (p.8).

A second overall criticism can be made related to the fact that 
many writers have based their conclusions upon research with 
college students, usually studying social science subjects, as 
the respondents. There are serious questions as to whether such 
a sample is characteristic of the whole human race (Schultz I9 6 9), 
Thirdly, as will come to be appreciated as the chapter progresses, 
the majority of the studies are based upon a paradigm that has 

come under severe criticism from certain quarters.

However, in spite of these overall weaknesses and many individually 
associated with the various studies referred to, critical evaluations 
have not been included because they would detract from the major 
purposes of the review. These purposes are:

1 To highlight some of the factors which may have to be
taken into account when formulating a methodological 

stance and when translating this stance into practical 
research instruments.
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2 To illustrate possible complexities and peculiarities
involved in the study of human beings.

3 To generally set the scene for considering those
issues associated with the development of a 
methodological stance.

Later in this section, a certain amount of critical evaluation will 
be inevitable as agreements and disagreements are noted during 
the formulation of my stancOo

It has already been observed that much of the work in this area 
is based upon the dynamics of the social psychological experiment. 
However, most of the conclusions apply equally well to other forms 
of social science research. As Friedlander observed in a similar 
review:

"These issues are not restricted to any one set of methodologies, 
values, or philosophies, but are endemic to any endeavor in which 
the purposes are to study and learn about human behavior" (1 9 6 8, 
p . 4 9 0 ) .

For convenience, attention is given separately to human beings in 
the role of researcher and in the role of subject although, quite 
naturally, they are totally interdependent.

Human Beings In Social Science Research: The Researcher

A great deal of literature has concluded that the social scientist, 
by possessing human characteristics, is susceptable to many factors
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which may influence his behaviour at each stage of the research 
process. Such influencing factors may be inherent in the researcher 

himself (e.g. a function of his attitudes and beliefs) or they 
may result from external pressures such as academic standards or 
persuasion from people within the research setting. Whatever 
their source, such factors are likely to have some bearing upon 
the eventual outcome of research studies.

These factors of influence are now investigated using the logical 
progression of a research study as a framework.

a) Initial stages; Choice of research topic and study design

Friedlander (1977) observed;

"There is little doubt in most of our minds as to who the central 
person is in all research: it is obviously the researcher" (p.4).

This centrality of the researcher is easily accepted when it is 

acknowledged that it is this individual who decides upon the topic 
to investigate, and chooses the manner in which the investigation 
shall be conducted. Let us first give consideration to the social 
scientist's choice of research topic.

Rosenthal (1964), after reviewing much relevant literature and 
conducting several studies of his own, made some interesting comments 
concerning the investigator's choice of research topic. His 
contention was that it would be impossible for a researcher 
to commence examing any topic without having some notions and
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expectations related to its nature. In turn, the argument 
proceeded, the researcher would develop an "outcome-orientation" 
(Rosenthal 1964) consisting of his set of expectations with regard 
to the results of his study eind which could actually prove to 

influence the final outcome of the research. Rosenthal noted 
that his idea of outcome-orientation was closely related to Merton's 
(1 9 4 8) concept of "self-fulfilling prophecy":

"One prophesies an event and the expectation of the event then 
changes the prophet's behavior in such a way as to make the 
predicted event more likely" (Rosenthal 1964, p.405).

It should be acknowledged that Rosenthal appeared to be of the 
opinion that a researcher could be aware of his outcome-orientation 
or it could play a subconscious role. Either way, it was quite 
possible that such an orientation would influence the behaviour 

of the researcher throughout the course of his investigations. 
Rosenthal saw that the outcome-orientation would certainly affect 
the study design:

"Variables are not chosen for inclusion in research by using tables 
of random numbers. They are, rather, chosen because the 
experimenter has certain expectations about the relationship or 
lack of relationship between the selected variables and certain 
other variables" (1964, p.405).

Other writers have noted ways in which the researcher may possibly 
influence the outcome of a study by means of his research design. 
Friedlander (1970) provided an excellent description of a research 
design that was found to be influencing the study's findings 
owing to its unsuitability to the task in question. The study was
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basically a survey of attitudes of "hard-core" unemployed at 
various intervals during their participation in a Government- 

funded training scheme which was designed to make them more 
suitable for employment. The majority (84%) of the participants 
in the scheme were Negro. After acknowledging that all was not 
well with the progress of the study, the research team decided 
to employ a Negro research assistant who would administer the 

questionnaire to the participants. It was not too long before 
this assistant posed the question:

"Why should I give this white, irrelevant, uncomprehendable 
questionnaire to those guys down there? It doesn't mean anything 
to them, and the way they're filling it out, it can't really 
mean anything to the research team" (Friedlander 1970, p.242).

The major tool of research, a questionnaire, reflected the culture 
in which it was produced. It contained white, middle-class concepts 
and phrases. In addition, it required a large vocabulary to be 
understood. Thus, it was totally alien to the research sample.
The researchers were, by the design of their research instrument, 
imposing their own culture upon the participants. The questions, 
therefore, had little meaning or relevance to those from whom 
information was being obtained. Sociologists have been cautioned 
not to impose their own worlds-taken-for-granted upon the 

participants in their research by Silverman (1970)» With this in 
mind he suggested that meanings are rarely understood by forced 
responses in either a questionnaire or an interview. Salancik 
(1 9 7 9) developed this notion of the researcher imposing his own 
world-taken-for-granted onto the research participants to come 
to the disturbing conclusion that social scientists may be unable
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to discover anything which they did not already know:

"We deceive ourselves in two ways. First, and less serious, we 
sometimes forget that the responses we obtain may be created not 
only by the structures and processes of the respondent but also 
the nature of our questions. Second, and more serious, is the 
deception that in order for us to ask a question we must put the 
question into words that both the respondent and we will understand. 
But, because we do so, we only learn about the things that we 
already understand" (Salancik 1979» p.64l).

It is not only the social scientist's questions that may be a 
reflection of his world-taken-for-granted. It was suggested by 
Giorgi (1970) that the whole context of the research process and 
situational setting represents the investigator's viewpoint.

It has also been acknowledged by some that forces external to 
the researcher may have a bearing upon research design.Rowan (1976) 
spoke of censorship and self-censorship that went on at the early 
stages of a research project. He was referring to acceptability 
within academic circles and, perhaps more importantly, acceptability 
to funding bodies* It would undoubtedly be difficult for the 
researcher to continue with his chosen research design when it 
was deemed academically unacceptable and finance was not 

forthcoming. These external influences were also acknowledged by 
Lofland (1976) who, while talking of some obstacles to conducting 
qualitative research, suggested that it was prudent to take account 

of the fact that the major agencies funding and performing research 
were wedded to quantitative methods*
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b) The data collection stage

After the study has been designed, the researcher goes about 

collecting data on his chosen topic. It is probably at this 
stage of the study that the researcher's outcome-orientation is 
most important. In a review of research related to psychological 
experiments, Masling (1 9 6 6) observed:

"The work has now established beyond question that under certain 
conditions the psychologist, whether in his role as experimenter 
or test examiner, can exert an influence on his data" (p.68).

What evidence led Masling, and many others.,to make such assertions? 
Perhaps one of the most remarkable indicators was Rosenthal and 
Fode's (1 96 3a) study. Here, twelve researchers conducted a 
discrimination-learning experiment with rats. Some were told 
they would be working with maze-bright rats and others with maze- 
dull rats. On three out of five days of experimenting, significant 
differences were found between the maze-bright and the maze-dull 
rats. However, all rats were drawn from the same population. It 
was concluded that experimenter expectations were responsible for 
the result.

Many writers have claimed a host of external influences are brought 

to bear upon the data collection process. Argyris (1 9 6 8) interpreted 
Rosenthals(1 9 6 4) work as indicating the possibility of a junior 

investigator becoming, unknowingly, more sensitized to instances 
that confirmed his superior's views than those that did not.
According to Johnson (1977a) it was not only the researcher's superior
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who provided an influence from within the academic sphere. He 
proposed that every element of one's collegial relations could 
influence virtually all aspects of scientific investigation.

Influence may also come from the participants within the study 
or others within the research setting. According to Lewicki and 

Alderfer (1973):

"The interventionist-as-researcher often experiences pressures 
from the system to ignore certain kinds of data, to avoid certain 
people, or to accept its own diagnosis of its problems and their 
solution" (p.424).

Similarly, Vidich and Bensman (1954) referred to the problem of 
over-socialization in research. Their contention was that, 
especially after long periods of field research, the investigator 
could find that he had gone through such a process of socialization 

that he accepted the prevailing norms of his participants and found 
he was unable to probe certain areas. In the study of Friedlander 
(1 9 7 0) referred to above, evidence of researcher socialization by 
his subjects was strong. It was found that the Negro research 
assistant increasingly identified with the black participants 
and became more and more alienated from both the research team and 
the administrators of the training scheme.

The reviewed studies suggest that the social scientist may exert 
an influence upon his data. How is this done? Several writers 
have claimed that whatever method of research is chosen, the 
investigator may give off unconscious cues which will influence
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participants to behave in a manner consistent with his outcome- 
orientation. Perhaps the most remarkable indicator of our ability 

to give off such cues was provided by the case of Clever Hans 

(Pfungst 1 9 1 1). Here it was believed that a horse, trained by 
its retired school-teacher owner, was capable of communication in 

both numerical and non-numerical terms by a foot-tapping technique. 
The horse was put through many tests by experienced researchers 
and observers. Controls were made to eliminate secret signalling 
from the owner of the horse, but it was found that the horse 
performed just as well even in the absence of its master. Eventually 
Pfungst made the discovery that the horse could not produce correct 
solutions when these were not known by anyone present at the time or 
when it was prevented by large blinkers from seeing those in 
possession of the solution. The conclusion reached by Pfungst was 
that exceptionally slight changes in body posture, which had even 
escaped the notice of practised observers, were associated with the 
questioner's thought processes. The horse had learned how to 
interpret these cues and produce the correct response.

In an introductory text to kinesics, or body language, Fast (1978) 
illustrated the tremendous, and often unconscious, ability we have 
to transmit messages to other human beings through our posture, 
glance or facial expression as well as by means of eye and body 

movement. An experiment by Hess (1965) demonstrated that these cues 
need only be of a very subtle nature. He presented a group of men 
with two identical photographs of a young woman's face, one of 
which had been retouched to give extra large pupils. Hess reported 
that although none of the men had noticed that one had larger
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pupils than the other, there was a significant tendency to find 
the retouched photograph more appealing.

Rosenthal (1956) suggested that the cues emitted by the researcher 
could be just as subtle involving perhaps a change of tone, manner, 

gestures or general atmosphere. Similar conclusions have been 
reached by Rice (1929), Shapiro and Eberhart (194?), Levy and Orr 

(1959), and Rosenthal and Fode (1963b).

According to Vidich and Bensman (1954), cues can be transmitted 
verbally. They pointed out that changes in wording and sequence 
of questions, as well as length of pauses and so on, can shape 
what can and will be said in a given context.

In whatever form these cues are embodied, influence may take place 
without awareness of the researcher or subject (Masling 1966).
Such a conclusion was found very disturbing by Watzlawick (1976):

"What is even more frightening is that we ourselves, no matter how 
careful and discreet we believe ourselves to be, are constantly 
influencing others in ways of which we may be only dimly or not 
at all aware. Indeed, we may be unconsciously responsible for 
influences of which we consciously know nothing and which, if we 
knew them, we might find totally unacceptable" (p.37).

However, it appears that even when the researcher is aware of this 
phenomenon, cues associated with his outcome-orientation cannot 
be avoided (Ebbinghaus 1913, Harvey 1938).

The actual relationship that develops between the researcher and 
participants is another possible source of influence. Reflecting
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upon their experiences in field research, Vidich and Bensman 
commented;

"Personal likes and dislikes are unavoidable and certain to develop, 
even in the most transient of contacts" (1954, p.24).

Johnson (1977a) suggested that degrees of friendship were inevitable 
as one conducted a research study. As he stated:

"The traditional literature on sociological field research is 
relatively clear in its emphasis on the crucial importance of 
establishing relations of trust with those in the setting where 
the research is conducted. Given this emphasis, perhaps it is not 
entirely unexpected that certain ties of intimacy might result 
from such endeavors" (p.2 0 6).

Is it possible that likes and dislikes can influence data collected? 
According to Masling, it is. In one of his studies (Masling 1959) 
he found that attractive females acting in either a "warm" or "cold" 
manner could influence the way a male experimenter administered and 
scored intelligence tests.

Closely associated with the nature of the researcher-participant 
relationship are the personal traits of the researcher. The way 
the social scientist presents himself to the participants is likely, 

in the eyes of some writers, to have a bearing on the nature of the 

relationship which, as we have just noted, could conceivably 
influence the outcome of the study. Merton (1947) referred to the 
importance of the social position of the researcher in relation to 

data obtained. In a study designed to test Herzberg's two factor 
theory (Herzberg, Mausner and Snyderman 1959), Wall, Stephenson
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and Skidmore (l9?l) found responses varied significantly between 
when the test was administered by a researcher in a selection 
interviewer's role and when he played a more informal role.

Personal traits may be of influence in ways other than those 
related to the researcher-participant relationship. It was 
proposed by Masling (1 9 6 6) that religious background and institut

ional affiliation of the researcher could be factors of influence 
at the data collection stage. Argyris (1 9 6 8) noted that high 
validity and reliability scores were best obtained with observers 
who manifested a relatively high degree of competence in the 
variables being studied. Writers in the existential sociology 
tradition (see Douglas and Johnson 1977) have emphasized the 
primacy of the researcher's feelings during the process of data 
collection. These writers were critical of the tendency in 
traditional research reports to ignore the feelings of the researcher, 
which they suggested were crucial for understanding the outcome 
of sociological studies. Johnson (1977a) pointed out:

"My analyses led to the conclusion that personal feelings of the 
observer become fused with the rational cognitions of the research 
project in five ways: as (l) initial anxieties, (2) gut-level 
reactions to situations, (3 ) personal relations with people in 
the research setting, (4) personal relations with colleagues, and 
(5 ) the desire for understanding that motivates and sustains the 
research" (p.2 0 9 ).

c) The data analysis stage

After data has been collected, the social scientist is faced with 

the task of making sense of this information. It is feasible that
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the dynamics of the outcome-orientation are still in operation at 

this stage of the research process. In addition, there will still 

probably be difficulties associated with the contrasting worlds- 

taken-for-granted of the researcher and participant. If the 

associated arguments reviewed earlier are accepted it is conceivable 

that data will be interpreted in terms of the researcher’s world- 

taken-for-granted. Along these lines, Silverman (1975) argued 
that, if nothing else, the researcher's formal training would have 

a marked bearing upon the manner in which the data was interpreted:

"Once the data has been assembled, the enquirer will seek to 
generate an explanation, in terms of the scientific discipline 
in which he is trained" (p.59).

It had been commented by Masling (1 9 6 6) that researchers, being 
human, may innocently make errors in computation which could 

radically affect the results obtained. Even more disturbing have 

been Masling's (1 9 6 6) observations concerning deliberate manipulation 
of data:

"the history of science shows that deliberate falsification or 
misuse of data occasionally occur" (p.9 0 ).

Similarly, Brown (1977) referred to the work of Park (1 9 6 9) which 
revealed how even numerically and experimentally oriented researchers 

tended to sneak mentalistic concepts into their theories.
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d) The writing-up stage

When once the data has been analyzed, the social scientist 
usually commits his findings to paper. The bulk of literature on 
the problems associated with writing up has a tendency to emphasize 
the external pressures the researcher is under, especially with 
regard to reporting how the study was conducted. Lofland (l97l) 
posed the question:

"What person with an eye to his future, and who wishes others to 
think positively of him, is going to relate anything about himself 
that is morally or professionally discrediting in an important 
way?" (pp.132-1 3 3).

Johnson (1977&) made reference to the belief that published 
accounts of the way research was conducted were more often than 
not "laundered" to produce an "overformalized rationalistic 
instrumentality" which did not reflect the true nature of the 
research. He concluded, in a similar way to Lofland (1971), that;

"The feelings that motivate the rational accounts of science are 
for the most part those that motivate men of practical affairs in 
their daily actions. In substantive terms, these include desire 
for acceptance, comfort, security, respectability, membership, 
and a place in the sun. It is not uncommon to find among scientists 
sex-like lust for status, wealth, power, fame, and all the other 
desires, resentments, and passions, from the big ones to the 
small" (Johnson 1977a, p.226).

It is not only external pressures that are of importance at the 
writing up stage. Giorgi(1 9 7 0) acknowledged:
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"If experiments simply generated objective, independent facts, 
there would be no need for the organization of the facts, nor 
for a discussion of them. The simple truth would be there for 
all to see. However, no published reports ever present merely 
raw data. The data are always summarized or organized in some 
fashion and there is always discussion of them" (p.l6 7 ).

This line of argument was taken up by Silverman (1975) who 
commented:

"There is no way in which any account, including my own, can 
avoid relying upon and sustaining a persuasive account of the 
character of the world" (p.2 7 ),

Another interesting observation made by Silverman (1975) indicated 
that the final research report was not of a single form for all 
who read it. He noted that people would always impose their own 
sense upon what they read.

As overall evidence of the influence of the human researcher upon 
his findings, Masling (1 9 6 6) made reference to several cases 
where studies of a similar nature failed to replicate findings.

Human Beings In Social Science Research: The Subject

Just as the researcher's behaviour may be influenced by many factors, 
so too can the subject's. Attention is now given to those factors 
that are liable to influence the subject in social science research. 
As the subject is only present at one stage, a review of relevant 
literature cannot this time follow the logical progression of the 

research process. Instead, factors of influence have been grouped 
together into several categories.
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a)_____Subject orientation towards the study

After a review of many studies on this topic, Schultz (1 9 6 9) 

concluded:

"It would seem, then, that the subject does not enter the 
experiment as a tabula rasa but rather with a variety of positive 
and negative attitudes, expectations, and suspicions, any one 
of which can distort his performance" (p.220).

What sort of attitudes, expectations, and suspicions is the 
subject likely to bring with him into the research setting? 
Reporting on some organizational research work he carried out, 
Argyris (1 9 6 8) noted that it was quite possible for subjects to 
experience fear and anxiety:

"The reasons for anxiety seemed to vary enormously. 'Why did 
they pick me? Who picked me? Are they going to get rid of me? 
Whose crazy idea was this? Will I be able to understand a 
professor or a researcher? Will the questions be too difficult? 
Will they ask me to write? How open should I be? Will it get 
anyone (including me) in trouble? What effect will this have on 
my wages earned for the day? What effect will my absence have 
upon others who are working and depend on me?' " (p.191).

Vidich and Bensman (1954) acknowledged the possibility of subject 
fear and anxiety. In addition, they proposed that subjects would 
approach research with varying degrees of interest and disinterest.

Expectations of deception in social psychological experiments 
have produced great suspicion in many subjects and have influenced 
their behaviour considerably according to some writers (Kelman 

1 9 6 7, Argyris I9 6 8).
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Subjects' conclusions as to the value of the research study to 
them were seen by Lofland (1976) as crucial to the way they 

behaved:

"there are certain prime and proper questions: 'What's in it
for me or us?' 'Why should we give you our time and make you privy
to our lives?' 'What do we get?' " (p.l8).

The effect of different evaluations by subjects of the usefulness 
to them of research was dramatically demonstrated to Argyris
(1968). He spoke of a study conducted with bank employees at 
the end of which a non-technical report was produced. As a result 
of this report support was provided for an enlarged study in 
which 25 of the original sample were re-interviewed:

"The results showed that many of their answers were drastically 
different from their original answers to the same questions.
When subjects were confronted they replied as follows: During
the first study they saw the writer as a researcher who wanted 
to use them as guinea pigs; during the second study the officers 
had described the research as helping them to make the bank a 
more effective system. 'Now,' they continued, 'you could really 
make a difference in our lives, so we had to tell you the truth1'" 
(Argyris 1968, p.194).

Vidich and Bensman (1954) also argued that the meaning of research 

to the subjects was crucial. They suggested that respondents 

attempted to form an image of the interviewer and the organization 
he represented. In addition, they contended, subjects attempted 
to form a basis of response with respect to the interviewer.

This leads us to examine the advanced preparation that could be 
made by the subject prior to his participation in the research.
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How can subjects become prepared? Schultz (1 9 6 9) argued that, 
despite pledges of secrecy, subjects did talk about their 
participation in research studies. It has been acknowledged by 
Vidich and Bensman (1954) that such talk, along with general 
rumours about the research, assisted the subjects in making 
advanced preparation. This activity had the consequence of 
producing"stylized and stereotyped responses" (Vidich and Bensman 
1 9 5 4) or "well-rehearsed stuff" (West 1979)»

The participant's prior involvement in research could have a 
bearing upon his behaviour according to some* Holmes (1 9 6 7) 
investigated the influence of performance in past experiments on 
performance in later research. The results suggested that a 
subject's perceptions of and behaviour within experiments were 
influenced by prior experience of research. Skuja and Sheehan 
(1 9 7 7) took this line of argument further by suggesting that subjects 
within a particular study could vary their attitudes towards testing 
as time went on. The participants' prior involvement in other forms 
of information gathering could influence their behaviour in
the research situation. According to Friedlander (1970), research 
techniques could have the effect of reminding people of instances 
such as school tests and job selection procedures.

Back, Hood and Brehm (1964) proposed an argument which could be of 
great relevance to the subjects' orientations to research. Because 
of its separation from usual everyday life, its uncertainty, its 
unproductivity, the inherent element of freedom, and the fact that 

it was governed by rules and make-believe, they concluded that the
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experiment could well be seen as divorced from reality and as 
constituting "play". Such a viewpoint of the research situation 
was accepted as a possible influence upon subject behaviour.

In contrast Argyris (1 9 6 8), while discussing research carried out 
within organizations, concluded that behaviour was influenced by 
an opposing force:

"the subject is in a double bind. He is expected to be open, 
manifest a spirit of inquiry, and take risks when he is placed in 
a situation that has many of the repressive characteristics of 
formal organizations, which he has long ago learned to adapt to 
by not being open or taking risks" (p.1 9 2).

The final point to be made when discussing subject orientations 
towards research relates to the participant's subjective 

experience of the research situation. Giorgi (1970) commented that 
with human subjects' it had to be acknowledged there was no 
guarantee that the way an experiment appeared to the participant 
was the way the experimenter intended it. Along similar lines, 
Masling (1 9 6 6) stressed that the subject's world was not that which 
the experimenter defined and that it was indeed unknown to the 
experimenter and would vary between subjects. The problem arising 
from this kind of assertion has been summarized by Back, Hood and 
Brehm (1964):

"The subject may come to the game with a completely different set, 
so that he ignores the cues which the experimenter sets up for him 
and behaves in a way which is not determined by the situation" (p.1 8 3)
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b )_____Responding to researcher cues

Masling (I9 6 6) observed that it would be hard to conceive of a 
research situation in which the subject would not wonder what the 
experiment was about. A somewhat obvious statement that a 

Subject's perception of the experimental situation was a variable 
which was necessarily present in all experimental situations has 
been made by Gustafson and Orne (1 9 6 5). They argued that by 
perceiving certain elements of the research situation the subject 
was able to determine the nature of the study.

When attention was devoted to the human researcher in social 
science studies, reference was made to his ability to transmit cues 
to the subject in line with his outcome-orientation. Now that the 
human subject is being examined, it must be acknowledged that he 
is probably the recipient of the researcher's cues. Sigall,

Aronson and Van Hoose (1970) provided evidence suggesting that a 
subject would adjust his behaviour as a function of information given 
by the researcher* Other writers have extended this argu^ment to 
take into account non-verbal information such as the subtle cues 
that have been discussed above. The sum total of all such cues 
has been referred to as the "demand characteristics of the 
experimental situation" (Ome I9 6 2). While discussing research 
conducted with college student participants, Orne noted;

"These cues include rumors or campus scuttlebutt about the research, 
the information conveyed during the original solicitation, the 
person of the experimenter, and the setting of the laboratory, as 
as well as all explicit and implicit communications during the 
experiment proper" (1 9 6 2, p.779).
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Orne (I962) made it clear that he saw the demand characteristics 
as crucial determinants of behaviour. His contention was based 
upon that belief that subjects (especially college students) felt 
obliged to act in a manner supporting the hypothesis under test. 

Therefore, the participants strove to determine the exact purpose 
of the study relying upon the demand characteristics to guide 
them and, in turn, produce differences in behaviour. Evidence in 
support of this argument has been provided by Spencer and Dale 
(1 9 7 9). They found that participants offered different accounts 
when in a formal interview to when engaged in casual conversation. 

They concluded that this was due to the specific demand character
istics of the interview situation. It would appear that studies 
creating any degree of ambiguity for the subjects will lead to an 
increase in the importance of demand characteristics. As Masling 
(1966) suggested:

"Under conditions of ambiguity, the S will utilize all available 
cues and information so that he can supply meaning and make order 
in his situation" (p.94).

As well as cues coming directly from the researcher, we are led 

to believe by some (Mausner 1951, Schultz I9 6 9) that the situational 
context and conditions of the study could influence the subject's 
behaviour and responses.

c) The researcher-subject relationship

The relationship between the social scientist and the participant 
in his study has already been mentioned in the context of the
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influencing factors of the human researcher. The nature of this 
relationship is most likely, according to many authorities, to be 
responsible for the nature of participant behaviour. Many writers 

(Back, Hood and Brehm 1964, Friedlander 1977, Mills 1962, Orne 
1 9 6 2, and Orne and Scheibe 1964, Rosenberg I9 6 5 , Riecken I9 6 2, 
Schultz 1 9 6 9) have claimed that the nature of orientations towards 
the researcher and the general quality of the researcher-subject 
relationship has been responsible for influencing the results of 
social science studies. Friedlander (1 9 6 8) stated the case as 

follows:

"the research process and research results are completely embedded 
in and confounded with a set of ongoing researcher-subject 
relationships"(p.488).

According to an assertion made by Jourard and Kormann (1 9 6 8), the 
nature of the researcher-subject relationship was a critical factor. 

They observed that the amount and content of what one person would 

disclose to another was influenced by the relationship between the 

two people. By what Lofland (1976) stated, it appears that he 
arrived at the opinion that any form of disclosure was difficult 

to obtain owing to the inherent nature of the social scientist- 

participant relationship:

"People in real settings do not really want social scientists to 
know-at least not know about them, although they might well delight 
that other people are known about in an intimate way" (p.20).
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Argyris (I9 6 8) made the observation that by liking the researcher, 
the subject was liable to cooperate with him. On the other hand, 

a dislike of the researcher could lead to attempts to "botch up" 
the study. It cannot be maintained that the relationship will 

remain unchanged throughout the course of the study. Vidich and 
Bensman (1954) commented that there was every likelihood that the 
relationship would change in either direction as the study 
progressed, producing an impact upon the data collected.

The popularity of studies in which the subject was in some way 
deceived had, according to Kelman (1 9 6 7), led to an increased 
distrust of experimenters. He proposed that this was creating 
a dilemma: The more research that was done, the more questionable
it became as subjects increased in their level of sophistication, 
Lofland (1976) advanced the notion that an element of distrust 
was unavoidable in the reseeu^ch situation:

"In all instances of attaining intimate familiarity, people in 
settings who know of, or become aware of, the presence of the 
social scientist are likely to ask themselves: 'Will he sell us 
out?' 'Will he tell openly the things we do around here that we 
would prefer not to have known publicly?' 'Will he say false 
things about us?' 'What if he publishes our secrets for our 
competitors to read, or for our enemies to read and use against 
us?' " (Lofland 1976, p.19).

Another possible source of distrust has been uncovered by Schultz

(1969) who intimated that the psychologist researcher would be 
viewed as a person in possession of strange skills and techniques 

enabling him to probe the mind and discover hidden secrets.



147

The nature of the researcher-subject relationship has been claimed 
to be analogous to other relationships by several researchers. 
Comparisons have been made with the relationships of employer and 
employee (Skuja and Sheehan 1977), manager and employee (Argyris 
1 9 6 8), superior and subordinate (Schultz I9 6 9, Argyris I9 6 8), 
and master and servant (Lyons 1964). In every case, it was clear 
that the researcher was placed in a stbnger position than the 
subject. Having been unsuccessful in finding an experimental task 
that would be discontinued or refused by subjects, Orne (1 9 6 2) 
concluded that the relationship was one of complete authority, 
comparable to those of parent-child and doctor-patient.

Argyris (1 9 6 8) built upon this idea of a relationship of complete 
authority to claim that researchers could be producing assembly 
line conditions for their subjects. He continued to suggest that 
this would influence results as the same unintended consequences 
as found in formal organizations (physical withdrawal, psychological 
withdrawal, overt hostility, covert hostility, emphasis upon 
monetary reward for participation, and unionization) occurred 
within the research situation.

As a final point on the researcher-subject relationship it is 
interesting to note that Friedlander (1 9 6 8) observed that who 
was researcher and who was subject was arbitrary. As he noted:

"The researcher, however, assigns the roles of who will play 
researcher and who will play subject, and he also determines what 
will be considered as research results. These decisions, in part, 
are predetermined in accordance with his interests and hypotheses. 
The subject, however, may choose not to accept the roles which the
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researcher has assigned. He may decide, unknown to the researcher, 
to play a research role himself, thus placing the researcher in 
the role of a subject" (p.488).

d) Self-presentation of the subject

Goffman»s(1959) work proposed that people carefully managed their 
appearances when with others:

"when an individual appears in the presence of others, there will 
usually be some reason for him to mobilize his activity so that 
it will convey an impression to others which it is in his interests 
to convey" ( pp. 15 - l6 ).

Some writers have pointed out that the subject will always attempt 
to present himself in the best possible light to the researcher.
It has been suggested that a crucial question for the subject will 
be: "What will he think of me?" (Riecken 1962). In an experiment 
designed to test whether subjects would be cooperative with the 
researcher regardless of the circumstances, Sigall, Aronson and 
Van Hoose (1970) concluded that subjects would rather "look good" 
than cooperate with the investigator. Claims have been made that 
the subject is obliged to give a good impression as he may perceive 
that what is disclosed in an experiment could affect his future 
career and livelihood (Jourard and Kormann 1 9 6 8). Rosnow and 
Rosenthal (1 9 6 6) found differences in response between volunteers 
and non-volunteers. This was put down to the fact that volunteers 
had a greater need for social approval and were more highly 

motivated to verify the experimenter’s hypothesis. Edwards (1953) 
was also most aware of the need for social approval within subjects. 
After conducting one experiment, he noted:
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"The data clearly indicate that the probability of endorsement 
of an item increases with the judged desirability of the item"
(p.9 2 ).

When offering an explanation of the two factor theory of Herzberg, 

Mausner and Snyderman (1959), it was suggested by Vroom (1964) 
that the process of ego-defensiveness, a concept closely linked 
with the need for social approval, had been an influencing factor 
within their study. Many other researchers came to the same 

conclusion (see Galvin 1977, p p. 55 - 57)-

More factors of influence related to the self-presentation of the 
subject were proposed by Vidich and Bensman (1954). They suggested 
that the subject could be tempted to give dramatized information 
in a bid to make his life seem less prosaic. In addition, they 
claimed the possibility of conscious or subconscious blockages of 
attempts to gain information upon certain topics. Another 
interesting conclusion they reached was that subjects could be 
under tremendous pressure to perform well if they saw the study 
as equivalent to some form of intelligence test.

Although using whole organizations as his subjects, Salancik (1979) 
appeared to have stumbled upon the influence of self-presentation 
when he observed;

"It does seem, then, that if researchers approach organizations 
only by interviewing them from their front doors, they will get to 
know them as much as an occasional guest knows his host - politely, 
not too intimately, and with the distant affection of parlor charm" 
(p.642).
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e) Roles adopted by the subject
Closely linked with the subject’s need to be seen in the best 

possible light is the role behaviour which he may see as apt 
within the research situation. Several writers have put forward 
suggestions as to the nature of these roles. Fillenbaum and Frey 
(1 9 7 0) discussed the case of the "faithful" subject who, despite 
any suspicions or private hypotheses, would keep to following the 
instructions given. It was proposed by Orne (1 9 6 2) that the 
subject would attempt to be "good", behaving in a manner which he 
felt would help the researcher to validate his hypothesis. After 
conducting deception experiments in which subjects were requested 
to administer increasingly severe "electric shocks" to others 
(the researcher’s accomplices), Milgram(I9 6 3) suggested that the 
subject was characteristically "obedient". On the other hand, 
Masling (I9 6 6) suggested that the subject could be "disobedient", 
bringing into play the "screw you" effect, designed to upset the 
experiment. Orne (I9 6 2 ) also claimed that the subject, having 
established the nature of the researcher’s hypothesis, could 
become concerned about the investigator biasing data in favour of 
its support. To counteract this tendency the subject would be 
"honest" or, indeed, bias his responses in the opposite direction. 
Skuja and Sheehan (1977) disapproved of labelling the subject 
"faithful", "good", and so on. They argued that this was misleading 
as it implied an unidimensional involvement. Their study suggested:

"Within subject variability in data highlighted the fact that many 
subjects adopted a complex, shifting array of attitudes to the 
experimenter and his test procedures" (p.l5l).
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This has tied in with Friedlander's (1977) observations that a 
person was generally not consistent, nor did he necessarily 
attempt to be consistent, and West's (1979) conclusions that life 
histories were quite likely to change over time. Such writers 
were apparently in agreement with Schein's (1970) "Complex Man" 
notions.

The problem related to adopting roles, whether static or constantly 
changing, was argued to be that the subject's activities and 
responses within the research situation had little bearing upon 
real life reactions, thereby making the inferences and generalizations 
drawn from research highly questionable (Fillenbaum and Frey 1970,
Skuja and Sheehan 1977)•

f) Subject recall

In a lot of social science studies, reliance is made upon reports 
of past events. Hence there is a reliability upon the memory 
of the respondent. The problems of failure of memory and/or 
selectivity of recall have been acknowledged by Vidich and Bensman 

(1 9 5 4) and West (1979). There are forces which have been identif
ied as influencing general recall. Vidich and Bensman (1954) 
suggested that the limitations of perspective and preconceptions 
could restrict what a person recalled. They acknowledged the 
importance of individual and collective myths, and highlighted the 

possibility that self-revelations could be a reflection of folklore, 

stereotype or religion.
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g)_____ Personal motives of subject

Vidich and Bensman (1954) concluded that personal motives of the 
subject would influence his behaviour within the research ëtudy 
They spoke of "slanted" information designed to influence the 
results, distorted information to serve personal goals, and "over
information" given by "reformers". It was claimed by Salancik 
(1 9 7 9) that people responded to surveys which they felt would 
contribute to desired policies or which enabled them to indulge 
in reflection about their favourite interests.

Methodological Considerations

1 Epistemological And Philosophical Issues

From what the writers quoted above have said, it appears that 
there are a great number of peculiarities and complexities related 
to the study of human beings by social scientists. These peculiar
ities and complexities seem to stem leurgely from one source: The
subject in the social sciences is man and not an object incapable 
of conscious thought and action, and incapable of interacting, in 
the widest sense of the word, with the researcher. It is also this 
special characteristic of the social sciences that is one of the 
factors at the heart of a methodological controversy that must be 
understood before the development of a methodological stance can 
proceed.

The application of natural science methods, along with the
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epistemological and philosophical beliefs embodied within the 

natural science approach, to the human subject matter of the social 
sciences has made a major contribution to the methodological 
controversy to which I refer. The best way to commence an 
appreciation of this controversy is possibly to take a brief look 
at the history of its origin.

The historical development of the traditional methodology of the 
Social sciences

It is generally acknowledged that the social sciences originated 
in the late nineteenth century. Quite naturally, this new branch 
of science was influenced by current scientific thought. At that 
time, according to Giorgi (1970), science was synonymous with the 
natural sciences such as physics and chemistry. If a discipline 
was to claim to be scientific it had to follow the natural science 
paradigm. It would seem that this was not done reluctantly. As 
Giorgi pointed out, by the late, nineteenth century, the value of 
the natural sciences approach had become acknowledged:

"there already existed, within the scientific attitude, a body of 
seemingly incontrovertible facts as well as concepts, theories, 
methods, techniques, and viewpoints that had proved their fruit
fulness. Consequently, when psychology entered the domain of science, 
it entered into a framework of thought that had already begun its 
systematic exploration of the world, that had many traditions 
established, and that had unlocked numerous secrets about the 
universe" (197O, p.l).

Giorgi (1970) also pointed out that by adopting the popular scientific 
paradigm the social sciences were imitating a world view associated 
with the natural sciences. It has been suggested by Douglas (1 9 7 6)
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that the early social science literature was more insistent upon 
the ideas embodied in this world view than were the writings of 
the natural sciences. He suggested this was mainly a form of 

defensive rhetoric to prove to a scoffing world how truly 
scientific this new discipline was. What was the nature of the 
natural sciences world view? It was embodied in the epistemology of 

positivist objectivism. Johnson (1975) explained the major features 
of this paradigm:

"The intellectual foundations on which the edifice of modern 
science rests are conventionally termed 'positivism*. This term 
has been used during the last century to convey several distinct 
meanings, two of which are important here. First positivism 
is generally understood to refer to a complicated philosophy of 
science which focusses attention on the factual character of 
real-world observations, thus distinguishing it from theologies 
and speculative philosophies. In addition, the term is also 
understood to refer to a very rigorous methodological program, 
consisting of a set of formally rational cognitive procedures 
usually denoted by the phrase 'the scientific method' " (p.4 ).

Johnson (1975) went on to elucidate the attraction that positivist 
objectivism had for early social scientists:

"The promise of positivist objectivism, then, is to eventually 
produce a body of factual knowledge about the natural world which 
is not dependent on the properties of any particular knowing mind or 
on the existential situation of that knowing mind in the world"
(p.6 ).

It has also been suggested by Johnson (1975) that the origins of 
positivism reflect in part a reaction against moral absolutism 
which had claimed absolute knowledge of reality on the basis of 

divine revelation. However, Douglas (1 9 7 6) argued that underlying 

the positivist tradition had remained the foundations of absolutism:
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"the history of philosophy and science have made it progressively 
clear that lying behind scientists' willingness to argue about 
facts and about the truth of specific theories has always been 
a metaphysical foundation of absolute truth, an unchallengeable 
scientific epistemology.

The crux of their scientific epistemology had been the theory of 
absolute objectivity .... There are two basic ideas in this theory. 
First, the internal, subjective experience of human beings is 
seen as being the realm of the shadows of the cave, of uncertainty 
and untruth, while the external realities of objects, of the realm 
of nature, is seen as being the realm of certain, objective truth. 
Second, the rationally devised methods of scientific experiments 
and verification procedures control or eliminate the subjective 
realm of sciences and leave us with absolutely objective knowledge" 
(pp.l - 2).

The similarities between these observations of Douglas and those 
of Johnson (1975) are marked. It is perhaps appropriate to draw 
this brief historical appreciation to a close by summarizing the
features of positivism. According to the writers cited, positivist
objectivism has its foundations upon two basic assumptions:

1 There exists an absolute truth. This is separate
from the subjective consciousness of man. There are
pure facts that may be discovered and which are in
total contrast to any opinions of man.

2 By using the techniques of the scientific method, 
man is able to eliminate subjectivity and thereby 
discover this absolute objective truth.
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The current methodological controversy in the social sciences

We Eire now at a point where the methodological controversy can be 

understood. In recent years, many social scientists have come to 

reject these basic assumptions of positivism, claiming they are 

inapplicable to the study of man for a number of reasons. Quite 

naturally, other social scientists, brought up within the traditional 

approach of positivist objectivism, dispute these claims that a new 

paradigm is needed for the study of man. It had been commented by 

Friedlander (1977) that a change of paradigm is made exceptionally 
difficult as our science constitutes a quasi-legal system. Social 

scientists have all leeimed to obey these laws and deviaince is 

punished as in any sphere where there are laws. Giorgi (1970) 
described the features of a transition from one paradigm to 

another as including resistances, debates, exaggerations on both 

sides, polemics and squabbles. This description is close to the 

nature of the current controversy.

Although at least one social scientist (Rowan 1976) declared that 
resumes of this controversy were becoming boring, it is felt that 
an examination of the prominent issues is essential for my purposes.

Let us commence by considering the first assumption of positivist 

objectivism, that of the existence of a body of absolute, objective 
truth. A line of argument, based largely upon the traditions of
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phenomenology*, strongly questions this assumption. The belief in 
absolute, objective truth rests upon the subject-objectdistinction. 
It implies that there is always a separate body of objective facts 
existing entirely apart from any person's subjective consciousness. 

Silverman (1975) expanded the nature of this distinction:

"The Object World - 'the way things are' - is both distinct from our 
consciousness and provides the basis for testing the validity of 
what our consciousness tells us. The Subjective World is only 'the 
way we see things' where those 'things' exist separately from, and 
outside,the seeing" (pp. 19 - 20).

Similarly, Watzlawick (1978) observed:

"We are .... faced with two 'Realities': One that is thought to
exist objectively, 'out there' and independently from us (which shall 
be referred to as first order reality), and one that is the result 
of our 'opinions' and our thinking which thus constitutes our image 
of the first and may be called second order reality" (p.42).

The phenomenological perspective is primarily based upon the 
teachings of Edmund Husserl (1 8 5 9 - 1938). According to 
Fontana and Van De Water (1977):
"Phenomenology seeks the origin, the ground of meaning in the 
manner in which the world becomes known to us or is presented to 
us. The origins of truth and reality must be sought in the 
particularities of the relationship that binds the subject and 
his world; and the essential characteristics of this relationship 
are to be determined by an explication of the logos of the 
phenomenal world, the world not as an existent in-itself but 
as an in-itself-for-us" (p.ll8).
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As Giorgi (1970) emphasized, positivist objectivism presupposes 
that there is one way and only one way of knowing the world - "the 

way it actually is". The object world (or first order reality) is 
the real world and it is the characteristics of this external world 
that constitute reality. Is such an opinion acceptable? It has been 
noted by Manning (1979) that:

"Recent trends in social philosophy challenge this subject-object 
distinction, viewing as isomorphic the seer and the seen, the knower 
and the known .... within a phenomenological perspective, there is 
no single 'correct* reading of the 'external world' " (p.6 6 0).

The suggestion that there is no single, correct reading of the 
external world and that there is no subject-object distinction 
implies that there can be no body of absolute, objective truth. 
Truth becomes a function of individual consciousness.

In the words of Douglas (1976)

"All worldly truth rests upon direct individual experience. There 
is no escape from this iron-clad fact of the human condition" (p.6)

Giorgi extended this line of argument;

"Strictly speaking, there are no such things as pure facts. All facts 
are selected from a universal context by the activity of our 
consciousness, and hence they are always interpreted facts. This does 
not mean that we cannot grasp the reality of the world; it simply 
means that we merely grasp certain aspects of it depending upon the 
point of view that we adopt" (1970, p.1 3 5).
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This phenomenological perspective has great implications for the 

social scienceso No longer can researchers strive to discover a 
concrete body of knowledge that independently exists. From this 
viewpoint,' all truths, all facts, and all of reality are grounded 
within the individual's conscious experience:

"there is no 'reality in itself that man merely registers; he 
actively participates in the construction of what he calls 'the 
real' " (Giorgi 1970, p p. 167 - l68).

Fortunately, this construction of reality has been contended by some 
to be a collective activity. Silverman (1975) implied that our 
notions of "the way things are" was a result of a consensus that 
had developed amongst men. In their treatise in the sociology of 

knowledge, Berger and Luckmann (1 9 6 7) developed this concept at
length.

It has now been demonstrated that, from a viewpoint founded within 
the phenomenological tradition, the notion of the existence of a 
body of absolute, objective truth, separate from the subjective 
consciousness of man, is unacceptable. In other words, one of the 
assumptions underlying positivist objectivism does not hold. As will 
be recalled, the second assumption acknowledged that absolute, 
objective truth could be discovered using certain techniques. 
Accepting the argument that there is no such truth immediately 
renders this assumption redundant. However, there is a need within 
this section to examine the scientific method, in addition to the 
role of the scientist and scientific conduct within the natural 

science paradigm, to ascertain whether this method still has
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justifiable merits as a technique for social science inquiry.

Giorgi(1 9 7 0) made the important assertion that knowledge character
ized as scientific depends upon how the knowledge was obtained and 
not upon simply the possession of it. The emphasis had always 
been clearly on the method of discovery. It was suggested by 
Johnson (1977a) that claims as to the superiority of scientific 
knowledge had largely rested upon the scientific method as being 
the mode of inquiry.

The attractiveness of the scientific method is closely associated 
with the notion of absolute, objective truth. This technique 
has always attempted to ensure that the understanding of "facts" 
has not become "contaminated" by the subjective or personal 
characteristics of the human observer.

The basic elements of the scientific method involve the exposure 
of the subject to various conditions by the introduction of one 

or more well-defined variables and taking note of any differences in the 
subject's reaction. At the same time, all irrelevant conditions 
are kept constant. In line with the presupposition of absolute, 
objective truth is the general reliance upon quantitative techniques 
with this method. Mathematical entities are seen to be scientific 
as they are representative of an independent body of facts.
Qualitative methods have been avoided owing to their espousal with 
the opinions and interpretations of subjectivity. As Downey and 
Ireland (1979) explained:
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"The objective-subjective dilemma has equated objectivity, and thus 
scientific inquiry, with quantification. As a result, qualitative 
assessments have been avoided by researchers because of an under
standable desire not to appear 'unscientific* " (p.6 3 2).

It was commented by Johnson (1975) that:

"the question had been raised as to whether it is theoretically 
and methodologically possible to study humein actions with methods 
inherited from the natural physical sciences" (p.7).

Let us give attention to some of the issues raised by this question.

May (1 9 6 1) acknowledged:

"every method is based on certain presuppositions - assumptions 
about the nature of man, the nature of his experience, and so 
forth" (p.2 9 ).

One of the main theoretical problems inherent in the use of natural 
science methods is that this approach assumes a model of the nature 
of man that is widely disputed as being an inadequate conception 
of the human organism. Back, Hood and Brehm (1964) summarized 
this position:

"This point of view assumes an inert object on which the experiment 
is performed, not a subject who can react to the experiment, a 
subject who may select certain variables, even the randomized ones, 
for attention, who may try to put meaning into the situation, or 
attempt to outguess the experimenter" (p.l8l).

Other writers (Brown 1977, Friedlander 1968, Rowan 1976) have 

agreed with this proposition. Harre and Secord (1972) referred 

to the resultant mechanistic model of man and, similarly, Schultz 

(1 9 6 9) suggested the underlying assumption was that man was an
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organic machine - an inanimate, determined, reacting, empty 

organism. It was argued by Lofland (1976) that the underlying 

assumption was one of passivism - men were seen as puppets or 

pawns. Orne (1962) criticized such a viewpoint;

"The use of such a model with animal or human subjects leads to 
the problem that the subject of the experiment is assumed, at least 
implicitly, to be a passive responder to stimuli - an assumption 
difficult to justify" (p.776).

Underlying these various critiques of this view of man connected 

with the tradition of positivist objectivism is the strong contention 

that the true nature of the human condition is not portrayed.

Giorgi (1970) observed that the scientific method is legitimate

for revealing certain truths about man but it is unable to do justice

to the phenomenon of man as a person.

It has been suggested that this predominant model of man in the 

social sciences has led to the weakness of researcher-subject 

"alienation" (Friedlander I968). When discussing traditional 

approaches to research, Friedlander noted:

"Most behavioral research is designed and intended to provide data 
in one direction; from the subject to the researcher. The subject 
is aware that his participation in the research situation will allow 
the researcher to be wiser about him without making him wiser about 
the researcher.... The second party has no opportunity whatsoever 
to enter into the interaction, to provide more valid data to the 
observer, or to obtain fulfilment in the process" (pp. 490 - 491).

It was Friedlander's contention that "excluding" the subject from 

the research in this manner limited the potential of the study. He 

warned;
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"To the extent that the subject is excluded from the research 
situation, the researcher will also be excluded" (1 9 6 8, p.5 0l).

Another weakness of the traditional model of man is the failure 
to take meanings into account. As was observed in the passage 
from Back, Hood and Brehm (1964), the scientific method assumes 
a model of man who is unable to put meaning to a situation. This 

appears a great weakness. Silverman (1970) argued:

"The action of men .... is meaningful to them .... men define their 
situation and act in certain ways to attain certain ends" (p.1 2 7).

Rather than a passive responder, a more convincing view of man 
thus emerges - that of a conscious actor, someone who puts meanings 
to situations and to the actions Of others and subsequently reacts 
upon the basis of these meanings;

"Men are not puppets; they consciously interpret the situation in 
which they find themselves, and in the light of these interpretati
ons they select their responses in accordance with goals which 
they wish to achieve" (Hyman 1972, p.6 7 ).

An associated weakness has been claimed of the positivist approach.
The scientific method, and its associated model of man, can only 
explain behaviour in terms of causal relationships, responses to 
stimuli. But what are the relevant stimuli? Giorgi (197O) emphasized

that we cannot take the nature of the stimuli for granted. It is 
the human subject who defines the nature of the stimuli for 
himself.



164

According to Brown's (1977) observations, the emphasis of social 
science inquiry alters when the model of human subject-as-object 

is denied:

"Some humanist critics have suggested that if we conceive of the 
actor as a conscious agent, rather than as object, we seek, not 
causes of behavioral events, but reasons for meaningfully intended 
conduct " (p.84).

The message appears to be that concentrating on behaviour leads 

the social scientist to miss its significance to the people he 

studies. Human reactions are based upon meanings, and predicting 

and understanding behaviour is impossible without accepting that 

man produces meanings, and without knowledge of those meanings. 

Thus, the change of emphasis for the study of human behaviour 

should be away from the behaviour itself and towards the underlying 

meanings which direct the human organism. In the words of Giorgi 

(1970, p.l6l):

"it is clear that the relevant question for understanding behavior 
is to inquire about its meaning - not its measurement."

As far as meanings are concerned, the positivist approach can only 

claim, at its very best, that the observer has knowledge of the 

actor's meanings by studying his behaviour. As Johnson (1975) 

remarked:

"many scholars have argued that the hypothetical-deductive methodology 
of positivist objectivism presupposes the observer's omniscience in 
knowing the actor's meanings" (p.l6).
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However, there are shortcomings to this notion. In the words of 

Laing (1 9 6 7):

"I cannot experience your experience. You cannot experience my 
experience. We are both invisible men. All men are invisible to 
one another" (p.l6).

Accepting this argument, it becomes clear that simply by observing 
behaviour, the social scientist cannot claim access to meanings. 

His meanings and his experiences will differ even when he is aweure 
of the physical context of the action. Silverman (1970) warned of 
the dangers of attempting to impose one's personal meanings onto 

a situation:

"where the meaning (and hence the possible legitimacy) of an action 
differs, to impose one's definition on it, without reference to the 
actors' views of what is going on, can seriously distort analysis" 
(p.224).

Another point was made by Tiryakian (1 9 6 5)

"The methodology of the natural sciences treats values as irrelevant 
for an 'objective' study of things and the dismissal of values limits 
the generality of positivistic methodology. Moreover, since the 
meaning we perceive in the world around us is grounded in the values 
we implicitly hold, social scientists and their studies are value
laden, which does away with an 'objective' interpretation of human 
events" (p.6 7 8).

We have now returned to the subject-object distinction upon which 
are based the methods of positivism. Attention has already been 

given to the claim that all truth is necessarily a function of the 
conscious experience of individuals. In the opening part of this
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chapter, great lengths were taken to illustrate the humanness of 
the social scientist. It does not seem reasonable to now suggest 

that the researcher can be "outside" this issue. As a human being, 
he, like those he is studying, has a unique world view. His research 
is a reflection of his subjective experience (Friedlander 1977) and 
is therefore divorced from any supposed objectivity:

"the existence of the scientist implies a particular scientific 
world view, and there cannot be a world view without implying some 
viewer. Thus, it is obvious that the mutual implication of subject 
and world is maintained in science" (Giorgi 1970, pp. 107 - 108).

This is an important consideration. It has been claimed (Brown 
1977) that the researcher's construction of reality slips through 
the positivist net. However, it seems hard to deny that the 
researcher's frame of reference will influence what he sees and that 
his findings will be rooted in his values, attitudes, and so on 

(Johnson 1975).

Giorgi (1970) advanced another weakness:

"Drawing upon phenomenological philosophical insights, we might 
maintain the position that the natural scientific perspective is 
not the privileged position even for the physical world - let 
alone for psychology - because even the natural scientific perspect
ive presupposes a more primordial experience, namely, the experience 
of the life - world" (p.1 3 3).

Here he was referring to Husserl's notion of life - world, which is 
the first world we come to know by being born as human beings.

The argument was concluded by Giorgi:
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"the very kinds of activity that are essential to the production 
of scientific knowledge are already taking place within a 
prescientific attitude. Thus, if scientific knowledge has priority, 
it is not because of the kind of activity of the person who is 
a scientist" (1970, p.135).

The overall message appears to be that objectivity is the result 

of a certain subjective approach on behalf of the social 

scientist. Once more we return to the underlying significance of 

subjectivity.

While discussing the influence of the social scientist, reference 

must be made to what was disclosed earlier in this chapter. It 

was seen that there were a host of possible ways in which the 

investigator contributed to the phenomena under investigation.

This is a further weakness of the scientific method which strives 

to eliminate the researcher's subjectivity. The social scientist 

is a part of what he seeks to understand and his involvement 

automatically varies the settings he seeks to observe. Again, it 

was Giorgi (1970) who offered an interesting insight. He maintained 

that although the scientific method had claimed objectivity through 

neutralizing the investigator's presence, even a neutral attitude 

is a form of human presence.

It has been implied that objectivity has been maintained by the use 

of quantitative techniques. This activity has been criticized by 

some writers as presenting a further weakness of the scientific 

method. It was observed by Brown (1977) that the structure of 

mathematics was not necessarily isomorphic with that of the actors' 

worlds. Similarly, Douglas (1977) contended that it was ridiculous
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to think of most human experiences in mathematical terms.

Mintzberg (1979) argued that too many results had been significant 
only in the statistical sense of the word, which had little 
relationship with everyday life situations. It was also claimed 

by Kelly (1955) that:

"What we count depends on what we abstract to be counted, upon the 
concept formation that has preceded the mathematical expression"
(p.54).

In other words, the objectivity claimed of quantitative measures 

rested upon a subjective activity of the researcher.

A final criticism of the techniques of the natural sciences came 

from Johnson (1975) who addressed the question of whether scientific 
conduct was the way science was really done. He concluded, after 

reviewing the work and comments of many others, that this was not 

the case. He referred to the essential relaxation of the canons of 

objectivity in practical research situations as well as the temptation 

for the researcher to sneak his own subjective understandings into 

research accounts which, in addition, have a tendency to be over

formalized and over-rationalized.

It has now been shown that various writers have identified weaknesses 

inherent in the paradigm of positivist objectivism. The basic 

premise of absolute, objective truth, upon which it rests has been 

shown to be questionable and the positivist methods have been shown 

to possess many unintended weaknesses. At this point it is worth 

noting an observation made by Johnson (1975):
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"Times of intellectual crises and passion often produce their own 
excesses. Such has been true of the present crisis of social 
science objectivity" (p.3).

The excesses to which he referred are the voluminous critiques of 
the positivist approach that imply any good which has eminated from 
the realms of positivist objectivism is forgotten. Rowan (1976) 
made a point that many of the critics have apparently missed:

"I don't see this as a crusade to sweep away all attempts to study 
human beings in a positivist way. I personally feel that perfectly 
orthodox research has found a lot of genuinely useful and interest
ing information which I wouldn't want to be without" (p.2).

The major epistemological and philosophical issues that are part 
of the controversy in contemporary social science have now been 
highlighted in an attempt to illustrate the major considerations 
that will have to be borne in mind during the development of a 
methodological stance.

2_____Topic And Goals Of Research

As well as the epistemological and philosophical issues, the 
development of a methodological stance, and the associated techniques 
used for inquiry, will be influenced by the topic of the study and 
the overall goals of the research.

Several writers have advised that methods are always best developed 
in dialogue with the phenomena to be investigated. Reason (1977) 
commented that problems of research methodology are best dealt 

with in the context of specific research problems, and it was noted
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by Silverman (l970) that the fruitfulness of any method was 

determined by the appropriateness to the task at hand. Downey 

and Ireland (1979) have adequately summarized such recommendations :

"The most relevant of the presuppositions that determine one's 
research perspective is that methodological issues must always be 
answered within the context of a particular research setting.
That is to say, methodologies are neither appropriate nor inapprop
riate until they are applied to a specific research problem. This 
perspective treats methodologies as tools of inquiry; each inquiry 
requires careful selection of the proper tools. Having the wrong 
tool for the task may be no better than having no tools at all"
(p.630)o

These claims seem convincing. Similarly, it has been argued that 

the goals of the social scientist's research will be an important 

factor when choosing methodology. Presumably, he will need 

different techniques when he is attempting to discover something 

new to when he wishes to put an existing concept to the test. 

According to Douglas(1976, p.8):

"The goal of one's research is the first crucial question. It's 
answer has fundamental implications for all his research and its 
results. The goals chosen largely determine the general methods 
used and thus the kinds of data produced - their truthfulness and 
usefulness."

3_____ Acceptability To Interested Parties

While little has been written directly acknowledging this factor, 

the development of a methodological stance for a particular 

research study will have to take into account what alternative(s) 

will prove acceptable to those who have an interest in the research 

study. Obviously, one interested party will be the researcher himself.
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What is acceptable to him? Naturally his philosophical beliefs 

will be of prime importance. The current epistemological controversy 

within the social sciences has received considerable attention 

above. The researcher's conclusions in this area will undoubtedly 

be determined by his personal philosophy upon such matters as the 

nature of social science knowledge and the inherent character of 

the human condition. At a more practical level, the strengths 

and weaknesses as well as the preferences of the individual researcher 

will play a part in decisions related to the techniques used for 

inquiry. For instance, it is probably unlikely that the researcher 

who is unable to grasp the elementary principles of statistics but 

who feels highly competent in interpersonal relations will be happy 

to chose a quantitatively analyzed postal questionnaire as his 

prime tool of inquiry.

In the early stages of this chapter, reference was made to the 

possible outside pressures from academic circles, including funding 

bodies. These are definitely interested parties to whom the 

methodological stance must be acceptable.

The stance must also be acceptable to those in the research setting. 

Initially, those with the power to grant access to research 

participants will have to approve of the methodology being used.

These will probably be concerned with the potential disruption 

that a suggested technique will create as well as their perception 

of the usefulness to themselves of the proposed methodology and the 

nature of its resultant data.
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The actual participants in the research will nessarily be 
interested parties. It is unlikely that a methodological stance will 

be appropriate where it does not fulfil any needs which the 
participants have, or where the techniques of inquiry are seen 
as potentially threatening or disagreeable for whatever reason.
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Methodological Considerations In The Context Of The Present Study

Now that the methodological considerations necessary for the 

development of a methodological stance have been examined at a general 

level, it is proposed to apply these considerations to the context 

of the present study and address how I arrived at a stance with 

regard to the current research. This discussion will once more 

follow the framework of the three major methodological considerations 

claimed to shape the stance of a researcher on conducting any one 

study. At each of the three stages,reasons are given for my chosen 

direction and it is attempted to show either how my stance overcame 

some of the peculiarities and complexities inherent in the study of 

man reviewed earlier or show how this stance took those matters into 

consideration.

1_____Epistemological And Philosophical Issues

It will be obvious from the preceding discussion that my personal 

philosophical convictions were a major determinant in the development 

of my methodological steince. It is now time to address the manner 

in which my individual viewpoint was formed.

I followed the arguments within the social science controversy in 

some detail and concluded that my stance would not be connected with 

the paradigm of positivist objectivism. This was not to say that I 

denied that this paradigm had any usefulness. I found myself agreeing 

with Rowan (1976) that there was a lot that had been generated from 

positivist objectivism that I would not have wished to be without.
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In fact, many of the observations that were included in the earlier 
section on human beings in research came from studies conducted 

within the positivist tradition. I would not have included such 
works if the insights they produced were not valued. My conclusion 
not to use the approach of positivist objectivism was rooted in a 

conviction that such a paradigm would be inappropriate to the nature 
of the current research because of reasons that become obvious as 

this discussion continues.

The approach offered by the phenomenological perspective seemed 
far more apt. Why was this so? Earlier in this section it was 
noted that the positivist tradition had an underlying assumption 
of an absolute, objective truth. My personal reflections, prompted 
by the methodological controversy centred around this notion, led 
me to identify with the phenomenologists* argument that truth could 
not exist outside of the conscious mind. It was a function of 
individual experience.

In addition, it was my contention that the scientific method 
associated with the positivist approach would be unsuitable for my 

research. If I were attempting, say, to study the effect of alcohol 
consumption upon speed of human reaction, the traditional experiment 

would have been a useful "tool of inquiry", in Downey and Ireland's 

(1 9 7 9) terms. I would have variables (drink consumed and speed of 
reaction) that could easily be measured in the laboratory situation, 
and the data would eventually be best reported using graphical and 

statistical techniques. However, in this research, like Giorgi (l970)» 
I was keen to study man as a person. I wished to look at the total
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human organism. Some of the matters I wished to probe, such as 

feelings, attitudes, beliefs, anxieties, meanings, and so on, could 

never have been touched upon using the scientific method. Thus, 

it was concluded, in line with my views on positivist objectivism, 

that the experimental approach could be conceived as a valuable 

tool of inquiry, but not within the context of the present study.

Having summarized the manner in which my overall viewpoint was 

developed, it is perhaps now appropriate to discuss some of the 

implications of adopting a phenomenological approach.

It has now been acknowledged that I believed there was no external 

body of facts separate from individual consiousness; no subject- 

object distinction. This had tremendous implications for the claims 

that could be made about the status of this very research study 

and its findings.

It had to be concluded that this research effort was a function of 

my world view. Following the observations of Tiryakian (1965), 

it had to be accepted that this research was value-laden. The 

values were mine. These values had originated, in part, from my 

personal background and the pressures of socialization to which 

1 had been subjected. They were a function of my age, my sex, and 

my personality. Accepting the views of the existential sociologists 

(see Douglas and Johnson 1977)» my emotional states and the fusion 

of my thoughts and feelings had also played a role. In total, this 

research would be an expression of my individuality. What I would 

be doing here was offering a persuasive account (Silverman 1975) of
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a certain substantive area. I could not claim to offer any
pure facts and indisputable knowledge. On the other hand, I was

not belittling my efforts by making such observations. My 

philosophical convictions led me to argue that no researcher could 

do more. Whatever his approach and whatever his techniques, no 
social scientist would ever be able to produce a body of factual 
knowledge independent of the knowing mind. His claims might

suggest a belief that he could but these were not my claims. My
belief was that the most that could be done was to offer an 
alternative viewpoint; a new way of conceiving matters; the chance 
to see things in a different light. My hope was that others would 
benefit from the opportunity to peer through my "tinted spectacles". 
My objective could be no more than to assist people in seeing things 
a little clearer by offering plausible explanations of the phenomena 
observed. It was fully accepted, and indeed stressed, that my way 
was not the only way of making sense of the data collected.

Within this viewpoint I, as the researcher, became a source of data.
In claiming to offer an alternative view it was only right and

proper that information was divulged on the prime tool of research -
myself. Giorgi (1970) was adamant about this matter. He commenced 
by introducing the concept of a researcher's "approach":

"By establishing the category of approach we mean to take into 
account the researcher himself in the enterprise of science. By 
approach is meant the fundamental viewpoint toward man and the 
world that the scientist brings, or adopts, with respect to his 
work as a scientist, whether this viewpoint is made explicit or 
remains implicit" (p.1 2 6).
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Giorgi (1970) continued:

"the approach of the scientist is at least as important as the 
method and content he deals with, and should be formally communicated 
in scientific reports and discussions just as the latter two are"
(p. 1 6 3).

Such information could only be offered when I had taken steps to 

become aware of, and record, factors acting before and during the 
research project that could have a bearing upon my persuasive 

account.1

Applying the above notions of subjectivity to my subjects 2 j had 
to acknowledge that every person seen during the data collection 
activities would have his own unique viewpoint. I had to accept a 
multiplicity of world views. A possible difficulty then arose. If

As will be seen in section four of this chapter, attempts 
have been made to provide enlightenment with regard to my 
personal experiences during the conduct of the research .
In addition, chapter one addressed those factors which 
motivated me to commence this study. Coupled with the 
content of this current discussion, it is felt that this 
information is in the tradition encouraged by Giorgi (1970) 
and even exceeds the boundaries of his "approach". The 
desire to offer such a wealth of personal information has 
also resulted from the observations, rooted in existential 
sociology, that knowledge of the feelings of the researcher 
(and, hence, factors producing these feelings) are crucial 
for understanding the outcome of social science studies.

Now that I have identified with the phenomenological tradition, 
the term "subject" applied to the participant in the research 
process may seem unacceptable to some. However, it is pointed 
out that this term is used without any desire to be associated 
with the connotations connected with the natural science 
paradigm.
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it was claimed that each person participating in this research 
would have an idiosyncratic world view, how could I construct a 
thesis that could be anything more than a collection of individual 
accounts? Here refuge was taken in the claims of such theorists as 

Berger and Luckmann (1 9 6 7) and Silverman (1975) who suggested that 
men created their own reality and there was necessarily some 
consensus in their views. More to the point, my phenomenological 
approach made combinations of world views and generalizations 
legitimate. They were a function of how I made sense of ray data.

The phenomenological approach had important implications with regard 
to the peculiarities and complexities of human beings in social 
science research that were reviewed earlier. It seemed appeirent 
that many of the writers cited within this review were operating 
from the viewpoint of positivist objectivism. They appeared to 
regard these human factors as nuisances hindering and contaminating 
attempts to elicit the "real" facts of the study. These factors 
were barriers to the pursuit of absolute, objective truth and needed 
to be somehow eliminated in order for research to be objective and 
scientific. From the phenomenological perspective many of these 
factors, far from being considered nuisances, were seen as positive 
assets. For instance, my personal traits, my feelings, and my 
attempts to analyze data, rather than being troublesome entities, 
were part of the uniqueness of this research effort upon which I could 
capitalize.
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Another implication of my choice to proceed along the lines of 
phenomenological analysis was that I could not, as already 
acknowledged, accept the scientific method as an appropriate method 

for my purposes. It had to be claimed that my model of man was not 
that of an inert object that passively responded to stimuli. My 
views were consistent with a more humanistic model of man. I saw 
the individual as a thinking and feeling person; a conscious social 
actor making sense of situations and constantly monitoring the world 
around him and acting upon the meanings he so derived. My own 
experience as a human being told me that this model was far more 
representative of the human condition than that of the passive 
responder to stimuli. I found myself in agreement with Mangham 

(1 9 7 9) who commented:

"My metaphor for man is man .... people should be treated as if 
they were human beings as we know and understand them in everyday 
life" (p.14).

By proposing a model of man as a conscious actor, it had, by 
implication, been specified where the emphasis of my data collection 
activities would fall. I could not rely upon simple observations 
of behaviour. I needed to get "behind" the actions of individuals. 

Following the line of argument proposed by Brown (1977), I was 
seeking reasons for meaningfully intended conduct. My emphasis 
would be upon obtaining the meanings which lay beneath behaviour. 
However, it should be acknowledged that, paradoxically, my humanistic 
model of man suggested that meaning would not always precede the 
event. It was highly probable that people acting upon impulse would 
retrospectively impose a logic to their behaviour.
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Nevertheless, reliance had to be made upon individuals' accounts to 

highlight the rationale of their behaviour. How else could it be 

done? Would any one of us accept that another person could describe 

better than ourselves the sense that we, as individuals, make of the 

world, and the motives underlying our actions? It was considered 

doubtful that we would. The conscious actor was assumed the 

ultimate authority on the reasons for his behaviour. To suggest 

otherwise was to deny the humanistic model of man that had been 

proposed.

Inherent in this reliance upon the accounts of individuals was the 

underlying assumption that language would be an adequate means of 

capturing the nature of the individual's experience and conveying 

this experience to another person. While the topic of linguistics 

was outside the scope of this work, it was acknowledged that it 

was only through language that we were able to share our subjective 

experiences of the world with others.

In saying that data would be collected through accounts, I was 

again emphasizing that the scientific method would not be used. 

Following the lines of phenomenological thought, I wished to collect 

data of a different type to that originating from scientific inquiry. 

According to Berger and Luckmann (I9 6 7), one needed to:

"concentrate upon what people know as reality in their everyday, 
non-/pre-theoretical lives" (p.27).

Similarly, West (1979) claimed one should start with "the stuff of 
everyday life". I could not claim that such a method was "best". This
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argument would be based upon an absolute truth concept that there 
could only be one explanation for any event:

"The establishment of the fact of perspectivity .... rules out any 
stance that can be all-knowing, and in effect, this rules out the 
possibility of an absolute stance - and this applies to a 
phenomenological perspective as well (Giorgi 1970, p.162).

My humanistic model of man led me to the conclusion that this 
research should be qualitative as opposed to the quantitative 
form of analysis which best suited the model of man as a passive 
responder. Lofland (1976) reached a similar conclusion:

"The passivism - activism contrast is psychologically and 
existentially isomorphic with the contrast between qualitative 
and quantitative data. Qualitative data .... point to the concrete, 
real world of action possibilities, most especially when presented 
to illustrate strategies in situations .... Analyzed concrete 
instances is the form of how people learn to do anything. Qualit
ative data are activist data. In constrast, sets of abstract 
frequencies and correlations contain almost no information on how 
action is in fact carried on. They consist of passivist data" 
(p-74).

It was also my model of man that guided me to proceed in a human 
way and not a neutral way at the data collection stage. As Giorgi 
(1 9 7 0) argued earlier, even by adopting a neutral attitude, one's 
presence within the research could not be denied. My awareness 
was similar to that of Rowan (1 9 7 6) who commented:

"I am interested in just being aware of the difference between 
treating a person as a subject, and treating them as an object. And 
I am interested in just being aware of the difference between acting 
as a real person, genuinely involved in the situation, and a person 
from Mars - or would-be person from Mars - only concerned with the 
variables under test" (p.2).
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It was implied earlier, while discussing the personal traits of 

the researcher, that the way he presented himself would be a

factor of influence. As I saw it, this influence could be

perceived to act in two directions. To proponents of the concept 

of absolute truth, it would be seen as a blockage to such truth.

If we professed to hold a humanistic model of man, it would be an 

influence that could provide richer data. By presenting myself as 

a human being and not a "person from Mars" I truly felt that I 

would get "closer" to those who participated in my research. 

Consequently, it was considered that I would, in this way, gain 

greater access to my subjects' worlds. This tied in with those 

observations of Jourard and Kormann (1 9 6 8) which suggested that the 
amount of disclosure between one person and another depended 

largely upon their relationship. It was considered that a person 

was likely to be more open to a "human" researcher than one who acted

in a neutral fashion and who pushed the subject into an inert-object

role. Of course, I could not claim that it would be impossible for 

anyone to find my humanness disagreeable and feel discomforted by 

my presence. There could be evidence of Masling's (1 9 6 6) "screw 
you" effect.

However, I was convinced that by treating people as human beings 

and relating to them in a human fashion, the chances of this problem 

would be diminished.

My model of‘man also acknowledged the complexity of the human 

condition. It was true, as many writers argued, that the subject 

would not enter the research study as a tabula rasa. It was
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impossible to conceive of any human being not equipped with a host 
of attitudes, expectations, and suspicions that he would bring to 
the research situation. However, unlike Schultz (I9 6 9) and others,
1 did not follow the argument that they "distorted" his performance. 
How could an individual, by exhibiting natural human reactions,be 
accused of such "distortion"? His attitudes, expectations and 
suspicions were a function of his very self. They were part of the 
human condition and,thus, needed to be studied in their own right. 
They were data with potential to offer great insights. To see 
these human characteristics as distorting what could be discovered 
about the human condition seemed ridiculous. They were the human 
condition. The question became whether we wished to be faithful to 
the nature of our subject matter or whether we would prefer to 
strip it of its characteristic features and then claim to have 
discovered true facts about it. The subject-object distinction 
emerged once more.

 2_____Topic And Goals Of Research

Now that my personal philosophy has been made known, it is time to 
address my thought processes as I was searching for an overall method

ological model that would tie in with this philosophy and would be 
appropriate to the topic and goals of the current research.

My intention was to investigate experiences of work within rapidly 
changing organizational environments. This was another factor 

suggesting that my preoccupation should be with the accounts of 

individuals. It was only by this method that I would be able to enter
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the worlds of my subjects and learn about their thoughts, their 
feelings, and the meanings they attached to certain phenomena.
In sum, I felt it was only possible to gain significant insights 

into how an individual experienced considerable change within his 
work setting by allowing him to describe, in his own words, the 

nature of his world and the sense he made of it.

It has already been pointed out that a significant absence of 
literature upon the specifics of my chosen study was encountered.
This factor shaped the goals of the research. From the statement 
of the aims and objectives of the present study (see p. 64 ), it
was clear that my intention was to conduct reseeirch of an exploratory 
nature. This research had got to be one of discovery and not of 
putting already-existing theories to the test. The study needed 
to be conducted in a manner referred to by Harre and Secord (1972) 
in their discussiorl of the methodology of the advanced sciences:

"Much of empirical science is exploratory, and involves a methodol
ogy not at all like the traditional idea of hypothesis, prediction 
and test. In exploratory studies, a scientist has no very clear 
idea what will happen, and aims to find out. He has a feeling for 
the 'direction* in which to go .... but no clear expectations of 
what to expect. He is not confirming or refuting hypotheses" (p.6 9).

An attractive "recipe" for such discovery research was found in the 
suggestions of Glaser and Strauss (1 9 6 7). These writers argued 
that the emphasis in sociological research had been upon verifying 
"grand" theory of "great men" sociologists. This had been at the 
expense of generating new theory. Glaser and Strauss (1 9 6 7) attempted 

to redress this balance by detailing an approach to sociological



185

research which encouraged the generation of theory from the research 
setting. Silverman (1970) adequately summarized this "grounded 

theory" approach:

"Put very simply, their argument is that a priori assumptions about 
the objective characteristics of social situations which are often 
made at an early stage of the research process (in the form of 
hypotheses and operational definitions) serve to mask important 
features of social reality. Research must instead be used to 
generate 'grounded' theories which, rather than forcing data into 
preconceived 'objective' reality, would seek to mobilize, as an 
explanatory tool, the categories which the participants themselves 
use to order their experience" (pp. 229 - 2 3 0).

While Glaser and Strauss (1 9 6 7) made it clear that they considered 
both verification and generation of theory important activities 
within sociological research, the emphasis of their work was upon 
the process of theory generation:

"Most writing on sociological method has been concerned with how 
accurate facts can be obtained and how theory can thereby be more 
rigorously tested. In this book we address ourselves to the equally 
important enterprise of how the discovery of theory from data - 
systematically obtained and analyzed in social research - can be 
furthered. ¥e believe that the discovery of theory from data - 
which we shall call grounded theory - is a major task confronting 
sociology today" (Glaser and Strauss 1967, p.l).

With such an emphasis upon theory generation and discovery, it was 
felt that the model proposed by Glaser and Strauss (1 9 6 7) could be 
successfully adapted to the present study.

Having now introduced the work of Glaser and Strauss (1 9 6 7), it is 
worth giving further attention to their suggestions along with what 

I considered to be the other major attractions and also the weaknesses 
present in their writings.
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It was suggested by Glaser and Strauss (196?) that a method of 
comparative analysis, entailing the systematic choice and study of 
several comparison groups ( ranging from individuals to whole 

nations), was most suited to theory generation. With such a method, 
they noted, data collection took place through a process of 

theoretical sampling where the theoretically sensitive researcher 

chose comparison groups on the basis of their theoretical relevance 
to the emerging theory. They commented that there were two main 
elements of this emerging theory. First, there were categories with 
their various properties. Categories were conceptual elements of 
theory. Second, there were hypotheses which had the status of 
suggested, but not tested, relations among categories and their 
properties. It was these hypotheses which formed the core of 
emerging theory and guided the researcher to further data collection 
and analysis until a point of saturation was reached where data 
collected offered no additional insights.

Glaser and Strauss (I9 6 7) pointed out that comparative analysis could 
be used to generate two basic kinds of theory. Substantive theory 
was that developed for a substantive or empirical area of sociologi
cal inquiry (e.g. hospital patient care). Formal theory was that 
developed for a formal, or conceptual, area of sociological inquiry 
(e.g. stigma).

These writers continued to detail a particular form of comparative 
analysis, the constant comparative method of qualitative analysis, 

which they had successfully utilized in research. This method 
consisted of four stages. First, was the process of comparing incidents
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applicable to each category. Here, each incident of data was 

coded into as many categories as possible. New incidents were 

compared with previous ones and were allocated to existing or new 

categories. The categories were either labelled by the analyst, 

or language used by the research participants was utilized. Second, 

came integrating the categories and their properties, where the 

researcher attempted to discover an integrating scheme within his 

data. Third, was delimiting the theory which could occur at two 

levels. In one case, major modifications to the theory would 

become fewer as the study progressed. Alternatively, delimitation 

took place through a process of reduction, involving the discovery 

of underlying unformities of categories and the subsequent formul

ation of theory with a smaller set of higher level concepts. Fourth, 

the theory was written.

Glaser and Strauss commented:

"Our principal aim is to stimulate other theorists to codify and 
publish their own methods for generating theory" (1967, p.8).

This observation was taken to suggest that they did not consider their 

constant comparative method to be either the only or the best method 

of theory generation. They gave the impression that they would welcome 

futher developments within the overall approach suggested.

Apart from being consistent with the exploratory nature of the present 

study, this overall approach had further positive attractions.

One major attraction of the grounded theory approach was that it 

was clearly in line with several beliefs I had developed in
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relation to epistemological and philosophical issues. By devoting 

attention to "the categories which participants themselves use to 

order their experience" (Silverman 1970), this manner of research 
appeared to be founded within the tradition of phenomenology. The 

emphasis was upon getting people to discuss their own worlds using 

their own terms. Glaser and Strauss (I9 6 7 , p.6) did, in fact, 
admit to operating from a phenomenological position, which was the 

position concluded to be most appropriate to the current study.

In addition, the suggestions of Glaser and Strauss (1 9 6 7) indicated 
that, like me, they proposed a humanistic model of man. Far from 

believing the reseeirch peirticipant to be an inert object (Back,

Brehm and Hood, 1964) or a passive responder (Orne 1 9 6 2), Glaser 
and Strauss (1 9 6 7) were cleeirly prepared to do justice to the 
phenomenon of man as a person. By relying on subjects to guide them 

to theoretically relevant data, it appeared obvious that they saw 

research participants to be thinking, feeling people who were consc

ious social actors.

Glaser and Strauss (1 9 6 7) were also found to be of a similar opinion 
to me with regard to the choice between qualitative euid quantitative 

data. In the early stages of their work they made it clear that 

although they did not deny the usefulness of quantitative analysis 

for certain purposes, their preference was strongly in favour of 

qualitative techniques. They commented:

"We seek in this book to further the systematization of the collection, 
coding, and analysis of qualitative data for the generation of theory" 
(p.1 8).
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It was also noted by Glaser and Strauss that:

"Still dependent upon the skills and sensitivities of the analyst, 
the constant comparative method is not designed (as methods of 
quantitative analysis are) to guarantee that two analysts working 
independently with the same data will achieve the same results"
(1 9 6 7, p.1 0 3).

This was seen to be in agreement with my contention that there was 
no single and "right" way of seeing or reporting events. All a 
researcher could offer was his own persuasive account (Silverman 
1 9 7 5)" With a grounded theory approach to research, being an 
investigator possessing human characteristics was not seen as 
problematic, as it was within the positivist paradigm. Instead it 
was seen as something of value. The individual characteristics of 
researchers were capable of producing different insights which 
could be of immense value in leading to more plausible, alternative 
explanations of phenomena.

As well as closely matching my philosophical and epistemological 
position, the model of research proposed by Glaser and Strauss (I9 6 7) 
was considered attractive for other reasons.

I was particularly attracted to their contentions that the research 
design need not be rigidly adhered to throughout the course of the 
study. As they claimed:

"The analyst can continually adjust his control of data collection to 
ensure the data's relevance to the impersonal criteria of his emerging 
theory" (Glaser and Strauss 19^7, p.48).



190

They were encouraging a flexibility of approach which I agreed 

would ensure full utilization of data and concepts emerging during 

the investigation.

The grounded theory approach also appeared to offer assistance 

in respect of some of the methodological problems earlier uncovered. 

If followed faithfully, there appeared the possibility that a 

grounded theory model would overcome claims that research was a 

self-fulfilling prophecy. The researcher would be following a 

discovery model of investigation. He would be led by the data to 

the conclusions he made. In true discovery research, the investig

ator (at least in the initial stages) would have no set of 

expectations with regard to the results of his study. He would have 

no outcome - orientation (Rosenthal 1964). Although it was fully 

appreciated that a researcher could not commence his study without 

at least some preconceptions with regard to his topic of investig

ation and that these notions and expectations would accrue as the 

study progressed, it was felt that research along the grounded theory 

lines would minimize weaknesses related to outcome-orientation and 

the associated demand characteristics (Ome 1 9 6 2) that subjects could 
perceive within the research situation.

Grounded theory seemed to offer another methodological advantage. 

Social scientists had been cautioned about the danger of imposing 

their own world - taken - for - granted upon research participants by 

many writers (Friedlander 1970, Salancik 1979, Silverman 1970). The 

approach of Glaser and Strauss (1 9 6 7) appeared capable of overcoming 
this tendency. The emphasis, within their model, was upon elements
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of the participants* worlds - taken - for - granted. Theory was 
generated from data emerging in the field. Categories were directly 

pertinent to the participants* worlds and were couched in their 

own words.

The suggestions of Glaser and Strauss (196?) were seen to offer a 
methodological opportunity where a problem had existed before. This 
was in respect of sample selection. Having outlined the traditional 
approach where the researcher avoids.at all costs including "non-compa

rable" groups (i.e. those with few features in common) within his 
research project, they noted:

"To be sure, these rules of comparability eure important when accurate 
evidence is the goal, but they hinder the generation of theory, in 
which * non-comparability ’ of groups is irrelevant. They prevent the 
use of a much wider range of groups for developing properties of 
categories. Such a range, necessary for the categories' fullest 
possible development, is achieved by comparing any groups, irrespect
ive of differences or similarities, as long as the data apply to 
a similar category or property" (Glaser and Strauss I9 6 7, p.51).

Thus, any difficulties which could have been encountered in respect 
of matching the various characteristics of the research sample were 
dismissed. Within this model, the researcher was encouraged to 

investigate differences and extremes. It was in this way that a 
richer theory would result.

A point that should not go unmentioned is that I saw the grounded 
theory tradition as proposing an exciting and stimulating way of 
conducting research. Glaser and Strauss (1 9 6 7) were advocating that 
research could be fun. Social science investigations could be 
pleasurable and exhilarating processes. They observed about their 

approach;
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"Though difficult, it is an exciting adventure" (Glaser and Strauss
1 9 6 7, p.8).

The possibility of such an adventure greatly appealed to me.
Another factor of attraction was that the grounded theory approach 
tied in with one idea of the existential sociologists which I 
considered to be of great importance. This was the desirability of 
not limiting one's investigations to the confines of one academic 

discipline. As Johnson (1977b, p.173) claimed:

"Any sociology that seeks to remain faithful to the entire gamut 
of human experiences must eschew narrowly conceived definitions 
of its enterprise."

The flexibility proposed by Glaser and Strauss (1 9 6 7) appeared to 
extend into the theoretical realm. The researcher would be led by 
the participants and would consequently be fully within his rights 
to traverse academic boundaries as and when the data dictated.
Thus, there would be fewer constraints with this mode of operation.

Glaser and Strauss's (1 9 6 7) claims that this model was a way of 
remaining faithful to the data collected provided a further 
inducement for its use. They acknowledged:

"Our approach, allowing substantive concepts and hypotheses to emerge 
first, on their own, enables the analyst to ascertain which, if any, 
existing formal theory may help him generate his substantive theories, 
He can then be more faithful to his data, rather than force it to 
fit a theory" (Glaser and Strauss 1967, p.34).
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The approach suggested by these writers also appeared to have 
advantages that would make it easier to "sell" the research both 

to those with the power to grant access to potential research 
participants, and to the participants themselves. The grounded 
theory approach had the advantage of not making a research project 
seem obscure, esoteric, ivory towered, and generally too academic 
to be of use or interest to those in the research setting. Glaser 

and Strauss (1 9 6 7) observed:

"Since the categories are discovered by examination of the data, 
laymen involved in the area to which the theory applies will 
usually be able to understand it" (pp. 3 - 4).

By addressing issues of direct importance and relevance to people 
within the research sites, and using their terms and concepts to 
order the data, it seemed probable that the investigation would 
be viewed as a valuable piece of work. Van De Vail, Bolas, and 
Kang (1976) reached a similar conclusion with regard to the 
potential value to organizations of a grounded theory approach:

"Projects of applied social research in industry which make use of 
formal sociological theory and concepts reach a lower average rate 
of utilization than research projects not using formal sociological 
concepts.

Projects of applied sociological research in industry which make use 
of so-called 'grounded' theoretical concepts, of low abstraction and 
simple construction, reach a higher average rate of utilization 
than research projects not using grounded sociological concepts"
(p.1 6 8).

Dunn and Swierczek (1977) were also eager to point out the potential 

value for organizations of findings obtained using the grounded 
theory approach.



194

The grounded theory approach to research was also a model I felt 

able to truthfully follow. I was aware of Johnson's (1975) 

observations which intimated that reported research methods were 
frequently not as faithfully followed as one would believe. The 

approach of Glaser and Strauss (1 9 6 7) appeared to be one I could 
follow without any pretence or deception with regard to the actual 
data collection and analysis techniques. Using the terms of Argyris 

(1 9 7 5), it appeared most probable that, while conducting research 
in this manner, there would be little discrepancy between my 
"espoused theory" of action and my "theory-in-use".

In short, I felt happy and comfortable at the prospect of using 
this model. That is not to say that I did not see any problems or 
difficulties associated with this approach which would have to be 
taken into account during the design of the research project.

Perhaps the greatest difficulty appeared to be in connection with 
Glaser and Strauss's (I9 6 7) suggestions that the researcher should enter 
the field without predetermined ideas in respect of his research 
topic:

"An effective strategy is, at first, literally to ignore the liter
ature of theory and fact on the area under study, in order to 
assure that the emergence of categories will not be contaminated by 
concepts more suited to different areas. Similarities and convergences 
with the literature can be established after the analytic core of 
categories has emerged" (Glaser and Strauss 1967, P*37)«
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While the theoretical rationale for such advice was reasonable, 
this suggestion was seen to be problematic. One difficulty was 
associated with academic acceptability. By ignoring relevant literature 

before data collection, it was felt that the research would have 

weaknesses. One probability seemed to be that the researcher could 
spend several years "discovering" theory which was already well- 

established in the literature. It also seemed hard to imagine that 
a student researcher's proposal for research would be approved in 
the knowledge that he had done no pre-research reading and development 
of research ideas. In addition, it was thought that following this 
suggestion of Glaser and Strauss (1 9 6 7) would lead any researcher 
to tremendous problems on attempting to gain entry into a research 
setting. His credibility would certainly be diminished should an 
inquisitive organizational official find that this "expert" knew 
nothing about the topic he was requesting permission to investigate.
The whole issue of "selling" research with no predetermined focus 
and design seemed compounded with difficulties. Johnson (1975) 
noted a paradox which the researcher could encounter;

"it is observed by many field researchers that the substantive focus 
of the research often emerges only after some portion of it has 
been completed, yet it is also observed that successful entry requires 
that the proposal make sense to those empowered to grant or deny 
permission for the project" (p.6 0 ).

While there were difficulties associated with research which had 
no focus. Miles (1979) more recently suggested that it would be 
almost impossible for any investigation to be without focus. He also 

suggested problems for those that purported to have none:
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"the need to develop grounded theory usually exists in tension with 
the need for clarity and focus; research projects that pretend to 
come to the study with no assumptions usually encounter much 
difficulty. We believed - and still do - that a rough working frame 
needs to be in place near the beginning of the fieldwork. Of course 
it will change. The risk is not that of 'imposing' a self-blinding 
framework, but that an incoherent, bulky, irrelevant, meaningless set 
of observations is produced, which no one can (or even wants to) 
make sense of" (p.591).

Similarly, Bulmer (1979) spoke of the difficulties connected with 
the notion of "prior blankness of mind".

In fairness to Glaser and Strauss (1 9 6 7), it appears that these later 
writers have misunderstood the grounded theory position. Although 
Glaser and Strauss suggested the advisability of not becoming 
acquainted with existing literature, they had not indicated that the 
researcher should attempt research totally without focus or that the 
researcher should achieve total blankness of mind. Perhaps a further 
quote would illustrate the view they proposed:

"To be sure one goes out and studies an area with a pgirticular 
sociological perspective and with a focus, a general question, or a 
problem in mind. But he can (and we believe should) also study an 
area without any preconceived theory that dictates, prior to the 
research, 'relevancies' in concepts and hypotheses. Indeed it is 
presumptuous to assume that one begins to know the relevant categories 
and hypotheses until the 'first days in the field' at least, are 
over" (Glaser and Strauss I9 6 7, pp.33 - 34).

Thus, Glaser and Strauss (1 9 6 7) were keen to ensure that the grounded 
researcher did not develop a preconceived theoretical framework. It 
was quite in order for the researcher not to have a perfectly blank 
mind and for him to focus his efforts upon a general subject or 
problem area, within which more specific points of focus would later 
emerge.
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Along similar lines, Glaser and Strauss also acknowledged:

"Of course, the researcher does not approach reality as a tabula rasa. 
He must have a perspective that will help him to see relevant data 
and abstract significant categories from his scrutiny of the data"
(1 9 6 7, p.3).

This observation led me to consider another potential problem issue.
One great attraction of their approach was that theory would be 
directly extracted from the data obtained during the course of research. 
However, as Glaser and Strauss (1 9 6 7) seemed to acknowledge, although 
the theory would be grounded in the data collected from research 
participants, it would be the researcher who made the decision regar
ding which data would be extracted as important. Bulmer (1979) later 
noted, in a discussion about the emergence of concepts at the analysis 
stage, the same weakness:

"in practice concepts do not merely form themselves out of the data"
(p.6 7 2).

However, this potential problem was easily resolved when it was 
considered that I acknowledged the inevitable bias in my research 
and consequently only claimed to set out to produce a persuasive 
account (Silverman 1975)«

Another difficulty appeared to be connected with social desirability 
of responses. The reliance was upon participants to offer direction 
to the researcher by discussing matters of relevance and importance 

to them. It seemed highly likely that this agenda-building activity 

of the participants would ensure the avoidance of pertinent issues
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which did not show them up in a good light.

I also found the suggestions of Glaser and Strauss (1 9 6 7) seemed to 

be based upon a somewhat idealistic state of affairs where it was 
assumed that the researcher had few constraints to his activities. 

For instance, they noted:

"The basic criterion governing the selection of comparison groups for 
discovering theory is their theoretical relevance for furthering 
development of emerging categories" (p.49).

It seemed that Glaser and Strauss (1 9 6 7) assumed it as given that 
the theoretically relevant individuals would be available and, indeed, 
willing to participate in the study. I felt such an ideal situation 
could not be guaranteed. Elsewhere, they commented:

"As we have said, the sociologist trying to discover theory cannot 
state at the outset of his research how many groups he will sample 
during the entire study .... The criterion for judging when to stop 
sampling the different groups pertinent to a category is the category's 
theoretical saturation. Saturation means that no additional data are 
being found whereby the sociologist can develop properties of the 
category. As he sees simileur instances over and over again, the 
researcher becomes empirically confident that a category is saturated" 
(p.6l).

Once more, an ideal situation seemed to exist. It was difficult to 
imagine how research could be acceptable to an organization where no 
indication could be made with regard to how many people would be 
required to participate and for how long the study would continue. In 
addition, they appeared to make no allowance for constraints of time. 

While it would naturally be preferable to ensure theoretical saturation, 
this would be prevented in research projects of restricted and
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predetermined lifespan. Their lack of consideration with respect 

to constraints of time was illustrated at another point:

"the sociologist should be very flexible about timing his work. 
He should not be afraid to take, literally, months off his data 
collection, if necessary (and if possible), to think through his 
emergent theory before returning to the field" (p.73)«

I also had the impression that the suggestions of Glaser and Strauss 
(1 9 6 7) would lead to a premature delimitation of theory. They had 
observed:

"In studies of verification and description it is typical to collect 
as much data as possible on the 'whole' group. Theoretical sampling, 
though, does not require the fullest possible coverage on the whole 
group except at the very beginning of the research, when the main 
categories eure emerging - and these tend to emerge very fast. 
Theoretical sampling requires only collecting data on categories, for 
the generation of properties and hypotheses" (p.6 9 ).

My criticism was that important issues might not emerge right at 
the beginning of the research and, by the process of theoretical 
sampling, they could remain uncovered. More recently, Faraday and 
Plummer (1979) argued in a similar vein:

"The trouble with this method, however, is that it is not ideally 
suited to exploratory research. Both theoretical sampling and 
the notion of grounded theory serve to narrow down the focus of 
exploration very speedily"(p.7 8l).

Finally, I was of the opinion that the work of Glaser and Strauss 

(1 9 6 7) was good at describing an overall approach but a little "thin" 

in noting the specifics of actual techniques to be used, even when 
detailing their constant comparative method. They were seen to have



200

a tendency to focus upon theoretical issues as opposed to the 
practicalities of discovery research. A similar observation has 

been made by Bulmer (1979):

"In some respects, it is more of a rhetorical evocation of qualitat
ive research than a clear and tightly written specification, but 
the authors could justifiably argue that this reflects the character 
of interpretative research, involving immersion in the natural 
social world. It is difficult to provide a clear specification for 
this osmotic process" (p.667)»

Before completing this discussion of problems and difficulties 
associated with the grounded theory approach, it is important to 
note that Bulmer (1979) criticized Glaser and Strauss (1 9 6 7) for 
imprecision in defining what they meant by "theory". He pointed 
out some writers have suggested that Glaser and Strauss (1 9 6 7) use 
"theory" to refer to categories and their properties as well as to 
hypotheses.

In summary, there were many aspects of the grounded theory approach 
proposed by Glaser and Strauss (1 9 6 7) which made it most suitable for 
the study I was to conduct. It was consistent with my aims, object
ives and research topic and goals, and possessed further features 
of attraction. However, I was aware of several weaknesses and 
criticisms of this approach which would have to be taken into 
account when designing the research study.
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3____ Acceptability To Interested Parties

My question was now one of whether the stance I had been developing 
would be acceptable to the interested parties. Here, the various 
considerations taken into account are noted.

a) The Researcher

The methodological stance had naturally been constructed with my 
beliefs, strengths and weaknesses, and preferences taken into 
account. As such it was obviously acceptable to me.

b) Academic Circles

Rowan (1976) claimed:

"I believe there is a lot of censorship going on, such that good 
research studies are being turned down because they do not toe 
the empiricist and positivist line; but I also believe there is 
even more self-censorship going on, such that people are saying 
to themselves - 'I know what I would really like to do, but it 
would never be acceptable' " (p.l).

On similar lines, Lofland (1976) pointed out;

"the 'quantitative' and 'passivist' approaches I take to teisk have 
in fact dominated the resources and thinking of current social 
science. Its practitioners have tended to exclude and patronize 
other approaches" (p.3).
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This suggested possible problems. My research did not toe the 

positivist line and it was qualitative and activist as opposed to 

quantitative and passivist. As Lofland (1976) claimed, stances 

such as mine were in the minority. In addition, my role as a 

research student meant I did not have much power in the academic 

arena. The most I could do was to academically justify my stance, 

which I felt had been done.

The influence of my tutors and colleagues was important. Fortunately, 

I belonged to an academic institution which had great sympathy 

for the type of stance I had developed. Indeed, it had to be 

acknowledged that the attitudes and beliefs of members of this 

institution had been fundamental forces of socialization which had 

had a great bearing upon my own philosophies and subsequent research 

stance development. So there was no need to change this stance. 

Although it probably would not prove acceptable to the majority of 

social scientists, it was my belief that it was consistent with 

the views of the immediate academic circle of which I was a member. 

Johnson (1977a) suggested that a similar conclusion had to be reached 
in the early stages of his academic career:

"Had my dissertation been submitted to a sociology department at a 
different school, the chances are great that it would not have been 
accepted" (p.224).

c) Access Granters

Would my methodological stance prove acceptable to those with the 

power to grant access to individuals who would participate in my
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research? In the context of the present study these access granters 

were invariably going to be senior officials within industrial and 

commercial organizations. In this respect, as already intimated, 

it was felt my stance had positive advantages. Generating theory 

as opposed to testing hypotheses was seen to be more acceptable to 

organization officials. I could not be accused of "using" organiz

ations to test ivory tower concepts that had been dreamed up. In 

contrast, the data I would generate was sure to be of great use to 

the access granters (if, of course, feedback of findings was to be 

one of the terms of the contract agreed with them). It would be 

relevant and it would directly address issues of importance to 

organization members in their own words.

d) Research Participants

In the same way, the relevance of the material generated by the 

methodological stance was seen to lead to easier acceptance by 

those participating in the research. I had noted the observations 

of Argyris (1 9 6 8) which had suggested that relevance would lead to 
increased honesty. In addition, it was felt that participants 

would appreciate that I was not trying to impose elements of my 

world - taken - for - granted and culture upon them.

It was also anticipated that my model of man, and the associated 
implications, would help my stance to gain acceptance by the 

participants. I was to be present in a human way and would be treat

ing the participants as proper human beings.
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Summary Of The Current Methodological Stance

Now that I had given attention to the three major methodological 

considerations in the development of a research stance, it was 

necessary to convert this stance into actual information - 

gathering techniques. This process is addressed in the next 

section of the chapter. To conclude this section it is most 

appropriate to state the nature of the stance developed.

It has been acknowledged that I was guided by a phenomenological 

perspective and therefore wished to collect accounts of experiences 

from individuals. During the data collection I would be heavily 

reliant upon the suggestions of Glaser and Strauss (1 9 6 7) related 
to techniques for discovery research.
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SECTION TWO: THE RESEARCH DESIGN

This section is concerned with the translation of the methodological 
stance, developed in the first section of this chapter, into 
specific techniques of data collection and analysis. Here is 
detailed the manner in which collection and analysis of data were 
actually conducted. The reasons and justifications for certain 
actions, precautions, and so on are discussed as attention is drawn 
to the research instruments used and the method adopted for data 
analysis. Although the research instruments and data analysis shortly 
receive individual attention, it should be understood that, by using 
a grounded theory approach, these stages of the research are 
inseparable. In the words of Glaser and Strauss (1 9 6 7):

"Joint collection, coding, and analysis of data is the underlying 
operation. The generation of theory, coupled with the notion of theory 
as a process, requires that all three operations be done together as 
much as possible. They should blur and intertwine continually, 
from the beginning of an investigation to its end" (p.43).

It has already been intimated (see pp. 194-200) that although the 
grounded theory approach was considered most suitable for this research, 

there were several reservations. Some of the suggestions of Glaser 
and Strauss (1 9 6 7) were seen as producing weaknesses in the method or 
as being generally problematic. In addition, it was observed that 
these authors were not very informative in respect of the practical
ities of actual techniques used in their method.
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I intend to fully describe the practicalities of my data collection 
and analysis activities shortly. As a preliminary, I now discuss 
how the principles of grounded theory were adapted to the current 

study, taking into account the difficulties of this approach that 
were highlighted earlier.

Adaptation Of The Underlying Principles Of Grounded Theory

Attention is now devoted to a reconsideration of the weaknesses and 
problems inherent in Glaser and Strauss’s grounded theory suggestions 
with the intention of showing how some of these were overcome and 
what compromises had to be made. My point of departure for 
this brief discussion is to acknowledge once more that Glaser and 
Strauss (1 9 6 7) stated one of their principal aims was to stimulate 
theorists to codify and publish their own methods for generating 

theory.

With this stated objective in mind, it was considered perfectly in 
order to make modifications and amendments to the method proposed 
by these authors so long as the underlying principles of the grounded 
theory approach remained unchanged.

One difficulty previously suggested as being associated with the 
research model of Glaser and Strauss (1 9 6 7) was that it advised 
against prior reading around the topic of research. I found this 
suggestion impossible to follow. For the purposes of academic 

acceptability, and to ensure that my study was not a duplication of 
previous research efforts, I became acquainted with topic-related
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literature prior to conducting research. However, I felt reasonably 
comfortable with this state of affairs. Close examination of the 

work of Glaser and Strauss (1 9 6 7) indicated that their advice was 
designed to combat the possibility of an investigator entering the 
research setting with a theoretical framework of "relevant" concepts 
and hypotheses. Although my research effort had focussed onto a 
specific area and I had become acquainted with literature making 

suggestions as to what could be found while examining this topic, I 
truly believed that these activities had not given me any clear 
expectations which could be moulded into a framework guiding me to 
"relevant" issues. My standpoint was that having decided on a topic,

I had read some largely unsubstantiated opinions about what might be 
found. Now I wanted to discover for myself what was really important 
in relation to my chosen topic.

It was previously acknowledged that Glaser and Strauss (1 9 6 7) advoc
ated a technique of research sample selection where comparison groups 
were progressively chosen on the basis of their theoretical relevance 
to the emerging theory. During this process the selection of "non
comparable groups" was encouraged to set parameters to the emerging 
theory and generally add to its development. It was felt this 

method of operation would be difficult in practice. Prior to gaining 
entry into research sites it would undoubtedly be necessary to specify 
exactly how many people were desired to be seen and from which areas 
of the organization these would come. Once within an organization, 

it would be undoubtedly difficult to gain access to those participants 
who became theoretically relevant but were not included within the 
boundaries of any specified sample. In addition, I would be constrained
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in this activity by the availability and willingness of people to 
participate in the investigation. It was most likely that there 
would be a reliance upon volunteers or those who could spare the 
time to see me. With such almost inevitable constraints, it was 
clear that the research design could not be totally faithful to the 
process of theoretical sampling. However, it was felt that steps 
could be taken to ensure an adequate compromise. My proposal was 
to request access to a cross-section (in terms of job status) of the 
organizations'populations. In this way it was thought that, as it 
became clear which groups were theoretically relevant, there would 
be every possibility of my sample encompassing some of their members. 
Cross-sections of different organizational populations had the added 
advantage of increasing the potential for non-comparable groups to 
be sampled.

The difficulty arising in relation to theoretical sampling could also 
be tackled from another direction. My emphasis would not be so much 
upon moving to theoretically relevant groups during the progression 
of the study as to homing in onto theoretically relevant concepts 
while maintaining the original samples. In practice, this activity 
necessitated the developnent of a simple procedure which I labelled 
the "on-going verification" technique. Subjects would be seen twice 
during the course of the study. After seeing the participants within 
one organization for the first time, data analysis would pinpoint 
theoretically relevant concepts for the sample as a whole. These 
concepts would form the basis of a set of general questions to be 
put to each participant during the course of the second meeting.
The responses to these (and possibly other) questions would, in turn, 
assist in the formulation of a further set of questions to be put to
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later organizational samples at their second meeting stage. This 
activity would be intended to ensure the constant accumulation 
of relevant elements of theory and their on-going qualification 
and appraisal.

In summary, at the second meeting stage a participant would be 
questioned about matters emerging as relevant and important:

1 To him alone.
2 To the whole sample within his organization.
3 From the total research effort to date.

Given the constraints outlined, this process of on-going verification 
was considered the best practical technique to ensure the formulation 
and reformulation of emerging theory. It should be appreciated that, 
by using this technique, individual participants would initially be 
given freedom, by the use of non-directive methods, to discuss 
whatever topic-related issues they considered important. They would 
subsequently receive more directed questioning designed to elicit 

further information upon their individual constructs and upon elements 
of emerging theory.

Mentioned earlier was the possibility that the non-directiveness of 
the grounded theory approach could produce only that information 
showing the participant up in a good light. It was considered that 
the two-stage data collection method could partially alleviate this 
problem connected with the social desirability effect. My reasoning 
was that information obtained from individual participants was unlikely
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to show up all elements of the organizations (and consequently my 
cross-sections) in a good light. At the second meeting, when hope

fully a higher level of trust had been established, it was likely 
that I could gently probe pertinent, but previously avoided, issues 
with each individual as I raised the general questions that had been 

devised.

When discussing the actual design of research instruments, further 
measures taken to overcome some of the social desirability of 

responses are outlinedo

My on-going verification technique had the added advantage of 
guarding against the premature delimitation of theory which some 
proposals of Glaser and Strauss (1 9 6 7) seemed to encourage. With 
every participant, in each organization, initial data collection 
would be of a non-directive format. It would provide the opportunity 
for previously missed concepts to be picked up. This would not be 
at the expense of gathering further information upon emerging concepts, 

which would be taken care of at the second meeting. It was also 
intended to allow participants time at the second stage of data 
collection to introduce previously unmentioned issues which, on 
reflection, they considered to be important.

While I felt able to take precautions against premature delimitation 
of theory, it was considered impossible to guarantee the condition of 
theoretical saturation to which Glaser and Strauss (1 9 6 7) referred.
It would surely be difficult to find any organization willing to allow 
my stay to be open-ended* I imagined there would be a degree of 
pressure towards a short spell of data collection, ensuring the
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minimum disruption of work activities. Although it was feasible, 
using my adaptation of the grounded theory approach, that short stays 
within a large number of organizations could lead to theoretical 

saturation, this seemed impossible in practice. Finance was being 
received to conduct this reseairch for a fixed, short period only.
In addition, my approaches to organizations (see chapter four) had 

already made it clear that gaining entry into a large number of 
organizations was highly improbable.

In summary, a number of amendments were made to the proposals of 
Glaser and Strauss (1 9 6 7) and a number of compromises had to be
reached in order to best accommodate their approach to the present
study.

I would like to conclude this discussion by noting that this reseeirch 
effort was intended, by the nature of its aims and objectives, to 
produce, in Glaser and Strauss’s (1 9 6 7) terms, substantive grounded 
theory.

The Research Instruments

It had already been concluded that, in using my on-going verification 
techniqye for the generation of grounded theory, two meetings with 
each research participant would be ideal for data collection purposes. 

A decision had then to be made with regard to which tools of inquiry
would best be utilized at these two sessions.
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After an examination of the reasoning behind my original decisions 
concerning research instruments and data recording methods, attention 
is given to the purposes, format, and administration of each data 
collection device in turn.

From the content of this chapter to date, it will already be apprec
iated that I had directly and indirectly specified several criteria 
to be satisfied by the research techniques. Consideration of these 
factors led to the conclusion that two in-depth interviews would be 
best suited to the current research. In-depth interviewing seemed 
congruent with the grounded theory approach and the phenomenological 
stance adopted. It was with such a technique I felt best able to 
generate theory by gaining access to the accounts of individuals 
about the meanings attributed to phenomena. The nature of people’s 
feelings, attitudes, beliefs, anxieties and so on,could be discovered 
as well as the motives behind their behaviour. Data obtained by in- 
depth interviewing would present the opportunity to see the world 
through the eyes of my subjects. I would find out what was noticed 
by them and what they considered as important and relevant. Unlike 
quantitative and experimental techniques, collection of qualitative 
data by in-depth interviewing would allow the chanceto be faithful 
to my humeuiiStic model of man and, with care, a human presence could 
be maintained during the process. In addition, I would accomplish 

the "closeness" to which Berger and Luckmann (1 9 6 7) referred:

"no other form of social relating can produce the plenitude of 
symptoms of subjectivity present in the face-to-face situation. Only 
here is the other’s subjectivity emphatically ’close’. All other 
forms of relating to the other are, in varying degrees, ’remote’ " (p.43)
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While some could have argued that participant observation was a 

superior choice (Cumberlidge 1978 , for example, noted that this 
method achieved "the ultimate closeness"), this was rejected on 
practical grounds. It was accepted that participant observation 
would allow the achievement of all my aims with the possible 
advantage that individuals would be less able to maintain "fronts" 
over long periods unlike in the short duration of the interview. 
However, there was only a limited time available for data collection 
within each organization. In addition, interviewing was considered 
more likely to be acceptable to organizations and their members. My 
views were consistent with those of Lofland (1978) who commented:

"Though not ideal, a practical degree of intimate familiarity can 
often be obtained by ... long, diverse, open-ended, semistructured 
conversations with people who are participants in a situation or 
social world" (p.8).

Having decided upon the method of data collection, a choice had to 
be made in respect of the technique of data recording. This decision 
was straightforward. My choice was to tape record the content of 
the interviews. It was felt that any less sophisticated recording 
technique, such as note-taking, was not really suitable for generating 
grounded theory. It was only with a transcript of the total content 
of the proceedings that it was considered possible to extract 

underlying elements of theory. These would remain undisclosed to 
the note-taker who would be relirant upon a record of only a small 
and selective part of the interaction. For me, the generation of 
theory and the recording of the whole interview on tape seemed 
inseparable. However, I was also aware of a cautionary remark by 
Douglas (1 9 7 6):
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"Unfortunately, experience has revealed that recordings done overtly 
(as almost all sociological recordings have been done) have profound 
effects upon the people being recorded" (p.33).

He continued to claim that tape recording led to access to only 
"public events" and suggested that it was better to wait until a 

late stage in the research when it would be possible to assess the 
acceptability of the tape recorder to various individuals.

However, there was not the time to leave my data recording activities 
to some date in the future* It was, therefore, decided that the best 
course of action would be to leave the choice of data recording to 
each research participant. This was, after all, consistent with my 
desire to treat the subject as a person and to achieve a degree of 

non-alienation in the research process. I decided that it would be 
best to be frank about the dilemma faced. Participants would be 
told that tape recording was considered superior from my point of 
view, but only if they felt comfortable and uninhibited by it. If 
they did not feel that way, better data would result from note-taking. 
To make the participants feel less obliged to follow the course of 

action that was obviously more desirable to me, it was decided to 
voice the observation that a taped discussion would involve a lot 
more laborious work for me in the form of transcribing the whole 
proceedings from tape. This would hopefully result in the choice 
being seen as one between two equal alternatives. Naturally, I 
hoped that the majority of participants would allow recording by 
tape and should their only reservation be that there would be a 
permanent record of what they had said left lying around , I would 
assure them of my intention to closely guard the cassettes and erase 
them immediately transcription had been completed. If they were
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uncertain as to which alternative to choose, they would be invited 
to try tape recording for a few minutes, after which the situation 

would be reviewed.

Although note-taking was considered to be valuable in certain research, 
it did not appear suitable for this study. Reference has already been 
made to my thoughts upon the inseparability of tape-recording and 
grounded theory generation. In addition, note-taking was seen as 
disadvantageous in that, considering myself a fairly slow writer, 
there was anxiety about being engrossed in writing one point when 
another important aspect was mentioned. Being unable to write down 
the total interview content, there would be a degree of selectivity 
of recording. This problem was compounded with the possibility of 
the participant taking what had been written as a cue to what I 
wanted to hear more about and adjusting his behaviour accordingly.
Also I could not see how note-taking could result in the interaction 
possessing the quality of a relaxed, informal discussion. There would 
be pauses and gaps while notes were taken, and there would be the 
constant reminder that we were involved in a research encounter.

Having now discussed my preliminary decisions with regard to the tools 
of inquiry and the recording of data, attention is now devoted to 
each research instrument in turn. Discussion is centred around the 
purposes of each instrument, its format, and the way it was administ
ered.
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The First Interview

Purposes

The first interview was seen as having two basic purposes. The first 
was to ensure that the participant was fully acquainted with the 
exact nature of the research. The second purpose was an agenda- 
building activity. By finding out what things people noticed and what 
they felt was important and relevant in respect of the research topic, 
the foundations would be laid for the generation of grounded theory.

b )_____Format

The first interview was characteristically non-directive. By this 
means it was hoped that data would emerge about issues truly important 
to the participant, and not centred around matters he felt obliged to 
discuss as they were of apparent interest to me. There were no 
previously-devised questions which could possibly have no relevance 
to the subject’s understanding of his world. The participant was not 
required to give responses to questions on matters he might never 
have considered or have no clear opinion. Access was gained to the 
subject’s world, in his own terms.

While this non-directive approach was necessary for the generation 
of grounded theory, it had several offshoot advantages. Unlike the 
research cited by Friedlander (1970), my culture or world-taken-for- 
granted was not being imposed upon the research participants. I was 
also heeding the warning of Silverman (1970) with regeird to the 
dangers of forced responses in an interview setting. By my non
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directiveness there was a likelihood of overcoming the problem of 
only discovering what I already knew, as could happen, according to 

Salancik (1979)? with a more structured approach. There was the chance 

of discovering things which would never have been expected.

It was accepted that a paradox was associated with non-directive 
interviewing. This technique could be very directive. The encounter 
could be one of some ambiguity which, in turn, could heighten the 
participant’s receptiveness to demand characteristics (according to 
Masling I9 6 6 ) euid subsequently ensure a great deal of guidance. In 
addition, by probe questions, the researcher could be in fact deciding 
what issues should be explored. However, the research was considered 
to overcome this directiveness by certain measures that were taken.
By discussing the topic of the research and the rationale behind the 
non-directive approach, there was the possibilty of ambiguity being 
minimized. By skill in interviewing, it was hoped that probe questions 
were exploring issues of importance and relevance to the participant.

As a final point to discussing the format of the first interview, I 
must admit to originally formulating a short list of specific 

questions based on the suggestions of Toffler (1970). While against 
my professed desire of offering no direction to research subjects, I 
felt compelled to have at hand some questions should the interview 
"run dry". Thus, the research approach was balanced with my anxiety 
about the possible embarassment of being in an interview situation 
with a subject who could think of nothing to say. In practice, 
however, I remained faithful to my non-directive approach. The set 
of questions was never used. Indeed, it was discarded early on in
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the research as more confidence was gained in the technique of 
non-directiveness, and it was found that the majority of participants 
would talk at length without too much difficulty.

c)_____Administration

Wherever possible, an attempt was made to conduct the meeting at a 
location which ensured privacy of the discussion. This was 

preferably away from the individual’s actual place of work to ensure 
there were no interruptions. Where these conditions could not be 
met the quality of the interview was not particularly good but those 
topics which were avoided or spoken about in whispers, as well as 
the various interruptions, provided data in themselves.

Every effort was made to ensure that the manner and setting of the 
interview were characterized by informality. The intention was to 
give the interaction the feel of an informal conversation; a relaxed 
and friendly chat. This mode of operation was in line with the 
humanistic model of man where the research participant was considered 
as a person; a whole human being. In addition, it was hoped that this 
informality would overcome the difficulty, highlighted by Friedlander 

(1 9 7 0), of participants being reminded of past experiences such as 
school tests and job applications.

To introduce this element of informality into the proceedings and 
to generally get the data collection activity started, the first 
interview was commenced with a general chat designed to "break the 
ice". It was usually not too difficult to find some matter not
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associated with the research to discuss even if this meant a reversion 
to observations about the weather. This activity was also designed 
to relax the subject prior to him supplying his account. During this 

conversation it was inquired whether the individual had ever been 
involved in a research study before. This was in an attempt to 
guage the influence of past research experiences which Holmes (1 9 6 7) 
had suggested as important. The opportunity was also taken to ask 
the subject what he had heard about my research. Such a question was 
seen as a way of providing useful feedback. I would find out how 
the study was being defined by the people in the research setting 
and I would possibly get to know how I had been received by earlier 
participants. In addition, information could be supplied upon the 
degree of advanced preparation made by the research subjects.

Having started the interaction in this way, it was stated that my 
intention was to inform the participant of the background to the 
research and of the nature and purposes of the current study. It 
was felt essential to divulge this information in detail. How could 
people be expected to provide useful data if they were unaware of my 
purposes and objectives? It was considered most likely that people 
would be much more inclined to assist when they knew the nature of 
my research. Further, such detailed information was seen as a 
method of minimizing the fear and anxiety in the initial stages of 
research referred to by Argyris (1 9 6 8) and Vidich and Bensman (1954).
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This information-giving activity was included partly to decrease 
ambiguity which could have led to an increased reliance upon the 

demand characteristics of the situation. The need for subjects to 
make their own sense of the research was being alleviated. However,
I was aware that there would not be success in every case. One of 
the exercises conducted in a previous research effort had been 

designed to obtain feedback on people's reactions to that study. It 
was found then that research participants could be very suspicious. 

One of the predominant reactions to an open and honest memo decribing 
the nature and purposes of that study was reported to have been, 
"What's behind this?".

Sims (1 9 7 8) suggested that the provision of information about the 
study had the added advantage of reducing alienation in research:

"it seems that such alienation and the misleading information that 
results from it will be reduced to the extent that the research can 
be made comprehensible to those among whom it is conducted"(p.9*7)

The background information about the study included details of the 
degree course I was following and at which university I was based.
The participant was told what had been done before the data 

collection activity. This included a discussion of my initial reading, 
the formulation of research proposals, the identification of 
potential host organizations, and applying to these organizations for 
facilities to conduct research. It was seen as essential to raise 

these points. This was to emphasize my student status as well as to 
put the participant in the picture. Subjects would subsequently be 
less inclined to perceive me (as Schultz I969 suggested)as a psychologist
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with uncanny powers. By being aware of my role as a research student, 
participants were conscious of my independence from the company. 
Indeed, a deliberate point was made of emphasizing my independence. 

However, this was not anticipated to be as straightforward as it 
would seem. In a previous study, one participant commented:
"O.K., you're independent from the company at the moment, but what 
happens after your MoSc*? Will you be a personnel officer at (this 
organization)?"
With such reactions in mind, time was taken to explain that there 
was no intention of returning to the host organization in the role 
of an employee on completion of the research.

By discussing, in the background details, the way a decision had been 
reached upon the topic of research and my subsequent identification 
of potential host organizations, it was hoped that subjects would 
appreciate, with possible advantages, that I had not come to study 
them or their organizations so much as an issue which impinged upon 
them.

In discussing my research proposals, it was made certain that the 
subjects were acquainted with the exact research topic chosen. There 
was less chance that they would then see any of my research as 
ambiguous.

Peirt of the initial discussion addressed the issue of what was going 
to happen to the data collected. This was in an attempt to reduce 
the uneasiness related to the question of "Will he sell us out?" 
referred to by Lofland (1976). I was open about the fact that 
information would be used to construct a thesis as well as a report
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to the company (part of the negotiated contract with each organization) 
It was stressed that both pieces of work would only be addressing 
general themes and that this, coupled with anonymity of respondents, 
would ensure that there would be no risk associated with participating. 
It was greatly stressed that all individual responses would remain 
confidential. Nothing depended upon what was said during the course 
of the research. Following the argument of Jourard and Kormann (1 9 6 8), 
it was essential to banish any perception that participation in the 
research would affect career or livelihood in any way whatsoever.

As a final point in discussing the nature of the research, an attempt 
was made to stress the potential relevance of the research to the 
participants and point out its potential productivity and value. It 
was suggested that there would possibly be benefits resulting from 
the report produced for the organization. There was a chance that 
change would subsequently be managed more effectively with a benefit 
for the participants. By commenting on this relevance, it was hoped 
that the subjects would be more motivated to talk to me. The tendency, 
acknowledged by Back, Hood and Brehm (1964), of perceiving research 
as play would also be minimized. In addition, following the 
observations made by the bank employees in the example offered by 
Argyris (I9 6 8), there was more chance of being told the truth should 
participants realize that the research could have value to them.

While every effort had been made to explain the nature, purposes and 
background of the research, 1 was aware, following the arguments of 
Back, Hood and Brehm (1964), Giorgi (1970), and Masling (1 9 6 6) of 
the inevitability of participants' perceptions of it never being 
equivalent to mine.
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Before starting data collection, there were several other preliminar
ies to be addressed. One of these was a short discussion of the 

rationale behind my approach. It was explained that this was research 

of an exploratory and discovery nature and consequently 1 wished to 
be led as opposed to doing the leading. 1 stated something along 
the lines of:
"Instead of me asking questions about what 1 think might be important 
to you. I’d rather be told what you feel is important and relevant, 
regardless of how trivial it may seem.’’

The clause concerning triviality was included in an attempt to ensure 
subjects did not feel stupid in discussing seemingly petty issues, 
with the result that important insights were missed.

When mentioning that the research was one of exploration and discov
ery, it was clearly stated that 1 had no expectations about the 
findings, or hypotheses to test. This measure was taken to reduce 
the demand characteristics of the research in its initial stages.
In turn, it was hoped that the playing of various subject roles 
(’’good’’, ’’honest’’, and so on) would be minimized which, according to 
the reasoning of Fillenbaum and Frey (1970) and Skuja and Sheehan 

(197 7 )1 would ensure an increased ability to make inferences and 
generalizations from the study.

At the introductory stage of the first meeting, a decision had been 
made upon a policy of open and frank discussion of potential 
methodological problems such as expectations of deception, demand 
characteristics, and forced responses to probes. It was believed 
that research participants were not too unintelligent to understand
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these issues if they were phrased in the right manner. These 
methodological "problem issues" could be shared with the participant 

in an attempt to overcome them.

The point was made that there could be no "correct" or "right" 
responses during the interview. The responses would be totally 
dependent upon the views of each individual. It was felt that such 
a comment would reduce, to some extent, the effects of both social 
desirability and demand characteristics. There was also the chance 
that subjects would realize that my study was non-evaluative. It 
was hoped that there would be no pressure upon the participants as 
Vidich and Bensman (1954) suggested could occur with them perceiving 
the research to be a form of intelligence test.

Participants were then asked if they had any questions about the 
study. It was felt absolutely necessary to allow them the opportunity 
to clarify any points they wished concerning the nature and purposes 
of the research.

To reduce the one-sidedness of research which, according to 

Friedlander (1 9 6 8), could produce researcher-subject alienation, 
subjects were then asked if there was anything they wished to get 
out of participating in the study. 1 was fully prepared to enter 
individual contracts with participants to ensure there was mutual 
satisfaction of needs during the research encounter. 1 felt it 
would be very rewarding to find that subjects considered they got 
something out of the study. In addition, there was the possibility 
of more interest in the research and more willingness to participate
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wholeheartedly when it was perceived that something of value could 
emerge for the participant.

Before commencing data collection, subjects were then given the 
opportunity to choose the method of data recording in the manner 

described earlier in this section.

To the reader, these preliminary proceedings may seem to be rather 
lengthy and cumbersome. In practice, it was found that these initial 

stages could, in fact, be completed in less than ten minutes. It 
was felt that this was time well spent. The scene had now been set 
for the participants. They had a good understanding ofthe research 
and hopefully they were beginning to trust me and feel able to talk 
freely with me.

The subject of trust has now been mentioned. It was felt important 
to establish relationships of trust with the participants. Johnson 
(1 9 7 5) suggested that this activity had more inherent difficulties 
than much of the traditional methodological literature would have us 

believe. He noted:

"the traditional literature implies that developing trust relations 
is like a technical skill, equally effective with all members of a 
given setting independently of any personal characteristics and 
independently of their variable feelings and responses toward the 
observer" (p.9l)«

Johnson’s (1975) message was apparently that gaining trust was a 
complex activity which varied with the characteristics of each 
individual participant. Lofland (197&) has already been noted as
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suggesting that an element of distrust was unavoidable in research 

situations. However, it was felt there were certain steps that could 
be taken to ensure greater trust. Many of the points raised in the 

preliminary stages, such as stressing independent student status, 
promising confidentiality, and being open and honest about the 

research, were all designed to develop trust. In addition, 1 tried 
to present myself as a friendly, sociable, interested, and generally 
likeable person. Efforts were made to be seen in a similar way to 

that described by Cumberlidge (1978):

"a kind of amiable, academic basically harmless image is likely to 
attach to the field researcher if he plays his cards reasonably 
carefully" (pp. 8 - 9 ).

It was considered that people would feel more inclined to disclose 
more to a likeable person. Further, according to the observations 
of Argyris (1 9 6 8), there would be less desire to "botch up" the study. 
It was also thought that a relationship of friendliness and trust, 
coupled with the informality of the encounter,would assist in 
overcoming the "double bind" to which Argyris (1 9 6 8) referred.

Being liked and trusted was seen to be more easily achieved by being 
a person as opposed to a non-entity in the research situation. Unlike 
the "clinical" approach of traditional research, every effort was 
made to be involved in the research in a human way. 1 was determined 
not to be one of Rowan’s (1976) "persons from Mars". There was also 
a determination to be involved as an equal person during the encounter. 
There was no wish for my research to be characterized by a relationship 
of complete authority as many writers had described. A role was
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needed in which I was comfortable,

Douglas (1976) offered a technique where the researcher could use his 
humanness to an advantage during his study:

"there is a special tactic of great importance in investigative 
research, especially in short-run, in-depth interviews. This is the 
tactic of opening the members up. It begins with one's being open 
with the members, but goes beyond this to sharing intimacies with 
them and, if possible, making oneself vulnerable in the same way as 
they are in the interview, making oneself a hostage to their friendly 
trustworthiness, often by implicating oneself in the same things 
for which they are being studied" (p.172).

This was taken to suggest that a better rapport would result from 
efforts to occasionally reflect, at suitable points, upon my own 
experiences and thoughts on matters raised. 1 was aware that many 
theorists would argue that my own reflections and thoughts would 
influence the participants to modify their reactions to agree with 
me on these issues. Thought was given to this and it was concluded 
that such subject behaviour did not seem totally feasible. It did 
not appear a feature of normal everyday life that one could engage 
in an interaction with another and find this other prepared to agree 
with everything one stated. It seemed that the progress of an int
eraction was more naturally one of both agreements and disagreements 
with the other fully prepared to voice his own opinion regardless of 
whether it was consistent or not with what had been said. It seemed 
that the "yes men" idea was only pertinent to an interaction of 
complete unilateral authority. It was wished to avoid such a 
relationship at all costs.
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During the process of data collection, participants were allowed to 

offer their accounts with the minimum interruption. Occasionally, 
probe questions were inserted which were designed to promote further 
discussion around issues that had been raised by the participants.
The opportunity was also taken at suitable points in the interaction, 

to test the sense which had been made of the issues discussed. 1 was keen 
not to misunderstand or misinterpret what the participants were saying 
and thus it was thought advisable to let them have the chance to 
correct the sense 1 had made. My main technique for this purpose 
was to summarize and reflect back the understanding reached. This 
was achieved by such comments as:
"Now if I’ve got this right, you appear to be saying...."

"The message seems to be .... Is this correct?"

"Is this what 1 heard you say?"

There were also interjections at points during the participants’ 
accounts with the aim of enriching the data collected. Specific 

examples were requested to support generalized statements and 1 homed 
in on matters which were clouded by apparent confusion, inconsistency, 
or incompatibility.

When participants had apparently exhausted their accounts, two 
questions were asked to ensure this was the case. These were:

"Is there anything at all you feel we haven't yet covered?"
"Is there anything you would have liked me to ask?"
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When everything had been mentioned, my sincere thanks was expressed 
to the subject for participating, I then reaffirmed many of the 
promises made at the initial stages, such as with regard to individual 
confidentiality. After asking the participants if they had any 
questions to put to me, they were then asked whether they were willing 
to continue participating in the study. Finally an attempt was made 
to "wind down" the interaction by reverting back to casual chat on 
matters not related to the research. This measure was taken to provide 
a cushioning effect that would facilitate a return to the participants' 
"real world".

It should be noted that in the fourth organization in which research 
was conducted (Dataware), a slight veuriation was introduced at the 
first interview stage. Research at the previous organizations had 
suggested that many of the theoretical elanents had become saturated.
1 was keen to ascertain whether this was the case. Therefore, 
whenever participants touched on an element of the emerging theory,
1 would be open with respect to what had been discovered about it to 
date and what conclusions had been reached. The objective was to 
stimulate discussion which would enrich the emerging theory. 

Participants were encouraged to say whether or not they thought my 
observations were accurate, and to suggest points apparently missed 
or contingencies of which 1 was apparently unaware.
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The Second Interview

a )_____Purposes

As part of my on-going verification technique, the second interview 

had as its major purpose the gathering of further information on 

concepts that had emerged as theoretically relevant from the first 

interviews within the host organization as well as from the total 

research to date. It was also seen as an ideal opportunity to 

obtain information that subjects had inadverteJitly omitted to 

mention at the first meeting. In addition, in the intervening 

period (four weeks on average) there was the possibility that 

increased sensitivity to the topic of the research would result in 

new insights that could be discussed at this stage.

b ) Format

While respondents were given the opportunity to discuss further 

points raised by themselves, the second interview consisted mainly 

of a more directed discussion centred around a list of questions 

which had been devised.

There were three sets of questions. The first set related to matters 

emerging as relevant and important to each individual participant. 

Questions in this category usually consisted of attending to incongr

uities,apparent contradictions, and areas of confusion that had been 

uncovered by a detailed examination of the content of the first 

interview. Subjects were also questioned about apparently important
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points that had not been probed on the first occasion. By these 

activities it was hoped that a deeper understanding of important 

and relevant issues would result, and any misunderstandings would 

be resolved. There was also the possibility that 1 could break 

through any barriers or fronts that had hindered progress at the 

first session. My views were in sympathy with West (1979) who 
commented:

"despite the impossibilities of identifying 'truth', the investigator 
can do something about breaching fronts and in some way get close 
to the subjects under study" (p.725).

It was by gently challenging the contradictions in the participants' 

accounts that an attempt was made to breach these fronts. This 

initial group of questions was my chance to get beneath the stylized 

and stereotyped responses (Vidich and Bensman 1954) and well-rehearsed 
stuff (West 1979) as well as the dramatized information (Vidich and 
Bensman 1954). Using Cumberlidge's (1978) analogy, 1 was attempting 
to ascertain if my snapshot of a grinning subject was true to life 

or whether he was normally frowning. In breaking down any barriers 

and fronts it was felt that insight would be gained into personal 

motives of participants which Vidich and Bensman (1954) and Salancik 
(1979) suggested could be present.

The second set of questions were about matters that had emerged as 

important and relevant to the whole organizational sample. These 

questions were based upon the recurring themes of discussions with 

individual participants as well as ideas which had been constructed 

as possible explanations for general phenomena observed. Here 1 was
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gaining further information about company-specific concepts that 

were emerging. Respondents who had not previously mentioned the 

topics were now being asked their views. Those who had touched 

upon these underlying themes were invited to contribute further 

information.

As with the second set, the third group of questions were connected 

with the on-going verification technique. Here questions were posed 

relating to matters emerging as relevant and important from the 

total research effort to date. Naturally, this set of questions did 

not form part of the second interviews at the first host organization. 

Such matters were then totally embraced within the second group of 

questions. With the third set of questions, respondents' views 

about overall themes and concepts that had emerged were elicited 

with the aim of enhancing the emerging grounded theory.

Although the format of the second interview was quite directive, this 

did not disturb me too much. As can be seen, in addition to being 

given the opportunity to raise further issues at the beginning of 

the interview, the questions were progressively directed to matters 

which became more and more remote to the specific content of 

participants' accounts. By proceeding in this manner, it was felt 

that the generation of grounded theory could be achieved, using the 

on-going verification technique, while maximum opportunity was given 

to each participant to continue discussing matters in terms of his own 

constructs before my own and those of other participants were imposed.
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c)_____Administration

Unlike the first interviews, the second needed a great deal of 
preparation. Transcriptions of the first interviews were studied 
at length to devise the specific and general questions to be put to 
participants. Before each interview, 1 read once more the full 

transcription of the first interview and re-acquainted myself with 
the question sets. Efforts were made to memorize the points covered 
by these questions so that they could be inserted, wherever possible, 
in the natural flow of conversation.

On meeting the peurticipants for the second time 1 reiterated, after 
a period of casual conversation, the salient points of my contract 
with them. This involved further emphasizing my independence from 
the company, confidentiality of individual responses and so on. 1 
then continued, as had been done in the first interview, with an 
honest and frank summary of the method being used for the second 
interview, the reasoning behind it, and the methodological problems 
anticipated. After inviting questions from the participants, the 
data collection commenced with two questions posed separately. These 
were:
"Since our last meeting have you thought of anything of importance 
or relevance that you feel we didn't discuss?"

"Has anything happened since we last spoke that you consider to be 
relevant to the topic of my study?"

The first question was designed to overcome the frequent "Oh, 1 
should have said that I" effect that 1 had personally experienced and
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heard many others report on leaving a meeting of whatever nature. In 

addition, it was considered that participation in the study would 

encourage people to reflect upon past experiences of relevance to 

the topic area and possibly come up with the new insights that did 

not previously receive attention. With the second question, the aim 

was to gain access to "live" issues. The advantage was that participants 

were probably now more sensitive to these issues and could provide 

a rich account of a current or recent event of relevance.

After attention had been devoted to these matters, the three sets 

of questions were put to the participants. As a preliminary to each 

individual question, I summarized the sense made of matters which, 

in turn, had led to the posing of that question. For the first set 

of questions (individual specific) this gave participants the 

opportunity to agree or disagree with my interpretation. For the 

other more general questions this activity either fulfilled a similar 

function or introduced the individual participant to an issue he 

may not have directly encountered previously.

Apart from the style of questioning, my overall approach, manner, 

and those interviewing techniques designed to make the most of 

information offered by participants, remained similar to those 

discussed in relation to the first interview. The second interview 

was concluded in a similar way, with gratitude expressed for the 

valuable assistance provided.
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It was hoped that the level of trust would be greater at the second 

interview. At that stage, many participants had got to know me better 

through casual chats in offices and corridors, discussions over lunch, 

and by meeting me socially on a number of occasions.

The Questionnaire

This heading will undoubtedly be a surprise to the reader. Up to 

this point, my discussion has strongly advocated interviewing by 

initially non-directive means as being the best possible method to 

generate grounded theory and remain faithful to the methodological 

stance developed. Now there are indications that a questionnaire 

was also used. Some explanation seems in order.

Before starting the data collection stage of the research, I had 

become anxious as to how my initially non-directive information 

gathering techniques would be received by research participants. 

Particularly pertinent to these thoughts was the issue of interviewee 

expectations. Cumberlidge (1978) pointed out on the subject of 
interviewing :

"This widely-used method of collecting data carries with it certain 
cultural expectations. The interviewee will probably expect the 
interviewer to refer to a previously drawn-up list of questions, or 
at least to closely relate his questioning to a clearly articulated 
area" (pp. 6 - 7)•

Discussions with acquaintances not conversant with the full range of 

tools of inquiry had also suggested that research was seen to be 

synonymous with questionnaires. A keeness not to be seen as
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discordant with the expected image of researcher necessitated being 
equipped with some form of questionnaire. This was a symbol that 
reiterated my role and gave me added credibility.

It should be pointed out that the inclusion of a different type of 
research instrument was seen as positively advantageous by Glaser and 

Strauss (I9 6 7 ). They commented:

"In theoretical sampling, no one kind of data on a category nor 
technique for data collection is necessarily appropriate. Different 
kinds of data give the analyst different views or vantage points 
from which to understand a category and to develop its properties; 
these different views we have called slices of data. While the 
sociologist may use one technique of data collection primarily, 
theoretical sampling for saturation of a category allows a multi
faceted investigation, in which there are no limits to the techniques 
of data collection, the way they are used, or the types of data 
acquired" (p.6 5 ).

Although it could not be argued that a previously-devised questionnaire 
was pertinent to true theorectical sampling, I was confident that 
one of the underlying messages of Glaser and Strauss was that the 
usefulness of a multi-method approach could not be denied. The 
teachings underlying the principles of multiple operationism 

(Campbell and. Fiske 1959; Webb, Campbell, Schwartz and Sechrest I9 6 6) 

and triangulation (Denzin 1970; Jick 1979; Smith 1975) have argued similarly. 
As Douglas (1976) put it:

"Since all research methods have costs and benefits, and since they 
differ greatly in their particular costs and benefits, a researcher 
generally finds it best to use some combination or mixture of methods"
(p.3 0).

I was most keen to make the most of my data collection activities 
and felt that there was the possibility of useful data coming from a
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carefully administered questionnaire.

Purposes

As well as adding to my credibility as a researcher, the main 
purpose of the questionnaire was to obtain further insight into how 
people experienced rapid cheinge within their working environments, 
by raising some of the points made by Toff1er (1970).

b )_____Format

The questionnaire consisted of sixty-one short statements representing 
various themes extracted primarily from Toffler's (1970) work. After 
each statement was a five point Likert-type scale ranging from 
"strongly agree" to "strongly disagree". A specimen of the question
naire is included in appendix three.

The following specific areas were,probed:

1 Perceived rapidity of change (questions 11, 29, 32, 43» 47, 50).

2 Perceived discontinuity of change (questions 5? 15, 22, 4l,
59).

3 The desirability of change (questions 1, 6, l4, 25, 33, 37,
42, 6 1 ).

4 Perceived control over events of change (questions 10, l6.
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23, 36, 40, 58).

5 Substantive changes to work activities (questions 7, 21, 45, 

57, 6 0 ).

6 Decision-making in the changing environment (questions 9, 17,

24, 35, 49, 51).

7 Changes in loyalty (questions 3, 28, 5 6).

8 Social relationships in the changing organization (questions

2 , 2 7 , 54).

9 The boundary of work and private life (questions 4, 19, 30).

10 Adaptation to change (questions 8, 12, 34, 39. 46, 55).

11 physiological and psychological effects of change (questions

1 3, 1 8, 2 0 . 2 6 , 3 1 , 3 8 , 44, 48, 5 2 , 53).

It was appreciated that there was a fair degree of overlap between 
these groups of topics.

c)____ Administration

In consideration of the methodological stance developed, it was clear 
that there would be some difficulty in justifying the traditional 
approach of distributing questionnaires, asking for them to be 
anonymously completed, and then analyzing them by quantitative
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measures. It was decided to administer this questionnaire in a 

special way which was in line with the overall approach of this 
research.

Participants were advised that the questionnaire consisted of a 

collection of statements covering a range of ideas put forward by a 
writer on organizational change. My explanation for including the 
questionnaire in the research was to obtain feedback on these ideas 
and generally promote discussion around the issues raised. After 
highlighting some of the potential methodological problems that my 
earlier reading had suggested, subjects were encouraged to be 
accurate in their responses and to feel free to agree or disagree 
with the statements as they wished.

Instead of leaving participants to complete the questionnaire on their 
own, I took them through each individual question. While the basic 
task was for the participant to locate a number on the scale, a 
straight response of this nature was discouraged. Each statement 
became a focus for discussion. Thus, the questionnaire was an 
exploratory instrument as opposed to one of forced responses. It 
was used to facilitate respondents' reflections of their own ideas 
and feelings with respect to various aspects of change.

In taking the subjects through the questionnaire, the statements were 

simplified or reworded as appropriate.
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The administration of this instrument did not take as long as it would 
appear. Invariably, many of the topics covered had previously been 
mentioned in the interviews and there was no need to dwell for long 
upon such matters.

It was decided to administer the questionnaire in the final stages of 
the second interview in accordance with my ideas concerning the need 
not to impose others' constructs upon the respondents during the 
early stages of the study. It was the discussion around the rating 
of the items that was taken as data and not the actual figures 
reached. This was recorded by tape or notes, according to the 
preference of individual subjects, and analysed qualitatively.

The Personality Indicator

This research instrument was not included in the original research 
design. An emerging theme of the first interviews at the initial host 
organization was that peoples' reactions to rapid change were mediated 
by their "make-up", "mentalconstitution", or "personality". Following 

the advice of Glaser and Strauss (I9 6 7), this important theme was 
allowed to suggest directions for further data collection. It was 
decided to include a personality questionnaire within the research 
design.

The Myers-Briggs Type Indicator was the personality questionnaire used. 
This was chosen for several reasons. First, there was a great 
intuitive appeal. Before making a choice I completed the questionnaire 
and was given the results. Unlike in the case of several other 
personality inventories previously attempted, I was most impressed by
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both the format and feedback of the Myers-Briggs Type Indicator. I was 
particularly impressed by the fact that there was little need or 
opportunity to modify answers for social desirability. The directions 
to the indicator commenced with the observation, "There are no 'right* 
or 'wrong' answers to these questions", and the alternatives seemed 

equally weighted in terras of socially acceptable responses. There was 
also a noticeable absence of threatening questions. Another attractive 
feature of the Myers-Briggs Type Indicator was its stated objective 
to assess "ways of looking at things". Its identification with a 
phenomenological perspective seemed obvious. Finally, several 
colleagues had reported either using this instrument with a high 
degree of success or being impressed with their personal feedback.

a )_____ Purposes

As already indicated, this instrument was used to assess the influence 
of personality variables upon reactions to change within the workplace. 
It was thought that there could possibly be discernible trends in 
respect of how changes were perceived and reacted to by different 
personality types.

b )_____ Format

The Myers-Briggs Type Indicator consisted of a question booklet 
containing l66 items, each of which had two or three alternative 
responses from which to choose. For example, one question was:
Does following a schedule

(a ) appeal to you, or
(B) cramp you?
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Responses were recorded on a separate answer sheet by means of shading 
boxes corresponding to the desired responses. Drawing upon Carl 

Jung's theory of type, the basic theme of the indicator was that 
people's behaviour was determined by a combination of two factors. 
These factors were perception (i.e. the process of becoming aware 
of things) and judgement (i.e. the process of making conclusions about 
things). Differences in perception and judgement produced differences 
in personality.

To assess these personality differences, the indicator measured 
along four dimensions:

1 Extroversion (E) - Introversion (I): This dimension was
concerned with the direction in which the individual preferred 
to direct his perception and judgement. The two extranes 
were towards people and things (extroversion) and towards 
concepts and ideas (introversion).

2 Sensing (S) - Intuition (N): This dimension related to the
individual's preferred mode of perception. The two extremes 
were becoming aware of things through one's senses and 
becoming aware of things through intuitive processes.

Thinking (T) - Feeling (F): This dimension related to the
individual's preferred mode of judgement. The two extremes 
were making conclusions about things by the process of 

thought and making conclusions about things through feelings.
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4 Judgement (j) - Perception (P): This dimension was concerned

with the individual's preferred attitude when dealing with 

people and things (the extroverted part of his life). It 
indicated whether the individual relied primarily upon 
a judging process (Thinking-Feeling) or a perceptive 
process (Sensing-Intuition).

By using transparent scoring sheets which were placed in turn on the 
answer sheet, scores for each extreme of the four dimensions were 
obtained. Depending upon which extreme of each dimension received 
the higher score, the pertinent letter was used to make up the 
individual's type. For instance, someone who scored higher on 
extroversion (E) on the first dimension, higher on intuition (N) 
on the second, higher on feeling (F) on the third, and higher on 
judgement (j) on the fourth, would be assigned the type "ENFJ". The 
sixteen possible combinations of extremes in the dimensions reflected 
different personality types. A series of sheets contained within 
the Myers-Briggs "package" described the essential features of each 
personality type. This was the feedback to which has previously been 
referred.*

* This discussion of the Myers-Briggs Type Indicator can be
claimed as no more than a brief summary. The theoretical and 
practical aspects are comprehensively detailed in the user's 
manual which is part of the Myers-Briggs "package".
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c)______Administration

The Myers-Briggs questionnaire contained comprehensive directions.
Thus, it was decided not to spend too long describing how it should 

be completed. I was honest and open about the reasons for including 
the indicator. It was explained that earlier responses had suggested 
a possible link between an individual's personality and his reactions 
to change at work. Therefore this device was being used to ascertain 
whether such patterns existed. After reiterating the methodological 
problems my earlier reading had associated with forced choice 
questionnaires, the respondent was requested to be as accurate in 
his responses as possible.

It was decided to offer feedback, in the form of the relevant type 
description, to all participants. This was considered advantageous 
in two respects. Firstly, it would be a motivating factor to produce 
an accurate response. It was felt likely that subjects would be 
keen to receive accurate feedback and consequently would complete 
the form as accurately as they could. Secondly, the feedback was 
another form of reciprocation which could be offered, thus reducing 
any one-sideness of the research.

Pre-research trials had indicated that the questionnaire could take 

in excess of 45 minutes to complete. With this in mind, it was produced 
at the end of the second interview and the respondent was requested to 

complete it in his own time and return it to me as soon as possible.
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When the completed answer sheets had been returned and coded, about 
fifteen minutes was spent with each of the participants explaining 
the principles of the indicator and distributing the relevant type 

description sheets.

Additional Research Instruments

Apart from the four major research instruments, there were other 
ways in which it was intended to obtain useful data. It was proposed 
to use observation to both validate accounts which had been offered and 
provide further insights. While "on site", every effort was made 
to obtain information through observation. Behaviour was watched. 
Conversations and telephone calls were overheard. Noticeboards 
were scrutinized. These activities also produced impressions of 
the organizations' environments and general "feel".

It was decided to attempt to obtain an agreement, as part of the 
research contract with each host organization, for my findings to 
be fed back, at least in part, through a group meeting. In this 
group discussion, my findings would be stated and the organization 
members present would be invited to comment upon them. This activity 
would have the advantage of both providing a validity test for my 
findings and producing further data about the research topic.

The Analysis Of Data

Attention is now devoted to how the grounded theory approach was 
adapted to the process of data analysis. Earlier in this chapter,
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there was criticism of Glaser and Strauss (1 9 6 7) for not describing 
in detail the specifics of the actual techniques used. It was, I 

noted, quite a recurrent theme for texts dealing with methodological 
issues to remain at a theoretical level and refrain from discussing 
practicalities. For instance, although not wishing to belittle the 
efforts of Harre and Secord (1972), they made two comments which 
exemplified the prevalent attitude. At the commencement of their 
writings, they noted;

"The need for a comprehensive theoretical treatment of social 
psychology and for a reformed methodology we feel to be pressing" (p.l)

Then, they proceeded to devote considerable attention to the 
theoretical issues and concluded;

"the development of research techniques and strategies especially 
suited to man is not the province of this book" (p.2 9 5)«

It is now my intention to break with this tradition. The data 
collection processes have already been described in depth. At this 
stage, I wish to detail exactly how the data was analysed in practice. 
Because of the design of the research, this discussion is concerned 
with the analysis of data from the first and second interviews.
Reference has already been made to the analysis of the Myers-Briggs 
Type Indicator data (see p. 243 ). It had also been pointed out that, 
by its method of administration, the first questionnaire provided 

part of the data of the second interview. The group discussion, 
observation, and general experiential data were used predominantly 
to produce additions and qualifications to the interview data. Thus, the
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interview data was the main foundation of the results of this study, 
and its analysis was a crucial stage in the current research. It is 
this process that is now examined.

After each meeting with a research participant, the content of the 
interview was committed to paper. Where agreement had been reached 
regarding the use of a tape recorder, a full transciption (except 
for parts of the discussion that were definitely irrelevant to the 
research topic) was produced. In the case of note-taking, the content 
was rewritten legibly and without abbreviations. These transcription 
sheets were headed with the name of the respondent and his job title. 
Reference was also made to the interviewee number, session number 
(1 or 2), and the date of the meeting.

The first stage of data analysis was to examine the transcription 
with great care to identify initial data categories. These were 
elements of meaning, of even the remotest relevance to the research 
topic, contained in the participemt*s account. These categories were 
marked in the large margin of the transcription sheet and, wherever 
possible, were labelled with a term usedbythe participant which 
encapsulated its fundamental substance. As each category emerged, 
it was noted on a master sheet and carefully defined. It was these 
definitions that were referred to when deciding whether a later 
element of meaning was part of an existing category or constituted a 
further one. I was predisposed,during this activity, towards a 
tendency of producing further categories whenever there was not an 
exact match with definitions. It was by this process that I hoped 
to capture all possible nuances of the data collected. Consequently, 
as can be seen in appendix four, the initial data categories for each
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organization were numerous. It should be pointed out at this stage 
that although it may not be immediately obvious, owing to different 
terms prevailing in different organizations and consequently used 
for labelling, there was a considerable degree of overlap between 
initial categories in the four host organizations.

It was the initial data categories that formed one basis of the 
on-going approach to theory generation. Later questioning was 
centred around these emerging elements of meaning.

When data collection was completed at each organization, it was 
necessary to combine all the information collected to form a 
foundation of emerging theory. My first action was to write down 
all the ideas, beliefs and notions which had been developed during 
the progression of my study with the organization. As well as being 
advantageous in that these insights would not be subsequently 
forgotten, this process of "clearing the clutter" relieved my mind of 
the burden of carrying a great deal of (frequently distracting) 
information, thus ensuring a fresher outlook when it came to the process 
of integration and delimitation of emerging theory.

My original decision was to tackle the process of integration by 
photocopying transcription sheets, cutting out the discussions pertinent 
to each category, and physically sorting these into category piles.
After a lot of consideration, this idea was dropped for two main reasons. 
First, was a cost consideration. One sheet oftranscription could 
possibly contain ten or more categories, with many sentences or 
paragraphs applying equally to several different categories. Thus,



249

for one sheet alone, I could have ended up with having to raadce ten or 
more copies. The costs throughout the research would have been 
incredible. Second, it was felt the sheer bulk of paperwork this 
produced would be totally unmanageable.

The alternative chosen was a system of initial category sheets. For 
each initial data category a sheet was established. Then each 

transcription was re-examined and the salient points made in relation 
to each category were noted on the relevant category sheet. For ease 
of access to the original quote the interview number, session number, 
and transcription page were bracketted after each entry on the 
category sheets. When these sheets had been completed they 
represented an overall picture of what had been said in relation to 
themes that had emerged from the data within each organization.

With these overall pictures, I then attempted to delimit the emerging 
theory by Glaser and Strauss's (I9 6 7) process of reduction. Here,
I looked for underlying uniformities of categories and links between 
them and, where possible, initial data categories were combined to 
produce higher order categories (see appendix five). Initial categories 
were allowed to appear in as many higher order categories as was 
necessary. This process was not terribly difficult as my previous 
immersion in the data had produced an acquaintance with the links 
between the categories.

Following the process of delimitation, higher order category sheets 
were compiled, explaining in detail the nature of the category. These 
higher order categories formed another basis of my on-going approach
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to theory generation, with directed questioning at later organizations 
touching upon them.

When all data collection was completed a further process of reduction 
was carried out. The aim was to obtain a number of final data 
category groupings (see appendix six) by combining, where applicable, 
the higher order categories obtained from the four host organizations. 
This was the substantive grounded theory resulting from the research 
effort.

Appendix seven uses on actual example to illustrate the data analysis 
process just described.

Summary Of The Research Design

The data collection and analysis activities of the present study 
were guided by the underlying principles of the grounded theory 
tradition. Certain amendments were made to the methods proposed by 
Glaser and Strauss (1 9 6 7) in an attempt to overcome some problems 
considered inherent in their suggested approach. In addition, 

certain compromises had to be made because of practical considerations.

The overall technique used was termed "on-going verification" and 
consisted of a movement towards theoretically relevant concepts 
during the research process. It was decided that in-depth interviewing 
was the most appropriate method for data collection and that data 
recording by tape was the most desirable alternativeo Nevertheless, 
the final choice of recording method was left to each individual
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participant. The major research tools of the study were two in-depth 
interviews. In accordance with the on-going verification technique, 
there was a steady progression,during the interview sessions, from 

non-directive methods designed to elicit individual constructs 

towards directive questioning around elements of emerging theory.

A questionnaire based upon the work of Toff1er (l970) was also 
administered to participants in addition to the Myers-Briggs Type 
Indicator. Additional data was collected from observation and a 
group discussion exercise.

It was the interview data which formed the foundation of the study's 
results. Interview transcription sheets were scrutinized for all 
elements of meaning relevant to the research topic. These constituted 
the initial data categories. These categories were examined for 
underlying uniformities and links. They were then combined as 
appropriate to form higher order data categories. After completing 
all data collection, a further process of reduction was carried out 
and final data category groupings were produced, forming the 
substantive grounded theory of the current research study.
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SECTION THREE; THE RESEARCH PROCEDURE

This section details the practical aspects of the current research.
It examines the pre-research activities as well as detailing the 
events, from gaining entry into the host organizations to reporting 
back the findings, that occurred during the life of this project.

The Pre-research Activities

The current project did not have a pilot study in the true sense of 
the term. My experiences of approaching organizations had led to the 
conclusion that research sites were precious and it would be difficult 
to justify utilizing as a pilot study an opportunity to do research 
within an organization. However, feedback from various sources was 
obtained in respect of my interviewing technique and the questionnaire 
that had been devised. These factors were taken into consideration 
while designing the study.

My interviewing techniques were tested at a university-based seminar 
in addition to several trials with acquaintances in industry. It was 
found that my approach was generally acceptable. However, a few 
important points did emerge. These trial respondents nearly all 

reported feeling a degree of discomfort associated with the ambiguity 
of non-directive interviewing. I needed to comprehensively detail the 
exact topic of my study to reduce ambiguity. This activity would also 
have the advantage of ensuring respondents knew the purposes of my 

research and hence reported information they felt was of relevance.
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Indeed, one of the pilot interviewees, being unsure of exactly what 
I was researching, admitted in a feedback session that he had 

consciously attempted to portray his organizational world as far 
more stable and unchanging than it was in reality. His account had 
been deliberately modified to avoid confusing me. If such avoidance
of key issues was to be overcome it seemed imperative that steps

were taken to ensure the subjects were well acquainted with the nature 
and purposes of my research.

Other feedback suggested that it would be advisable to let the subjects 
know why I was being non-directive. Understanding the logic of my 
method they would be more at ease. I developed this idea to include, 
in all my research instruments, an open and honest discussion of the 
reasons behind the methodological approach and the potential problems 
I felt could occur. It was believed that this approach would not 
only assist in getting the subjects at ease but would also make them
wary of actions associated with these problems.

My questionnaire was given to academic colleagues and acquaintances 
in industry for their comments. Criticisms were received in respect 
of the wording of some of the items. It was suggested that several 

statements included elements of jargon that were best avoided. In 
addition, some were worded in a manner that could only be understood 
by reasonably intelligent subjects. The relevant items were 
reworded as necessary to expel jargon or lower their general level of 
comprehens ibility.
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The other main pre-research activity was preparing myself for the 

activity of gaining entry into host organizations. Each host 
organization invited me to attend an interview with a company official 
in order that my research could be discussed in more detail. These 
meetings were seen to be crucial. Not only did the future of my 
research depend upon them but, as suggested by Johnson (1975), such 
initial meetings would determine how the study was subsequently 
defined by members of the research setting. Consequently, a great 
deal of preparation was required. Firstly, steps were then taken to 
become fully acquainted with the organization in question. This 

was through a process of familiarization with information contained 
in organization directories, company reports. University Careers 
Service literature, and any informative documents received from the 
organizations.

Next I prepared myself for likely questions which would be asked.
It was thought that one area of questioning would be about myself.
I prepared to discuss my background, experience, and the nature of the 
course of study being followed.

The majority of questions would undoubtedly be centred around the 
research topic. I felt the need to avoid any tendency to make the 
description esoteric and academic. My views were similar to those of 

Johnson (1975) who observed:

"The accomplishment of successful entree to the setting partially 
revolves around the field researcher's skill in explaining his initial 
interests in terms that make sense to the members of the setting" (p.5 6 ).
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In addition, Bennett (1977) warned managers of the dangers of the 
"anti-social scientist" whose work was too divorced from 
practicalities to be of use:

"Many of the papers are written not for practising managers but 
for fellow academics. A good proportion are couched in obscure 
jargon, often riddled with sophisticated statistical analyses 
which sometimes defy interpretation even by those fellow academics. 
Some papers are readable, understandable and provide practical 
guidance for managers, but these are swamped by a torrent of 
academically-oriented outpourings which leave many readers 
bewildered"
(Bennett 1977, p.17).
Thus, when describing my research, it was felt essential to use a 
"down to earth" approach which made sense to the company officials 
and which indicated that any feedback produced could be of practical 
value.

Preparation was also made for an open and honest discussion of the 
methodology to be incorporated in the study, and the reasons for 
its use. Earlier in this chapter, it was acknowledged that the 
grounded theory approach presented definite advantages as far as 
"selling" the research to organizations. These advantages were 
to be stressed while discussing methodology.

It was anticipated that organizations would wish to know what was 
required in terms of resources. Therefore, I made a plan of the 
make-up of the samples (in terms of job status and size) which 
would be ideal, and I made realistic estimates of the time that my 

study would take up.



256

Final preparation was made in terms of the contract that could be 
negotiated. I decided that it would be best to offer feedback 

through a group discussion meeting (one of my proposed research 
instruments) as my part of the contract. Additional elements of a 
research contract would naturally be considered but I was wary of 
the constraints of time and the danger of becoming over-committed.

Douglas (1976) suggested various "fronts" to adopt when seeking to 
gain entry, each of which had positive advantages. However, I 
decided to "play it straight". The prospect of enacting a front 
was seen as complicating matters and going against the approach of 
openness and honesty that I was attempting to achieve at each stage 
of the research.

Now that the pre-research activities have been described, attention 
is devoted to an account of events within each host organization in 
turn.

Computako

On 2 8th March 1979, I received a reply to the letter sent to 
Computako a week earlier. It invited me to arrange a convenient 
meeting time with the company's personnel manager. This meeting took 
place on 17th April, and turned out to be unlike what had been 

expected. I did not have to "sell" my idea as anticipated. It 
appeared that my original letter had been successful in doing that. 

The emphasis during the interaction was upon the personnel manager 
supplying information as opposed to seeking it. He was keen to
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illustrate just how much cheinge the organization was encountering 
and he stressed that Computako would be an ideal site for my 
research.

Having recently completed a Master's degree, the personnel manager 
was found to be aware of the nature of organizational research.

This made explaining what was required from the organization 
relatively easy. I suggested that my study would take a minimum of 

one month during which time 10 to 15 people would be seen on two 
occasions. This was quite acceptable to the personnel manager who, 
in turn, stated that the organization would require a feedback 
report using more "raw data" than would be included in my thesis.
I managed to obtain agreement for this report to be presented at a 
half-day meeting of a group of Computako managers. My intention 
was also stated of ensuring confidentiality of individual responses 
in the report to the organization and of ensuring anonymity of the 
organization in my thesis. The meeting was terminated by the 
personnel manager agreeing to send me a package of company 
information. He would then require me, on the basis of this 
information and the points discussed at the meeting, to report back 
detailed proposals and a timetable of research activities.

The information package arrived on 5th May. By this time I had 
become a little anxious about the prospect of having to be very 
specific about my proposals and research timetable. Committing such 
information to paper would give me little latitude during the course 
of the study. I decided that it would be much better to keep such 
issues at a verbal level. Consequently, I wrote to the personnel 

manager requesting a further meeting to discuss these matters. This
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meeting was arranged for 6th June,

At the second meeting it was agreed that the personnel manager 
would arrange for me to see cross-sections of several departments.
As great difficulty was being experienced with efforts to obtain 
further host organizations, I suggested a larger sample and more 
time being spent at Computako. The personnel manager voiced the 
opinion that my feedback would be of great value to the organization 
and therefore a larger research effort would be most acceptable.
We agreed on a mutually convenient starting date of 2nd July.

My induction into the organization did not come to fruition in the 
manner promised. When I arrived on 2nd July, I was informed that 
the personnel department was busier than anticipated and I would 
have to rely on short conversations with a personnel administrator 
and a training officer for my initial familiarization with the 

research site.

It turned out that the personnel manager had obtained the 
cooperation of several managers and had arranged times for me to 
see them. It was then up to me to negotiate with them with regard 
to the sample required from each department. The majority of 
individuals were cooperative, so this activity was not too problematic. 
However, it did vary considerably with individual managers. One 
produced an organization chart and invited me to pick names at 
random. Two proceeded to give descriptions of the various members 
of their departments (in terms of length of service, career history, 
and current job) and asked me to choose who would be suitable.
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Another manager, while being very cooperative, stated that because 
of work commitments it would have to be a case of who was available 
when I was ready to interview. A further manager made the same 
claim but it gradually became obvious that no time was convenient 

to interview his staff. Each manager agreed to personally 
participate in the research. Other potential respondents were 
briefed by their managers about the research and then given the 
choice as to whether they would participate. Convenient interview 
times were arranged through the managers or by direct contact with 
the individuals concerned. I tried, wherever possible, to conduct 
no more than three interviews per day, feeling it would be impossible 
to do justice to further interviews as I became more tired and 
less alert and attentive. Efforts were also made to arrange my 
research timetable so that only three days per week would be spent 
conducting interviews on site. The remainder of the time was 
devoted to transcription, reflecting on findings, reading, and 
preparing for second interviews.

Early interviews suggested some useful insights would be obtained 
by visiting a branch office of Computako. I gained agreement on this 

line of action and visited an office in the Greater Manchester area 

for part of the study. Here, contact was initially established 
with the branch manager, and sample selection was determined by 
who was at the office and had the time and desire to participate 
when I was on site.
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The final sample consisted of 25 individuals fairly evenly spread 
over three head office functions (product service, finance, 

after-sales administration) and 10 individuals from various functions 
within the Greater Manchester branch office. There was a well 
balanced cross-section of employees in the overall sample. Particip
ants included U.K. managers, regional managers and various grades 
of supervisor as well as test engineers, store keepers and secretaries. 
There were 28 males and 7 females in the sample, which was not 
unrepresentative of the total populations of the three head office 
functions and the branch office. Five participants did not attend 
a second interview. Three had been transferred to other locations, 
one had left the organization, and the other could not afford the 
time due to work pressures.

Because of the shortage of private office accommodation, the majority 

of my head office interviews were conducted within the large canteen. 

This had several advantages. The atmosphere was informal and the 

interview was not interrupted by telephone calls or visitors. In 

addition, being based there as opposed to "hiding away" in some small 

office, it was felt people would soon get used to my presence in the 

organization. There were, nevertheless, disadvantages. I had to make 

sure my interviews did not coincide with lunch or break times. If 

they did, the background noise was disturbing and there were occasions 

when people came and sat in close proximity, inhibiting conversation. 

When this occurred, I suggested we also took a break. An interval of 

casual chat brought about in this way frequently assisted rapport 

later on.
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Six interviews were conducted in private offices, four took place in
rest areas, and three were at participants’ desks. While at the 
branch office, a private office was allocated in which all 20 
interviews were conducted.

By 20th September, my study was completed and a request was made 
to see the personnel manager and discuss the feedback report. An 
afternoon session was to be arranged for my presentation to 10 to 15 

senior managers and directors of the organization. It was suggested 
that this management team was particularly interested in those aspects 
of the organization’s environment which were satisfying to employees 
and those aspects that caused dissatisfaction. The personnel manager 
advised me that the usual style for such presentations was a 
discussion and not a lecture. Handouts and overhead projector slides 
would be appreciated.

On 9th November, a letter was received suggesting the presentation 
took place on 10th December. On that date I attended the head office 
of the organization and presented my findings to the management team 
who sat around a large table in a conference room. They agreed that 
I could tape record the discussion which lasted for three and a half 
hours.

Some initial difficulty was experienced in that they all seemed to 
expect a quantitative analysis and repeatedly tried to engage in 
discussions concerning validity of findings. However, after a while 
I apparently managed to convince them of the potential value of a 
qualitative, grounded approach, and discussion was then centred on
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the findings. As I had hoped, this meeting provided excellent 
validation of my findings and also produced some further exciting 

insights.

Midland Systems

It took Midland Systems only five days to reply to a letter which 
had been sent on 3rd January I98O. I was invited to an interview with 
the managing director on 31st January. Again, it was found that my 
letter had done the bulk of the "sales" work, and the meeting was 
mainly to discover in detail how I wished to conduct the study. The 
managing director was apparently impressed by the nature of the 
proposed research and was in agreement with the methods to be used. 
However, he was a little anxious about how the Myers-Briggs Type 
Indicator would be introduced. He felt sensitive employees would 
be upset by the notion of a"personality questionnaire" and he 
suggested it be introduced as an "attitude questionnaire". In order 
to remain open and honest about the methodology, this suggestion was 
later ignored.

I was informed that one particular department of the organization 
was in a definite state of rapid change and the organization would 
welcome the opportunity to discover how people viewed the changes 
that were occurring and how they felt about them. I suggested a 
cross-sectional sample of 20 people who would each be seen twice over 
a period of two months. This was acceptable to the managing director 
but he had got to get agreement from the department manager and the 
department as a whole before committing the organization to particip-
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at ion. He would see the manager within the next week and promised 
to let me know the outcome within a fortnight.

Having heard nothing by 15th February, I rang the organization eind 
spoke to the managing director's secretary who informed me that 
the managing director had been in hospital and this had delayed 
matters.

The secretary rang three days later with the news that the department 
manager was in agreement and 20 individuals had voiced their 
willingness to participate. The managing director now wished me to 
meet this group and discuss the details of my research with them.

On 4th March, I met the managing director an hour before the group 
meeting had been planned. We agreed that the best approach would be 

for us both to go to the meeting. After introducing me and 
summarizing my research, the managing director would say that I was 

there to answer any questions. He would then leave the meeting to 
avoid inhibiting people. This was what happened.

Surprisingly, the group was very quiet. I was asked a few superficial 
questions such as "What is your Ph.D. in?" and "When do you start?" 
but then there was silence. Sensing that there may be an element of 

shyness, I invited anyone who would rather not voice their questions 
in front of the group to see me privately afterwards. The group dis
persed but no-one came to see me.



264

I went back to the managing director who agreed to the reseau'ch 
starting the following week. In the meantime, he would arrange 
for a room to be allocated for interviewing and would notify me of 
the times that this room could be used. Three days later, a timetable 
was received which not only stated when a room would be available 
but also indicated who would be interviewed at those times. While 
this eased my administrative load, I felt somewhat constrained.

In line with my request, a total on-site time of three days per week 
had been observed. Also in line with my expressed desires, the 
sample represented a cross-section of the department. I was to see 
the department manager, the office manager and various section 
supervisors in addition to clerks and visual display unit (VDU) 
operators. The department was predominantly female and the sample 
consisted of 3 men and 17 women.

My stay with Midland Systems began on 10th March 198O. Most of the 
first day involved discussions with the department manager and the 
office manager in an effort to familiarize myself with the organization 
and the department in question. Data collection was commenced on the 

following day.

The room allocated for interviews was a television lounge. It contained 
easy chairs and coffee tables and was thus an ideal setting for 
relaxed and informal conversations.

The office manager ensured that each participant reported to the room 
at their appointed time. Although this once more meant a decrease in 
administrative load, it had the occasional disadvantage of abruptly
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ending auiy previous interview that had gone on for some time.

Data collection was completed on 9th May with each participant having 

attended the two sessions. The managing director promised to arrange 
a time for a feedback session. Three months later, having heard 
nothing, I rang the organization. I was informed that the managing 
director had returned to hospital and I would be contacted when he had 

recovered. No more was heard from this organization and therefore, 
one of my methods of data collection (the group discussion) could not 
be used.

Unitran

A reply to a letter sent at the end of January I98O was received 
from Unitran on 13th February. It suggested a meeting with the 
senior training officer on 20th February.

The senior training officer commenced by asking for details of my 
research. After a few specific questions he announced that he saw 
no reason why the study could not take place. A cross-sectional 
sample from a department (instrumentation production) undergoing 
considerable change would be quite acceptable and there were no 
problems with my planned methods of data collection.

Considerable time was then devoted to information about the organiz
ation. I was given organization charts and brochures, and was taken 
on a tour of the office and factory complex. The senior training 
officer then introduced me to the personnel manager who wished to
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know in great detail what the research would involve* He was also 
of the opinion that the organization would be a willing host. Both 
officials then expressed a desire for a feedback presentation to a 
management team including the group managing director, the group 

personnel manager, and other senior officials.

I was requested to send a short summary of my research proposals to 
brief the personnel manager and senior training officer before they 

approached the manager of the department they had in mind. This 

summary was sent the following week.

On 6th March, a letter was received confirming that research could 
commence as soon as data collection had finished at Midland Systems. 
The organization was informed of my study timetable and a starting 
date of12th May was agreed.

Upon arrival on site I was met by the senior training officer who 
cleared a few administrative details. He advised me that an 
appointment had been arranged in which we would be meeting the 
department manager who had, incidently, shown a great deal of 
enthusiasm with regard to the research. At the prescribed time we 
arrived at the department manager's office to find it empty. 
Subsequent inquiries revealed that he had convened another meeting 
which was expected to last all morning.

I was then introduced to a training officer who discussed the organiz
ation until lunch-time. By mid-afternoon this training officer had 
located the department manager and a meeting was eurranged immediately.
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I went to the managers office and, to my surprise, found him positively 
uncooperative. He abruptly produced an organization chart, asked me 

to take it away, and when random names had been selected it would 

be ascertained whether those individuals wished to participate.

I selected 25 names representing a cross-section of the department's 
structure. There were product managers, section managers, supervisors, 
and test engineers in addition to production operatives. This list 
was given to the department manager late in the afternoon, when he had 
ceased being "too busy" to see me. On asking whether he wished to 
participate there was an emphatic "NoI". I was advised that a memo 
would be sent to the managers and supervisors who would in turn 
discover whether my chosen sample was willing to participate. The 
outcome would then be made known to me.

After two days of hearing nothing, the department manager was once 
more approached. He informed me that the managers and supervisors 
had received the memo and we would have to wait for a response.

At that stage, it was decided I would get nowhere dealing with this 
person and, with the help of the training officer, I managed to 

obtain introductions to, and meetings with, the managers and supervi
sors. Here it was a different story. The majority were extremely 
pleasant and helpful. Through these contacts it was ascertained that 

21 individuals were willing to participate, and first interview 
times were arranged. Second interviews were subsequently arranged 
with the participants themselves., and the relevant supervisors were 

informed of the planned absence of their staff. As in previous sites,
I aimed to devote three full days per week to interviewing.
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As it turned out, one individual left the organization before the 
allocated first interview. Of the remaining 20 individuals (9 males 
and 11 females), two did not attend second interviews. One complained 
of pressure of work. The other had opted for voluntary redundancy 
and did not wish to discuss matters relating to the organization while 

working notice.

Interviews were conducted mainly in the canteen or social club bar. 
Both venues offered a relaxed, informal atmosphere. The occasional 
interview was conducted in a conference room equipped with easy chairs, 
and three interviews took place at participants' desks.

Data collection was over on l?th July, shortly after a number of 
redundancies had been declared. The senior training officer felt 
the climate was "too sensitive" to accept a verbal presentation and 
I was asked to submit a written report. I stated how important 
feedback upon my findings was, and it was agreed that the organization 
would supply a detailed summary of impressions of, and reactions to, 
my report.

This report was dispatched on 10th September. One month later, the 
promised summary was received. It stated that the senior training 
officer and personnel manager had been impressed by my report. They 

were not greatly surprised by many of my findings but felt that these 
views, presented by an outsider, were most valuable.
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Naturally, such "detailed feedback", could not be used as data, so 
I felt a little cheated of the opportunity to use one of my methods 
of research.

Dataware

On 23rd February 198O a letter was received from the personnel 
manager of Dataware expressing an interest in the content of a letter 
which had been sent two months earlier. Further information was 
requested. A summary sheet of my research was returned immediately. 
It was not until 10th June that anything further was heard. I was 
then invited to Dataware at the beginning of July.

When the personnel manager was met he greeted me with, "Well, what 
can we do for you?". The specifics of my research and its 
methodology were detailed. As time was then becoming limited, a 
sample of only 10 individuals was requested to participate in the 
research. As my overall research sample had become a little "bottom 
heavy" in terms of job status, I stated a preference to see a 
cross-section of more senior employees i.e. top management to 
supervisory level.

I was informed that it was company policy to make decisions fast and 
permission was immediately given to conduct my research in the 

manner described. It was stated that managerial time was extremely 
precious and it would therefore be appreciated if I could attend the 
organization for two periods of one week's duration when the first 
and then the second interviews could be held.
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I was then provided with information concerning the organization 
and the chauiges it was undergoing. The personnel manager admitted

his curiosity about certain issues. He was not sure what people
wanted from Dataware. Particularly intriguing was the way individuals 
tended to remain with the organization even when its changing state 

was obviously producing pressure, stress, and great demands upon them. 
He was eager for my research to provide him with some insight.

As research was, at that stage, being conducted at Unitran, it was 
agreed that the next step was for me to contact Dataware and advise 
the personnel manager of my availability.

On l8th July, the personnel manager was notified that data collection 
could commence at the earliest convenient time. The first interviews 
were eventually arranged to commence on 7th October and were 
conducted over a period of four days. A sample of only 7 had been 
found who would be available that week. As promised, they were all 
of managerial or supervisory status. They were from a range of 
organizational functions. There were 5 males and 2 females. All 
interviews were conducted in a luxuriously-appointed conference 
room which provided a pleasant and informal setting. The administra
tive activities of locating the participants and introducing them to 
me were carried out by the personnel manager's secretary.

At the end of the week the personnel manager agreed to notify me of 
the next convenient opportunity to meet the participants. Several 

months went by without hearing anything but, in view of past experien
ces with Dataware, I was not too concerned. However, as it was
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becoming crucial that the outstanding data collection was 
completed, the organization was contacted in mid-December. I was 

advised that the personnel manager had been promoted to a position 
in the United States and there had been considerable reorganization 

since October.

With these factors in mind, and the pressure of time, I concluded 
that trying to gain re-entry would be more trouble than it was 
worth. Fortunately, owing to the change of first interview tactics 
described earlier (p. 229 ), a wealth of useful information had 
already been obtained while at Dataware.

Summary of Data Collection Activities

For purposes of cleirity, the composition of the total sample of 
the current study iâ summarized on the following page along with 
details of the utilization of the four major research instruments.

A few of the I50 interviews lasted for little more than half an hour 
while several continued in excess of three hours. However, the 
vast majority were of a duration of approximately two hours. 
Consequently, the findings of the current study were based on 
approximately 300 hours of data collection by interview (part of 

which time was spent administering the first questionnaire in the 
manner earlier described) and 64 completed Myers-Briggs Type Indicators, 
In addition, data was obtained from the Computako group discussion 
and many hours of observation at each research site.
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SECTION FOUR; THE EXPERIENCE OF CONDUCTING RESEARCH

In sections two and three the design of the current investigation 
and the research procedure followed in each organization were 

described. Devoting attention to such issues could be claimed to 
have resulted in an adequate account of the practicalities of this 
project. However, it is felt there remains a gap in the story. At 
no stage have there been observations concerning what it was like 
to use the chosen methodology. There has been little mention of 
the way participants reacted to me or my research. My personal 

feelings at the various stages of the project have not been detailed. 
All of these points undoubtedly had a marked bearing upon the 
data extracted and the conclusions reached, and need to be taken 
into account when examining the findings.

This section reflects some major elements of these aspects of the 
research experience and is partly the result of an original desire 

to study the research process as well as the chosen topic of inquiry. 
In addition, the inclusion of this section is very important within 
the context of the underlying philosophy of the current study. It 

may be recalled that earlier comments ( p. 177 ) acknowledged that 
my methodological stance dictated the disclosure of information 
about myself and those factors potentially affecting my persuasive 
account. Another inspiration for including such a discussion was 
the claims of Johnson (1977a). It has already been acknowledged 
that he suggested published accounts of the conduct of research 
investigations were rarely accurate. He concluded that they were
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usually "laundered” to produce an ”overformalized rationalistic 

instrumentality” which did not reflect the true nature of the 
research process. He continued to point out:

”lf we review the methodological writings with an eye to discovering 
how scientists conceive of their actual conduct as scientists (i.e. 
the implied model of rational scientific practice), we discover an 
idealization that is unrecognizable as any actual person in our 
everyday lives” (Johnson, 1977a, p.204).

By addressing the subjective experience of conducting this study, it 
is hoped to provide further insight into the practicalities of 
the current research as well as to overcome the problems identified 
by Johnson (1977a). 1 should also like to think that other
researchers,especially those opting for a grounded theory approach, 
would find this discussion beneficial when preparing to venture 
into the field. To achieve these objectives, attention is first 
devoted to the initial stages of the research experience prior to 
data collection. Next the data collection and data analysis stages 
are discussed. Because of their essentially interlocking nature they 
are examined together. It is at this point that reference is also 
made to the reactions of participants towards the investigation.
The writing-up stage then receives attention. Finally, some overall 
reflections are offered upon the experience of carrying out this 
research study.

The Initial Stages Of Research

Here, attention is devoted to experiences of the period between 
embarking upon my research degree course and commencing data 
collection.
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In spite of being away from the academic world for less than a 
year, my immediate experience of this project was a surprising 

culture shock. 1 had obviously adjusted to my employed role and 
working environment to a greater extent than 1 was consciously 
aware. Returning to academic circles brought on an initial feeling 
of discomfort for which there was apparently a number of reasons.

Firstly, 1 had left the security of a nine to five routine and taken 
on a role which appeared very ambiguous in comparison. There were 
no objectives to meet, no monthly reports, and none of the other 
duties 1 had become accustomed to carrying out at set intervals. 
Apart from regular meetings with my supervisor, and research seminars, 
my life had become rather unstructured. There was a general feeling 
of lacking direction. To counteract this disturbing feeling, an 
attempt was made to introduce an element of order by constructing a 
study timetable, a plan of work, and objectives to meet. This 

scheme was made known to my supervisor who was encouraged to check 
that my progress was as planned.

Detailed notes were made on the content of my readings and 1 
started to record what had been done and how 1 had felt in a research 
diary. This was later found to be an invaluable narrative when 
recalling the experience of conducting research and the sequence in 

which events took place. However, what theoretical observations 
were made in this diary appeared increasingly naive on looking back 
at earlier entries during the progress of the project. Another 
measure taken was to record, in index form, all articles and books 
to which reference had been made. Again, this helped me at the later
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stages of the study.

Another source of discomfort was the chilling realization that there 
was no escape from the role in which I found myself. With my 
previous employment, it had been found reasonably easy to "switch 
off" during evenings and weekends. 1 could not do similarly in 
the role of researcher. 1 found myself always considering my studies, 

Even holidays did not provide this element of escape which had been 

previously enjoyed.

On similar lines, 1 was aware that while there were deadlines to 
meet at work, there was the comforting feeling that, on the whole, 
what tasks 1 was unable to complete on one day could always be done 
the next. The situation was different on becoming a researcher in 
receipt of a fixed period of funding. There was an overall time 
limit which produced a certain pressure upon me.

Another disturbing influence came from confidence in my abilities 
not being particularly high in these initial stages. On looking 

at my previous academic writings, it was felt 1 could never once 
more achieve a similar standard. Likewise, the work of other social 
science writers exhibited a professionalism which seemed impossible 
to emulate.

It was also interesting to note the effects of loss of the former 

status 1 had possessed. Overnight, 1 had been transformed from an 
industrial relations advisor to a mere student. Although 1 was not 
sure whether this was due to my over-sensitivity at the time.
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people did appeaû  to have less respect for me in my new position. 
Certainly, there were actual manifestations of this phenomenon.

As well as frequent, admittedly light-hearted, comments about 
"living off the state", I had suddenly become an incredible risk 
as far as insurance companies were concerned. Their premiums were 
adjusted accordingly.

A final source of discomfort was the degree of difficulty experienced 
with regard to the choice of research topic. The initial impression 
received was one of "it's all been done before^, with every aspect 
of organizational life seemingly having received attention from 
previous researchers. Given the element of originality necessary 
for my work to display, this observation created considerable 
anxiety. 1 went through a stage where 1 felt in a "theoretical 
vacuum". 1 became heavily involved in reading a wide range of 
organizational behaviour literature which led to absolutely no 
research ideas that would be both reasonably original and practically 
viable. It should be noted that, paradoxically, a flood of research 
topic ideas occurred when once 1 had left my theoretical vacuum 
and entered the first organization to investigate the chosen area.
1 also witnessed the feeling that, on being presented with complete 
freedom in terms of what aspect of organizational life could be 
studied, there was a great desire not to commit myself too early 
to any particular area.

Gradually, this discomfort subsided. It was not too long before 1 
became adjusted to my new role and the academic culture to which 1 

now belonged. Structure and order became less important and 1 was
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able to accept ambiguity and enjoy the freedom characteristically
associated with being a researcher. I also appreciated the 
advantage of being autonomous with no-one but myself responsible for 

managing my efforts. Although it was found that occasional escape 
from being a researcher was still impossible, 1 began to relish 
immersion in this role. As visible progress was made, 1 found pre
ssure associated with the time limit, while never disappearing, 
definitely decreased in magnitude. This visible progress was 
largely in the form of the preparation of written papers. The 
activity of once more writing in an academic style increased my 
confidence. In time, 1 became critical of my own previous writings 
and could detect weaknesses in the work of others. As time went 
on there did emerge several areas which appeared worthy of study.
The eventual topic of this research was one of these. After a fair 
degree of effort being devoted to pursuing each area, one topic 
was finally found not to be a blind alley.

When 1 had a good idea of my research topic, it was decided to 
correspond with other writers and academics who had similar interests, 
Alvin Toff1er was approached at this stage. 1 detailed the nature 
of my intended study and inquired whether he was aware of any 
similar research that had been carried out and whether he had 
personally developed his ideas relating to my research topic since 
his 1970 work. A prompt reply was received in which Toffler 
apologised for not having done "further research in any systematic 
way". He was also unable to advise me as to any specific research 
project of similarity to my proposals. Nevertheless, 1 was delighted 
to receive correspondence from the person who produced much
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inspiration for this research effort. Approaching British academics
who seemed to be working in similar areas produced a reasonable 

response. References were recommended, copies of papers were
forwarded, and many attempted to detail the state of the art of their
specialism in order to assist the development of my research
proposals. I noted a strange effect at this time. It appeared to
be the more senior academics and the more prolific writers who were 
the ones that put the greatest effort into their replies. While a 
valuable and enlightening package plus offers of further assistance 

would be received from university professors of high standing, some 
research officers and research fellows apparently did not even have 
the courtesy to reply to my letters.

While not in the initial stages of the research project it is 
convenient to mention here a rather unfortunate experience with 
senior academic from another university. Shortly after finishing 

data collection, 1 read an eurticle by this person which seemed to 
be advocating research of the type 1 had conducted. The writer was 
contacted and asked for further details of the research study in 
progress and the nature of my research was explained. A letter 
was returned stating "1 wonder if you would be able to make the 
journey up here for what should prove to be a worthwhile discussion 
session". After a long journey 1 eirrived at the institution in 
question and was greeted not only by the writer but also two research 
students under the supervision of this person. 1 was astonished to 
find that this "worthwhile discussion session" had apparently been 
defined by these individuals as a totally one-sided interaction. It 
soon became obvious that they identified with the traditional social 

science paradigm and saw the meeting as an opportunity of questioning
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me about my "peculiar" research stance. I was subjected to a rapid 
succession of questions about my methodology as well as the research 
topic. Any attempt made to gain information about their activities 

was shortly countered by a further set of questions. They were not 
even content to settle with simply questioning me. They expressed 
horror at my failure to interview standardized samples at each host 
organization. 1 should have used some statistical devices. They 
could not accept that findings which were generalizable, and hence 
of value, could have emerged from a piece of research of the kind 
described.

It was hoped that this experience was a rare occurrence as the 
meeting had a distressing effect upon me. 1 left it feeling 
deflated and dejected, and it took me several weeks to regain my 
momentum. 1 had witnessed academic debates and differences of 
opinion in journals and 1 had frequently critized the work of 
others as my study had progressed. However, my project was still 
at a sensitive stage when these other members of the academic 

community decided unexpectedly to pull it to pieces. 1 had at that 
time begun to develop confidence in the potential of my study and 
felt extremely excited by the findings that had emerged. These 
feelings were temporarily shattered by this experience and it was 
very difficult to re-establish my previous level of enthusiasm.

Returning to the initial stages of the project, when 1 had decided 
upon the topic of research and ideas upon methodology had been 
formed, 1 began to approach potential host organizations. With this 
activity, the factor that had an immediate impact upon me was the
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extreme difficulty of gaining entry into organizations as detailed 
elsewhere (pp. 91-98 ). This was a very disturbing realization.

Even on making contact with the eventual host organizations, it 
was surprising just how long it took to eventually secure a 
commencement date for research. With Computako, this took in excess 

of three months. While Midland Systems took a relatively quick 
two months, it was nine months in the case of Dataware. For Unitran 
this period between initial contact and starting data collection 
was over three months but this was largely the result of having to 
wait until the end of the Midland Systems study.

Collecting and Analyzing The Data

The aim of this part of the discussion is to recount the experiences 
of data collection and data analysis. To achieve this aim, 1 
examine firstly the reactions to me and my research that were 
witnessed while within the host organizations. Secondly, 1 detail the 
the practicalities of using a grounded theory approach.

Reactions To Me And My Research

Once inside the organizations 1 was pleased that observations 
indicated 1 had, in the eyes of participants and other organization 
members, chosen suitable research sites. When the topic of research 
was revealed at each organization, frequent comments were made along 
the lines that 1 could not have chosen better places and times for 
the study to take place.
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I was surprised just how helpful and cooperative the organization 
members generally were. It was only in Unitran where any real 
problems were experienced. As previously mentioned, it was there 
that the department manager made no secret that he did not approve 
of the study and made no efforts to assist in any way. Indeed, the 
direct reverse was true. It became a common occurrence for him 
to arrange to see his immediate subordinates at the exact times 
that interviews had been fixed with them. When 1 was successful in 
seeing them, the interviews were frequently brought to an abrupt 
halt when he would march into the canteen or social club bar and 
demand an urgent meeting making an observation to the interviewee 
of, "1 take it you’re free". As the data collection continued it 
was not too difficult to understand this behaviour. The department 
manager was a recent recruit and, due to many apparent mistakes he 
had made, along with this overall attitude, he was very unpopuleir.
In these circumstances, my research seemed to present a serious 

threat to him. It amazed me that the person who was instrumental 
in organizing the project (the senior training officer) truly thought 
the manager was in favour of the study. However, much subsequent 
data suggested that the personnel and training department was 
divorced from the reality of the production environment.

It was found to be an invaluable asset to have an organization offici
al who was willing and able to assist in the administrative 
arrangements. At Computako and Unitran, many of the interviews 
had to be arranged by direct contact with the participants. It took 
a tremendous amount of time to locate individuals and organize a 

research timetable. At Midland Systems and Dataware, these details
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were taken care of by a member of the organization, which enabled
my efforts to be concentrated on interviewing. However, such a 

state of affairs did have drawbacks. I felt rather constrained 
and did not have the same level of freedom as in the other two 
organizations. In Computako and Unitran, it was acceptable for 
me to wander around the sites attending to administrative matters. 
This activity provided excellent opportunities for data collection 
by observation.

To discuss the reactions of participants in the research, perhaps 
the best point of departure is a consideration of how people got 
to know about and subsequently defined my study. At Computako, 
a memo describing my research was circulated to the department 
managers who were requested to make my presence known to their 
subordinates. This appeared to work well, with most participants 
having a reasonable knowledge of my research topic by thé time I 
met them. At Dataware, the approach was for the personnel manager 
to send memos directly to potential participants (i.e. those that 
were on site and fell within the sample limits I had stipulated) 
and request volunteers. Again, the method appeared effective, with 
all participants understanding the general nature of my research. 
This was not the case with Unitran. There, the department manager 
distributed copies of the research summary which had been submitted 

prior to gaining entry with a brief memo stating that details were 
contained in the attached paper. Of course, this summary had been 
prepared for a different audience (i.e. the access granters) and 
the majority of the participants arrived at the first interview in 
a confused state with regard to the nature of the study. An even
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worse occurrence happened at Midland Systems. The department 
manager and office manager had held a meeting with the section 
supervisors and explained the nature of my study and requested 
this group to discuss the matter with their subordinates and 
obtain volunteers. Unfortunately, it would appear that supervisors 

did not communicate satisfactorily and left their subordinates 
to make sense of the research. The only other research at work 
they had experienced was when a group of doctors organized medical 
examinations after many members of the department developed a 
mystery illness. Before long, most volunteers understood my research to 
be of a similar format and many were reported not to have voluntee
red because of their dislike of blood tests. This was probably a 
cause of the reaction of stunned silence from the volunteer group 
when I attended to supply further information prior to gaining entry. 
The majority were shocked to find the research was nothing like 
they originally thought.

The issue of previous research experience was also pertinent to the 
Unitran sample’s definition of my research. Shortly before my 
arrival on site, supervisors had participated in a course run by 
external trainers. They later discovered that the content of 
"Confidential" discussions on the course had been reported to 
personnel and training officials. They were therefore wary of 
anything to do with the department through which I had gained 
entry. Despite great efforts to gain trust, one supervisor openly 
stated he could not entertain the idea of being fully open for fear 
of reprisals from the company.
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Unlike in my previous reseau-ch expériences, it was found people
were, on the whole, less suspicious about my true role. Most 

appeared to fully accept that I was a student and would not be 
returning to the organization in an employed capacity. One subject 
did appear a little doubtful until my student union card was 

presented to demonstrate my true status. 1 was aware that the 
majority of participants understood the nature of my role. A large 
proportion of the samples at Computako and Dataware were university 
graduates and were aware of the format of higher degrees by research, 
Of the less-educated participants, a high number reported having 
relatives or acquaintances who had to complete projects like mine.

As expected, the majority of interviewees seemed a little surprised 
to find that my research was not of a format they associated with 
investigative studies. After discussing the topic of the study 1 
was frequently greeted with reactions like, "What are you going to 
ask me?" and "Well fire away with the questionsl". Even after 
explaining my chosen methodology the occasional participant suggest
ed following a more traditional model of research. For instance, 
one Dataware manager commented:

"1 think you’d better ask questions and point me in a direction to 
save time. Otherwise I’ll be talking about the rowing club, squash, 
golf, and so on."

There was evidence of some initial discomfort in being subjected to 

such an open and unstructured technique as had been developed. 
Participants often paused and asked questions such as "Am 1 talking
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about the right things?" or "Is this the sort of thing you want?". 
However, I was generally amazed at how well participants coped with 

this technique. After the nature and purpose of my research had 
been explained, subjects had little difficulty in knowing where to 
start their accounts and it was rare for anyone to prematurely run 
out of items to discuss. Indeed, a few subjects were so verbose 
that interjecting with probe questions proved incredibily difficult,

Information from one Midland Systems participant 1 occasionally met 
socially indicated the possibility that,even in such open and free 
discussions, individuals would construct protective barriers:

"My answers would be totally different now that 1 know you. You 
tend to hold things back when you're talking to someone you don't 
really know."

Such an observation, especially if it referred to a widespread 
phenomenon, naturally had serious implications for the majority of 
social science research. This person also pointed out the 
incredible difficulty a research participant could experience in 
thinking of all the relevant points in the interview situation.

It was interesting to note that the predominant behaviour of 
participants within the interviews appeared to reflect behaviour 
within the organizations. Computako and Dataware interviewees were 
generally excited and enthusiastic in the interview situation and 
took measures to present themselves and their organizations in a 
favourable light. Midland Systems employees usually approached the
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interaction with an initial caution resembling the overall nervous
ness and timidity witnessed. Unitran respondents were largely 
indifferent to the interview experience and this reflected their 
predominant attitude towards work. Writers upon interviewee 
behaviour have apparently ignored this phenomenon.

Not wanting my research to be one-sided, the subjects were asked 
if there was anything they wished to gain from the research. Many 
participants just could not cope with this notion. It was totally 
alien to their concept of the conduct of research. In fact the 
amazed and disbelieving reactions frequently encountered made me 
feel positively embarrassed at raising the issue. The majority of 
comments were jovial and light-hearted such as "Well, it's a 
welcomed break from the shopfloor!" or "It's a chance to escape the 
usual monotony of work!" However, by the end of the interviews it 
was usual for subjects to report achieving something by participating. 
A manager of Computako stated:

"I'm really getting something out of this. Talking to you helps me 
to see things in a new way. 1 realize now that my organization is 
the way it is because of the changes that have been planned for.
I've recently given a seminar to senior management concerning why 
my department is the way it is. This seminar would have been totally 
different had we had this chat beforehand."

Such reactions were very pleasing as were the frequent occasions 
when subjects carried on talking after the time limit they had 
imposed due to other commitments, with the justification that they
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were obtaining more from the interaction than had been expected. It
appeared subjects found that one of the greatest benefits of 

participating in the study was the chance to reflect upon events at 
work. Some appreciated the opportunity to discuss problem issues 
with an outsider in order to obtain an alternative viewpoint. Others 

were able to "let off steam" during the discussion and subsequently 
reported feeling better by sharing the burden of their frustrations. 
It was only with one person that a contract was made which required 
me to engage in an off-site activity. A Computako accountant was 
exceptionally eager to develop his man management skills. He asked 
me for recommendations on readings relating to employee motivation.
A list of references was compiled. It appeared that, at least for 
one individual, reciprocity was gained by my taking an interest in 
his work. This Computako technician was extremely enthusiastic 
about the advanced equipment with which he worked, and offered to 
show this to me. This involved several hours in the company's 

laboratories where this equipment was demonstrated. On numerous 
occasions he commented how much he appreciated the opportunity of 
sharing this main source of interest with others. I was taking an 
interest in his world for which he was apparently very grateful.

One element of reciprocity that had been included in the actual 
design of the research was the Myers-Briggs feedback. Only two 
people in the total sample declined this offer. Both individuals 
stated they had firm ideas on the nature of their personality and 
did not wish to see reports that could conflict with those views.
With the others, the response to both the idea of feedback and the 

actual personality type sheets was tremendous. Most appeared highly
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delighted with this aspect of the study. From a research point of
view, it is interesting to note that, on one occasion, the wrong 

feedback sheet was mistakenly given to a Unitran employee. This 
participant later remarked upon the accuracy of the information.

I was quite surprised at the proportion of participants who did not 
object to the interviews being recorded on tape. Most appeared 
quite comfortable with this technique and, as I had expected, these 
interviews had a much better flow than those in which note-taking 
was used. I must admit that a few slips were made while using the 
tape-recorder. It was not uncommon for me to become engrossed in 
an interview to the extent that I forgot to change tapes, with the 
result that part of the interview was not recorded. However 
impossible it may seem, I also missed parts of interviews due to 
forgetting to check that the power was on or the record button had 
been engaged as well as recording over an earlier session. This 
reflected not so much my incompetence as a tremendous preoccupation 
with other aspects at the initial stages of an encounter which 
ensured that such simple matters were overlooked.

Not all tapes were usable. Two participants requested that the 
recorder be removed from their immediate sight. Unfortunately, the 
conversation was then out of the microphone's range. Sometimes 
background noise made parts of the recordings impossible to 
transcribe and, on a few occasions, a malfunction of the tape 
recorder produced very poor quality recordings. Invariably, all 
these problems occurred during interviews thought to have been 
particularly good.'
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Occasionally, it was sensed that subjects who had agreed to the
use of tape were disturbed by it. I raised this matter with the 
individuals and changed to note-taking. These participants seemed 

then to be a lot more relaxed. Along similar lines, there were a 
few subjects who "remembered" important points immediately the 
recorder had been switched off, and proceeded with further 
extensive discussion. So perhaps even when participants readily 
agreed to the use of the tape-recorder, there was still an element 
of inhibition.

The participants' reactions and general behaviour greatly affected 
the way I responded in the interview situation. I found it 
essential to adjust my interview techniques and style to suit 
different individuals. With talkative respondents my role was very 
passive, with the occasional question being raised to probe an area 
further. With the less verbose respondents, the interaction 
represented, at times, a question and answer session. While I 
found it useful to use silences in the interview to the advantage 
of getting people to offer more information, with the more shy 

subjects silences appeared to make them very uncomfortable. There
fore, I asked frequent questions designed to get them to discuss 
issues they felt were of importance.

My techniques and style of interviewing also had to vary tremendously 
with differences in level of education. My sample ranged from 
senior managers to shopfloor operatives. Quite naturally, the type 
of interaction varied enormously over this spectrum.
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In the light of my observations concerning the different character 
of individual interactions, it was considered appropriate to record 
the essential features of each research encounter. Notes were 
made in respect of how I felt during the meeting, how the participant 
reacted to me and my research, and the general quality of the 
interaction. Also recorded were the overall characteristics of the 
participant (e.g. whether talkative or quiet, if had a tendency to st
ray off the topic, and so on). Any outside interests the subject 

had mentioned were also documented. Such records, when made at 
the first interview stage, were invaluable when making preparations 

for the second interview. They refreshed my mind about the nature 
of the previous research encounter and ensured that 1 arrived at 
the second session with a good idea of topics of informal convers
ation to once more "break the ice" as well as the best interview 
techniques and style to get the most out of the interaction. It 

was also considered that these observations were of value in 
assessing the quality of data from both interviews. As noted earlier, 
the nature of the researcher-subject relationship was considered an 
important influence upon research results by many theorists.

With some individuals a very good rapport was established but with 
others 1 found this was not the case. It was difficult to determine 
what factors led to good rapport. It was perhaps easier to 
highlight what led to a poorer rapport. Non-verbal signals such 

as looking at watches, shuffling around, and hurried responses 
seemed to indicate that 1 was considered to be wasting the person's 
time. It was then difficult to reach a relaxed and friendly 
conversation. 1 was amazed to find one participant bringing his
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work along with him to the interview and auiother who asked me

whether it would be possible to continue working during our meetings. 
It was found very difficult to feel comfortable when I was obviously 
a great imposition on these persons. In one extreme incident, a 
participant's bizarrebehaviour led to a poor rapport. I am referring 

to a Computako post-sales clerk who, while understanding the nature 
of my study, spent most of the time talking about his past medical 
studies, explaining the intricacies of removing the human appendix, 
and the stimulating activity of carrying out post-mortem examinations. 
While this person was extremely verbose, I did manage, on two 
occasions, to interrupt his account and steer him onto the research 

topic. The results were astounding. On both occasions he immediat
ely jumped off his chair and hobbled around in agony. His explana
tion was cramp brought on by playing badminton the previous evening. 
Naturally, I felt most relieved when informal conversations with 
others indicated the person was most eccentric and his strange 
behaviour was a normal occurrence.

Fortunately, such instances of poor rapport were rare. On the 
whole, participants appeared very interested in my study and were 
willing to be extremely helpful.

I encountered one individual who, for some reason, appeared positiv
ely frightened by my research. This was a secretary who had been 

included in the sample by a process of picking names from an 
organization chart. I received a note from her saying that the 
date of the proposed interview would be inconvenient. When I rang 
her to arrange another time, her immediate reaction was, "Surely
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you don’t want to see me. I’m only the secretary". After 
explaining that her help would be greatly appreciated, another time 

was fixed. On that day I asked for her at the reception desk. A 
few minutes later a member of her department appeared saying, 
"Pauline says you weint to see me". After recovering from the slight 
shock of this event, I decided to interview this person as a 
substitute. When I later approached the secretary to ask her why 
she had sent someone else to see me she replied, " I was sure you’d 
rather see another member of the department. I’m only the secretary. 
Besides, I was very busy and will be extremely busy for the next 
few months". At that point I ceased in my attempts to interview 
her.

Fortunately, better relationships were achieved with many other 
subjects. I felt this was illustrated by the degree of cooperation 
they were willing to give. For instance, several participants 
agreed to be interviewed in their own time when it proved impossible 
to arrange a mutually convenient meeting time during working hours.
On one occasion, a participant who had left one of the host 
organizations just before the second interview stage arranged to 
return for the meeting.

I also witnessed general evidence of increased trust as the research 
progressed. There was characteristically a greater level of 

disclosure at the second interview stage.

I found further proof of good relationships being established. I 
was invited to drinks, meals and other social activities by several
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participants. One participant ensured I had good supply of
stationery while at his organization. When my tape-recorder 

ceased to work at two of the organizations, technicians spent 
several hours repairing it. While at Unitran I was able, with 
the assistance of one respondent, to secure an unwanted filing cabin

et which has since been used to store research papers and documents.

I got on extremely well with a few participants and they were eager 
to supply me with a great deal of "behind the scenes" information.

Such examples illustrated the generally good relationships during 
the research. It must be mentioned that I did find one slight 
disadvantage in establishing very good relationships with particip
ants. I felt it was more difficult at second interviews to
question someone who had become less a stranger and more a friend.
Having become well-acquainted with someone, I noticed that I worried 
more about how I was presenting myself to them. In particular, I
was very anxious not to upset these participants by questioning
them about possibly problematic and sensitive issues. Faraday and 
Plummer (1979) also appeared to have experienced this difficulty 
and also suggested a feeling of exploitation of friendships;

"as the research progressed, it has often been hard to draw the line 
between ’friend' and 'research subject'. Not only does this result 
in obvious personal strain, but it has also had us wondering at 
times whether we are exploiting a friend rather than building 'close 
rapport' with a research subject" (p.789).
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I was also wary of the possibility of over-socialization, as

described by Vidich and Bensraan (1954) and witnessed in Friedlander’s 
(1 9 7 0) study. On occasions, I was aware of developing a sympathetic 
stance towards my participants, similar to that described by 

Johnson;

"If others develop feelings of trust toward the observer to the 
extent of sharing their private thoughts, feelings, and perceptions, 
close personal ties will undoubtedly result. The development of 
such ties raises the possibility that the observer will adopt 
a sympathetic stance toward the objects of his research. A sympa
thetic stance is one wherein the observer takes the side of the 
group which is studied, and hence feels bound to demonstrate the 
validity and correctness of that perspective" (l975i p2 5 )«

Such an attitude was particularly apparent as 1 was participating 
in the group discussion exercise with the senior managers of 
Computako. When 1 presented the negative effects of rapid change 
that participants had reported, 1 found myself defending their 
viewpoints against those of the senior managers.

At Midland Systems 1 got the impression that much of the interest 
in and assistance with the research was due to a realization by 
many members of the sample that my study had potential to be used 
for their personal motives. It appeared that 1 was identified as 
a voice to management. Quite often the discussion of change was 
twisted around to mentioning dissatisfaction with unrelated issues, 
Some were quite open in their approach with comments like, "1 
hope you'll tell them things would be better if they ...". 1
found a successful way of tackling this problem was to exhaust 
their complaints and then to direct the conversation back to the 
topic area. The complaints were data i*n themselves and, hence.
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that part of the interview was not wasted.

Several other interesting participant reactions were noticed. I 

was surprised at the frequent change of conversational topics 
that subjects displayed during interviews. Burning issues at the 
first interviews were often of no importance at all at the second 
sessions. This made many of my prepared probe questions somewhat 
superfluous. 1 tried to ascertain reasons for this phenomenon. 
Several intimated that the timescale of events in an organization 
undergoing considerable change was incredibly short. Items of 
great importance were rapidly replaced with other issues which 
captured the attention of the workforce. At one point in the 
study 1 seriously considered the possibility of the weather 
having a great impact. A set of interviews were conducted in a 
hot and pleasant spell which had followed predominantly bad 
weather. Participants definitely seemed happier and more 
optimistic, with many previously-mentioned items of dissatisfaction 
being dismissed as unimportant. There were also undoubtedly 
personal reasons which affected the reactions and responses of 
individuals at different times. A clear example was provided by 

one subject who had just heard prior to the second interview that 
the financial details of her divorce had been settled and a 
considerable sum of money had been transferred into her bank 
account. She was extremely delighted, with the consequence that 
her observations were much less pessimistic than those of her 
first interview.
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Another interesting feature noticed was the general preference of

interviewees to not initially discussing their feelings. Their accou
nts tended to be confined mainly to the mechanics of changes they 
had witnessed. Fortunately, this tendency decreased at the 

second interview stage, probably because of increased trust.

It was also observed that people were apparently happier attributing 
feelings, attitudes, and so on to others rather than detailing their 
personal disposition. Brown (1 9 6 3) described projection as the 
process in which:

"the impulses people do not wish to recognize in themselves are 
attributed to others" (p.7 0 ).

Whether the phenomenon witnessed was a form of projection or some 
other kind of defensive reaction, 1 could not be sure. Closely 
linked with this occurrence was the way many individuals appeared 
to become apart from the organizational setting when in the research 
situation. They apparently took on the role of reporters of how 
others experienced rapid change at work as opposed to considering 
themselves as experiencers.

Quite a few subjects, in addition to the access granters, were keen 
to elicit the nature of my findings during the progress of the 

research. Questions along the lines of, "What have you found out 
so far?" or "What did members of the other department say about 

this?" were sometimes encountered. 1 reacted to these questions 
in a variety of ways. At times it was quite truthful to admit to 
not having done sufficient analysis to be able to provide einswers. On



298

other occasions I mentioned the contract of confidentiality that 
had been made with each participant and which prevented disclosures 
of that nature. 1 also managed to use a tactic which provided 
useful data. When questioned in this manner, 1 would ask the 
individuals what expectations they had about the nature of my 

findings to date.

Using A Grounded Theory Approach

Perhaps the most important topic of discussion on the subject of 
collecting and analyzing data concerns what it was like to use a 
qualitative grounded theory approach.

At the commencement of the research process, 1 must admit that this 
approach made me feel somewhat unprofessional. When organization 
members as well as acquaintances realized 1 had no intricate study 
design relying upon bulky questionnaires, graphs, and statistical 
measures, it was not uncommon to witness a certain "anyone could 
do what you are doing" attitude. My activities did not meet the 
majority opinion of what constituted research, especially at Ph.D. 
level. To those not acquainted with the rationale and techniques 

of grounded theory this reaction was not altogether surprising. My 
research apparently consisted of travelling around the country and 
having friendly chats with various people who were not even part 
of a rigidly defined sample. While 1 knew different, it became 
very distressing at times to hear such opinions voiced and, as a 
consequence, my confidence frequently suffered.
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Unfortunately, the approach adopted was not even the "easy way 
out" as many seemed to view it. On numerous occasions it was
wished I had opted for a more comfortable existence of collecting
a narrow range of data confirming or refuting a predetermined 
hypothesis. To me, the difference between this traditional 
pattern of research and that of grounded theory was not unlike
the contrasts made by Burns and Stalker (1 9 6I) of life within the
mechanistic and organic organizational forms. Using a traditional 

approach seemed to have a parallel with the mechanistic form.
Here, there was always a well-defined task to do which ensured 
relative comfort. According to Burns and Stalker (1 9 6I), the 
absence of clear task definitions and the high level of freedom 
within the organic form produced considerable stress and einxiety. 
These conditions and effects were similar within the grounded 
theory approach to research.

Anxiety was extremely high at the initial stages of the project. 
Contrary to the opinion gained, by reading Glaser and Strauss’s 
(1 9 6 7) work, exciting elements of new theory did not immediately 
surface. If anything, the grounded theory approach was initially 
an anticlimax. Having set out on a stimulating adventure to 
discover theory, I was somewhat disheartened at the initial stages. 
It proved very slow going with nothing dramatic or outstanding 
happening and apparently nothing novel emerging. There was not 
the presence of immediate enthusiasm which would be generated in 
traditional research studies where data could be instantly 

compared with hypotheses under test.
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These initial stages were a definite test of my faith and confidence

in the approach suggested by Glaser and Strauss (1 9 6 7). 1 would
not be surprised to hear of many would-be discoverers of theory 

terminating their efforts at this point. As 1 later found out, 
patience was essential. Exciting elements of theory did emerge 
but this was the result of a long and arduous research effort. 
Indeed, the whole process of data collection and analysis was 
characterized by its laborious nature which required a great 
deal of time and effort on behalf of the researcher. Miles (1979) 
also indicated an awareness of this aspect:

"Qualitative data tend to overload the researcher badly at almost 
every point: the sheer range of phenomena to be observed, the 
recorded volume of notes, the time required for write-up, coding 
eind analysis can all become overwhelming" (p.390).

Undoubtedly, the most arduous activity was the transcription of 
interview material. With II8 of the I50 interviews conducted, I 

gained permission to tape-record the proceedings. In line with 
the rationale of the grounded theory approach, it was essential 

to produce verbatim transcriptions of these interviews. 
Admittedly, this was not always done. There were occasions when 
the discussion centred around a topic which could in no way be 
considered relevant to the study. This was omitted. On other 
occasions, the poor quality of recordings prevented total transcri

ption. Nevertheless, the average two hour meeting resulted in 
around one and a half hours of recorded discussion which usually 
took over ten hours to commit to paper. The end result was, on 
average, fifteen sheets of A4 paper for each interview conducted. 
This gives some idea of the tremendous*time involved and the
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resultant bulk of paperwork. Indeed, it was many weeks after 

leaving each research site that I was able to complete the 
backlog of transcription before my findings could be organized.

It was often felt that transcription had, in economic terms, an 

exceptionally high "opportunity cost". This time could have been 
usefully spent reading or constructing the initial parts of my 
thesis. 1 was also aware that, with the mass of information 1 
had collected and committed to paper, it was impossible to 
remember everything. 1 found myself frequently going through ' 
processes of forgetting and rediscovering.

The activity of transcription required an incredibly high level 
of motivation. It was a boring, mundane, and terribly time- 
consuming process. 1 was able to sustain this motivation, for 
the most part, by constantly reminding myself of its advantages. 
The process of transcription enabled me to become exceptionally 
familiar with my data. 1 obtained a high degree of immersion in 
the accounts of participants which was extremely desirable for 
the process of analysis. In addition, it was found that as 1 
engaged in this mundane activity my brain revolted by producing 
a flood of creative ideas to counteract the boredom. Many of my 

insights and "ah ha!" experiences were not the result of time set 
aside for seriously thinking about the data. They occurred 
during the process of transcription. Other flashes of inspiration 
occurred at most odd times; on waking in the middle of the night, 
driving to research interviews, watching television, and so on. 1 

found it a useful policy to carry a pen & paper at all times as 
these insights were fleeting and could disappear as rapidly as they
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appeared. I devised a set of files relating to the main themes 

of my findings. The odd bits of paper detailing these inspirations 

were placed in the relevant files.

I would like to make one further point about transcription. I 

was quite disappointed with the written accounts. In no way did 
they capture the incredible richness of the actual interaction.
By subtle nuances of tone, participants could transform the meaning 
of a word or sentence. Non-verbal signals added much to the spoken 
account. However, with the written transcriptions, these "live" 
aspects of the interview experience were lost forever.

After transcriptions had been produced and data analysis was
carried out, 1 became very pleased when surprises were encountered
in the data. 1 felt this proved that many of my findings were

/
definitely not associated with the self-fulfilling prophecy to 
which Rosenthal (1964) referred, and 1 had overcome Salancik’s 

(1979) suggested difficulty of only learning about things 1 already 
understood.

Although a well-used analogy, the data analysis process was 
simileir to completing a jigsaw puzzle. Unlike most jigsaw puzzles 
this one originally consisted of an empty box with no picture on it. 
Only by searching in the accounts of participants was 1 able to 
find the pieces and it was not until they were gradually fitted 
together that the picture appeared. While the conventional 
jigsaw puzzle has straight edges marking its perimeter, this one 
did not. There was always scope for fitting additional pieces and
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it was fully understood that the puzzle could never be considered 
complete.

As the findings emerged, I was aware of some initial protectiveness 
towards the sense I had made of the data. In addition, I constantly 
wondered whether I was justified in making these conclusions.

As already hinted when discussing transcriptions, I felt the process 
of data analysis was based upon only a fraction of the information 
presented by the participant. I was astounded by the abundance of 
data offered at each interview. It was not only what was said but 
how it was said. The tone and kinaesthetic punctuation of the 
account were tremendous data sources. After 15O in-depth interviews, 
1 did not feel at all competent in grasping every aspect of 
information presented. Indeed, to take in anything more than a 
mere fraction would seem humanly impossible. Even at a verbal 
content level, 1 was shocked, when listening to recorded first 
interviews, at how many important points raised by the participants 
had been missed. It appeared that upon homing in upon one aspect 
to probe further, 1 became insensitive to otherelements of the 
account until 1 had the opportunity to exhaust the chosen aspect.
This illustrated just how difficult effective interviewing could be.

Fortunately, the second interviews afforded me the opportunity to 
discuss missed topics. It may be interesting to note that probing 
topics that had already received some mention in the first 
interview often provided little additional information. It was a 
frequent occurrence for participants to say exactly what they had
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said before. They appeared to have a standard response when an 
issue was raised regardless of how the question was couched and 

designed to elicit further information. While discussing the 

interviews, I should like to mention how effective I found the 

practice of including informal conversation about topics unrelated 
to the research. At the beginning of the sessions, it definitely 
appeared to relax the participants. When taking place during the 
course of information collection, there were occasions when there 
was clear evidence of a subsequent improvement in the quality of data. 
For instance, one participant spent the first half an hour or so 
of an interview stating that she just accepted the dynamic nature 
of her work environment and it had not affected her in any way at 
all. I got the feeling that she was not being totally open and 
managed to steer the discussion towards a chat about the organiza
tion's social club activities. This progressed into a conversation

/about the recreational facilities in the area and the participant's 
outside interests. After this digression, I was somewhat shocked 
when the subject immediately admitted to recently experiencing a 
nervous breakdown which she felt was a direct result of working 
within a rapidly changing environment. This was not the only 
occasion of this nature.

In addition to informal conversation a further effective strategy 
for "breaking the ice" at initial stages of the interviews was 
found to be knocking over a cup with my tape-recorder and showering 
the unfortunate participant with coffee. This had the added 

advantage of emphasizing my humanness. Luckily, such an incident 
only occurred once during the course of data collection.
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Another technique I found to be useful, following the advice of 
Douglas (1976), was that of occasionally reflecting upon my own
experiences and thoughts on matters raised. It appeared a further
way of emphasizing my humanness to the subjects and encouraging 
them to be more open about the topic in question. Overall 
rapport also seemed improved by this technique.

To elicit further information about the effectiveness of these and 
other techniques, I attempted to get some feedback fronn the 

participants on how they had experienced the research. This was

frequently done by a simple comment such as "How did you find that?"
during the "wind down" stages of the interviews. I also found 
that as I got to know several of the participants outside the 
interviews, they were willing to offer feedback on my activities. 
From these comments, along with my own observations, it appeared 
that my method and overall approach were being successful. There 
was evidence that I was presenting the right image and participants 
were, on the whole, perceiving me as a friendly and harmless 
academic. However, for at least one participant, the emphasis was 
perhaps too heavy upon the academic aspect. She pointed out:

" I think you edit what you say to someone you feel is trained to 
analyze your statements."

Discussing the effectiveness of my research tools brings us onto 
the topic of the validity of the results obtained by using the 
grounded theory approach. It was the group discussion exercise 
which I hoped would provide some validation of my findings. As 
this event only occurred on one occasion, I can only make
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reference to the Computako experience. Validation did, in fact, 

occur at two levels. First, there was a high level of agreement 
with what I said. Indeed, Computako took various steps to 
alleviate some of the negative aspects highlighted. Second, there 
were many elements of data collected on this occasion which further 
confirmed my conclusions.

At Computako, as well as the other organizations, there was also a 
degree of validation which resulted from discussions with the 
access granters and other officials not participating in the 
research. This gave me added confidence in the method.

Perhaps the most interesting aspect of validation was the way in 
which so much of my observational data provided support for what 
had been claimed during interviews. Even my initial ecounters 
with the host organizations that tolc/ me a great deal. Things 
like the attitudes of the organization officials responsible for 
granting access and the way I was invited (if indeed I was invited) 
to construct a sample said a lot about the whole organization.
For instance, I was made to feel like a schoolboy visiting the 
headmaster’s office when I met the managing director of Midland 
Systems. While I was treated with a certain degree of respect 
it was clear that I was considered to have no real authority in 
the interaction. All the administrative details were subsequently 
taken care of and participants were automatically sent to see me 
at the appointed times. Both they and I had little freedom with 
regard to the conduct of the research process. From interview data 

it was ascertained that Midland Systems management remained aloof 
from the work force and treated them "like schoolchildren", giving
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them little scope to make any decisions whatsoever. This was 
probably another factor which explained the predominant silence 
when I met the group of participants prior to gaining entry. The 
notion of consultation was alien to them.

The meeting with the personnel manager at Computako was a relaxed 
interaction. I was subsequently given freedom to make arrangements 
to see people who, in turn, had the freedom to postpone meetings 
and rearrange the interview schedule. Many participants later 
spoke in the interviews of the freedom at work which they enjoyed.

In both organizations, as with the others, much of the whole 
organizational cultures was embodied in the nature of my encounters 
with them and manifested in the treatment extended towards me.

/

The contextual features of the organizational settings were also 
excellent sources of data which validated what I had been told.

For instance, the almost total lack of private offices at 
Computako depicted the organization’s "open door philosophy".

I also found the language, metaphors, and analogies commonly used 
within the organizations extremely important. They played a role 
in both validating my findings and in providing further data.

A final point that should be made with regard to the analysis of 
data using grounded theory techniques is the tremendous disappoint
ment felt when reference to relevant literature produced the 
realization that many of my "discoveries" were already common
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knowledge in their specialized academic disciplines. This was 
very upsetting. It also produced worry with regard to the element 

of originality necessary in Ph.D. work.

Writing The Thesis

Attention is now devoted to the experience of writing the thesis.
As well as general observations concerning this activity, I also 
draw attention to some of the specific problems that I faced as a 
writer of qualitative grounded theory.

After data collection, I felt a similar lack of direction to that 
experienced at the very beginning of the project. This time the 
source of the feeling was the vastness and variety of tasks which lay
before me. The sheer bulk of collected data, which was largely

i
only pertinent to one section clearly emphasized the magnitude of 
what was to follow. It was difficult to decide which chapters to 
write first as well as what was the best order in which to carry 
out all the activities associated with writing up each chapter.
While getting to grips with the task of preparing this report, I 
must admit to initially following many unproductive courses and 
taking numerous actions which later proved counterproductive.
This ineffective management of my time and activities was probably 

a result of my inexperience, and coming to terms with these 
difficulties was undoubtedly part of the learning process.

Before putting pen to paper it was necessary to acquaint myself with 
the standards of style and presentation that were acceptable for my
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thesis. This was achieved by referring to past dissertations.
Apart from being indicative of standards , I found these theses 
of limited value in assisting me further. The whole research 
process was apparently such an individual experience for each 

researcher that little benefit could be obtained from examining 

the written accounts of others’ research experiences.

For me, writing up was a fairly anticlimatic activity and one which 
required a high level of motivation. There was not the excitement 
I had felt while collecting data at the host organizations and 
the stimulation of data analysis was no longer present. In place 
of my previous active roles of investigator, detective, consultant, 
and so on, I had to accept the passive role of writer. Initially, I 
could, with incredible ease, always find some other urgent matter 
that needed my immediate attention and which relieved me from the 
monotony of sitting at my desk for hour after hour.

Gradually, I adjusted to the activity of writing. However, the 
task was not easy or straightforward. Working with qualitative 

grounded theory seemed to present special problems for the 
researcher when it came to presenting findings. My first concern 
was in respect of how I could portray the richness of the data 

collected. With the immensity of information obtained on an 

incredible range of relevant subjects, it was obvious that to 
produce a dissertation that would not be of unmanagable proportions 
I would have to omit many minor details. It was also an unhappy 
realization that only a small fraction of the data collected could 
be presented as quotes in the thesis. For most points I wished to
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raise, there was a multitude of equally enlightening quotations 

made by participants’. Only a small selection could be utilized in 

practice. I experienced a definite bias towards using illustrative 
data obtained from better-educated participants. Such individuals 
were frequently more articulate and often used interesting analogies 

and fascinating metaphors, adding an incredible richness to their 
accounts. There was a strong desire to capture this richness in 
the final thesis and, consequently, attempts were always made to 
include data elicited from these persons.

On the subject of presenting quotations of participants, I have
to admit to feeling uneasy about this practice on many occasions.
During analysis, quotes relating to specific topics had become
separated from the total accounts of individuals. The people I had
meet were so unique and complex that it did not seem right to take

/
a sentence or two from their accounts and combine them with portions 
of others' accounts to produce findings. I had an underlying 
discomfort resulting from the conviction that statements needed to 
be viewed in the context of the whole person and the whole 
interaction. Of course, the ultimate achievement of this target 
would result from presenting each participant, in turn, as an 
individual case study. The difficulties of constructing such a 
presentation would be great, and the onus would still undoubtedly 
be upon me to make some combination of the data to present as findings.

I could logically justify my activity of combining elements of 
meaning from the accounts of individuals. This thesis was no more 
than my interpretation of the phenomena I had witnessed. It was
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not the only way of making sense of the data but simply my 
contribution of one perspective in which to view the information 
collected. Nevertheless, there was still frequently this nagging 
doubt as to whether I was doing full justice to my data.

Perhaps another cause of this feeling was that the presented findings 
seemed so tame in comparison with the experiences of data collection. 

There was no way that more than a fraction of the intricacies, 
interconnectedness and interrelatedness of information offered by 
individuals could be reflected in a report of this nature.

I experienced a further dissatisfaction when writing up my 
qualitative grounded theory. This was in respect of its dated 
nature as far as I was concerned. To me, this was now all historical 
information and not current data. There was not the same excitement 
as during the collection and analysis stage. I was very familiar 
with the data and, at times, it became quite tedious to have to 
cover this old ground. There was a feeling of disappointment in 
that I could not apparently convey the excitement surrounding my 
initial discoveries. I could only compensate myself with the 
possibility that others' unfamiliarity with my findings could 
produce more excitement than I could anticipateo

I suppose much of the excitement was sapped by the constraints that 
were attached to the role of writer. When theorizing I was able to 
jump from one topic to another at will, making notes of my insights 
and flashes of inspiration. As a writer I could only cover one topic 

at a time, and then a lot of enthusiasm was destroyed by the 
slowness of ploughing through data sheets and transcriptions to quote
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data which supported and illustrated my assertions.

Writing up was found to be an activity which could only be productively 
tackled at certain times. Sometimes I was aware of experiencing 
"off days" and "off weeks" during which, no matter how I tried, I 
could not construct my sentences and paragraphs effectively. In 
contrast, there were other occasions when something "clicked" and 
I was exceptionally productive. I found that even the time of day 
had an impact. My peak for effective writing occurred between 
7 p.m. and 1 a.m.

One frustrating aspect of writing up was the delay in obtaining 
books and articles required. With the more obscure documents, it 
took an incredibly long time to gain copies. By the time they 
arrived I had usually moved on to writing about another aspect. In 
some cases, the references I sought were unavailable which was 
another source of disappointment.

A further frustration was the occasional loss of important papers.
With the bulk of paperwork characteristic of qualitative research, it 
seemed inevitable that some documents would go astray irrespective

of how good one's filing system appeared.

Towards the later stages of writing up I began to experience
feelings of "Will I ever finish?". It felt like chasing a mirage.
As I reui towards where I had seen it, it moved that little bit 
further away from me. It seemed at times that the more I did, the 
more there was left to do. It was amazing how seemingly short
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sections could develop into much larger ones when I came to write 

them up.

I noticed pressure begin to increase as I approached the final stage 
of writing up. With my research funding at an end, time was 
running out. This pressure was often increased by well-meaning 
acquaintances who, whenever I met them, would pose the same question 

of, "Haven't you finished yet?".

My negative response to this question was eventually a result of
a desire to postpone the decision concerning when to stop reading
and writing. I found there was always another relevant article
to read and always some addition to be made to one of my chapters.
This seemed to reiterate Glaser and Strauss's (1 9 6 7) notion of
theory as an ever - developing entity.

/

It was also at the final stages of writing up that I became 
preoccupied with other matters. In particular, there was my future 
to consider. Now some of my research skills had to be redirected 
to the activity of finding a job to do on termination of this 
research project.

Upon Reflection

The purpose of this methodological section has been to give some 
insight into the experience of conducting research with special 
attention to getting behind the "rational frontwork" to which 
Johnson (1977a) referred. I have attempted to overcome the tendency
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to report nothing personally discrediting which Lofland (l97l) 
noticed as a predominant characteristic of social science writers.

The intention has been to be as open as possible with regard to 
organization members' reactions towards me and my research as well 
as how I found the grounded theory method in practice and what 
my personal feelings were during the various stages of the project.
My belief had been that such contextual insights were essential to 
the reader when examining the findings of this study.

It has also been my desire to assist future newcomers to research 
who may have become disheartened when their activities have turned 
out to be less straightforward and polished than the majority of 
"laundered" (Johnson 1977a) research reports which are a feature 
of social science literature. My aim has been to show that ' 
researchers and subjects are all humain ^ d  equally subject to human 
feelings, as well as failings, while taking part in research.

To conclude this section, I make reference to some final and 
miscellaneous observations that come to mind when reflecting back 
upon the experience of this research study.

Firstly, I would like to make some comments about humain beings as 
research subjects. I witnessed mauiy phenomena that my earlier 
review of literature had suggested would occur. As Friendlander (1970) 
auid Holmes (1 9 6 7) intimated, previous experience of research was very 
important in determining participants* definitions of, and reactions 
towards, my research. Midland Systems respondents were shocked to 
discover that my study was not medical in nature as their only
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other on-site investigation had been. Supervisors of Unitran had 
just experienced the feedback of "confidential" information 
volunteered during a research exercise connected with an external 
training course. Some reported that this had affected their 
attitudes towards me and my research.

Occasional observations like that made by the one Midland Systems 
participant who admitted to "holding things back" when talking 
to a relative stranger, in the form of a researcher, illustrated 
the defensive reactions which many writers (e.g. Edwards 1953i 
Riecken I9 6 2, Sigall et al.1970) claimed were natural as the subject 
strove to present himself in the best possible light.

It was the Midland Systems experience that also indicated the 
tendency of participants to exhibit behaviour during research 
encounters which was greatly influenced by their personal motives, 
as had been suggested by Vidich and Bensman (1954). Whether the 
majority of respondents simply wanted to use the research as a form 
of anonymous retaliation towards management or whether they 
genuinely wanted to improve the situation at work, I was not sure. 

However, it became clear that some hidden agenda existed. Again 

in line with Vidich and Bensman's (1954) observations, I witnessed 
a range in the quality of interactions with subjects, ranging from 

mutual liking to mutual disliking. Certainly it appeared that those 
I got on well with were supplying data of greater value to me 
especially when they were willing to divulge "behind the scenes" 
information. I also accepted, following Masling's (1959) arguments, 
that my behaviour varied considerably with the quality of
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relationship between subjects and myself.

Some of my experiences appeared to indicate failings in the assertions 
of other writers. I came to the conclusion that in organizational 

research* the the state of complete authority of researcher over 

subject rarely existed. This was in contrast to the claims of 
many writers (e.g. Argyris 1968, Lyons 1964, Orne 1962, Schultz 

1 9 6 9, Skuja and Sheehan 1970). It was my experience that the 
organizational researcher is typically a person with little 
authority or power. The relationship between researcher and 
participant illustrated the phenomenon of little authority to 
which I refer. In my experiences, day-to-day work responsibilities 
always took precedence over participation in research. During one 
week at Computako there occurred the end of an accounting period.
It was almost impossible to interview anyone at that point as they 
all struggled to report upon past performance and to budget for 
the future. Interviewees arriving to see me with work in their 
hands, asking whether it was possible to continue working while 
participating in the data collection activities, and being 
specific as to exactly how much time could be spared for the 

interviews indicated the low priority level attached to being a 
researcher subject. On one occasion, an interview was even brought 

to an abrupt halt by the sound of a watch alarm. Having to 
sometimes wait for half an hour after the appointed time to see 

respondents and then be greeted with comments like, "Just one more

I emphasize organizational research as this is undoubtedly a 
different state of affairs to social psychological studies 
carried out by professors with their students as participants 
(see Schultz I9 6 9).
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'phone call and I'll be with you!" were further illustrations of

this state of affairs, as were the numerous appointments that were 

forgotten,

I also found that personal feelings of appearing unintelligent 

and stupid did not aid the notion of my having complete authority. 

The initial stages of research with each organization were not like 

the picture which had been envisaged, from reading the literature, 

of the expert researcher dealing with unknowledgeable subjects.

The reverse was, in fact, true. It was the participants who were 

experts with regard to life within their organizations. Until I 

had gone through a learning process, participants frequently had 

to cease the main themes of their accounts and explain what a 

certain component or machine did, how a certain individual fitted 

into the organization, where such a department was located, and so 

on. I was having to admit ignorance of things that were so obvious 

to the participants.

It was further observed that, unlike the impression given by many 

reseeirch texts, few participants were characteristically subservient 

towards me. They were apparently unafraid to disagree with comments 

made or to challenge assumptions they thought I had.

Other experiences of this project seemed to reiterate the notion of 

the social scientist being an individual of low authority in his 

dealings with organization members. The nature of the constraints 

on my activities as well as the many compromises which became a 

characteristic of my life were hardly consistent with the notion 

of me being an actor of considerable authority. For a start, I had
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little authority with regard to gaining entry into research sites.

It was the access granters who held all the cards. This meant 

that even my original choice of methodology was affected by the 

anticipated attitudes of those organization officials. Research 

studies, as I have concluded before, could well be always a 

compromise between what a researcher would wish to do and what he 

would be allowed to do. Research settings and overall research 

design must always be balances of theoretical suitability and 

practical issues of access (see pp. 99“103)-

In my experiences, it was the access granters who had the say in 

whether the research would be conducted or not, which departments 

would participate, where and when the study would be carried out, 

what facilities were offered to me, and how long I could remain 

within the organization. It was found that even when the duration 

of my research activities was relatively open-ended, mounting 

pressures to terminate data collection were eventually obvious. At 

the final stages of research at Computako it became a regular 

occurrence for the personnel manager to ask when I expected to be 

ready to present my results. The senior training officer of Unitran, 

when leaving for a week's holiday, casually commented, "I suppose 

you'll be finished by the time I get back". These officials also 

engaged in less obvious activities which emphasized their authority 

over the researcher. It was their descriptions upon which the 

decisions as to the suitability of their organizations for this 

study were largely based. They were also responsible for initially 

describing my research to others, thus influencing the participants' 

definitions of the study.
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The access granters were not the only individuals who had more

authority than the researcher. Others, such as department managers 

and supervisors, often played a key role in such activities as 

sample construction and choice of individual participants. While 

at the branch office of Computako, I was summoned to the office 

manager's desk to be informed that my next participant belonged 

to a department whose activities were shortly to be transferred 

to the head office site. I was bluntly warned, "Don't make any 

comments whatsoever about this potential redundancy situation".

At all research sites, with the exception of Dataware, there were 

occasions when the activities of other organization members made 

it necessary for me to be removed from the places where I was 

conducting interviews. Important meetings were held in the canteens 

of Computako and Unitran. Film shows were given in Unitran's 

social club bar, and occasional television programmes were watched 

in the Midlands Systems interview room.

As well as interviews being disrupted by the Unitran department 

manager, there were other less offensive interruptions. Particip

ants were requested to take urgent telephone calls, to provide vital 

information, or to meet a customer who had arrived on site.

It appeared that some members of Unitran's personnel and training 

department initially defind my role as one of little authority.

They apparently did not think it was within my power to attend the 

organization spasmodically and "take days off" at will. Their 

expectations that I should be on site for the total working week



320

were made obvious by various comments made to me. My arrival at 

the factory at 9 .30 a.m. first produced cries of, "Good afternoon!". 

At a later stage in the study, I arranged my research timetable to 
allow a week away from the site to catch up with an ever-increasing 

accumulation of untranscribed tapes. On returning, the comments 
were, "Where have you been? We were worried," "We thought you'd 
left us!".

All of these observations led me to the conclusion that the 
question of researcher authority in organizational studies was not 
as straightforward as it first appeared. While the theoretical 
arguments for complete authority of the researcher were convincing, 
the practicalities of conducting organizational research were far 
removed from the situation anticipated by these claims.

There was only one activity involving the host organizations in 
which I had almost complete authority. This was the preparation 

of the feedback to the host organizations in which it was me who 
then held all the cards.

I would like to make a further observation about this feedback 
activity. One issue I had to address was how much time to devote 
to preparation of information to assist the host organizations.
With the two companies where circumstances permitted the fulfilment 
of my part of the contract, I devoted considerable time and effort 
to this activity. My justification for the expenditure of such 
energy was the potential pay-off that feedback offered. There was a 
chance of further data emerging as the organizations reacted to my
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findings. As it turned out, my efforts were greatly rewarded in
the case of Computako but not with Unitran.

Reflecting upon the use of the qualitative grounded theory approach 
to research, I would say that it was characterized by its 
incredibly laborious nature. I was also aware of research of this 

kind producing a cyclical experience. The peak of this experience 
occurred during the exciting and stimulating stage of collection 

and analysis of data. An initial trough was associated with the 
anticlimatic nature of the initial stages when discoveries did not 
"jump out" of the data and nothing novel appeared to be forthcoming. 
Another anticlimatic trough, in the form of writing up the 
grounded theory, occurred after the collection and analysis peak.

A further point that stuck in my mind was the discomfort witnessed 
in participants when I tried to decrease alienation (Friedlander 
1 9 6 8) by offering an encounter that was not totally one-sided.
This situation was unexpected and apparently disturbed subjects 
greatly. I was left with the impression that while measures such 
as decreasing alienation are theoretically attractive, their 
practical application may prove problematic. It appeared that 
educating researchers in improved methods was possibly counter
productive if research subjects had not been simultaneously educated 

to expect and readily accept the new techniques.

Looking back at the whole research experience, it was felt that 
one of the underlying characteristics of conducting an investigation 
was the constant adjustments the researcher must make. Returning 
to the academic world, I had to make an unexpectedly dramatic
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adjustment to a research culture. Within this culture I played 
many roles which required a proficiency in some widely differing 
skills. Among these were those of salesman, negotiator, detective, 
writer, reader, theorist, and consultant. It was necessary, and 
sometimes very difficult, to make adjustments between these roles. 
For instance, while out at research sites I experienced feelings 
of becoming divorced from the academic world and its associated 
way of life. I found it took quite a while to reacquire the skills 
of effective reading and writing when the data collection period 
was over. It must also be mentioned that I had moods for writing, 
reading, creative thinking, and so on. It was important to engage 
in the correct activity at the right time. However, this was not 
always possible.

Being divorced from the academic world produced other problems.
The whole research process was largely an isolated activity. The 
student researcher must accept a certain solitude. My research 
experiences were so unique that others could not always understand 
what I was doing. There was no-one I could measure my progress 
against owing to a similar uniqueness of the work of all my 
colleagues. This produced great difficulties of pacing my progress. 
This isolated nature of the research experience necessitated a high 
level of self-motivation.

I witnessed many changes of feelings during data collection. Some
times, I would feel a day had been completely wasted whereas at 
other times I felt extremely pleased with my progress. Just what 
factors lay behind these feelings was impossible to determine. No
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link with interview content was apparent when transcriptions were 

made.

Sometimes I experienced feelings of impatience when I considered 
subjects to be churning out well-rehearsed accounts or avoiding 

certain issues. Talking to some individuals made me bored and 
depressed. Others made me extremely enthusiastic. Some participants 
were instantly liked and I got on well with them. This was not the 
case with some of the others.

On occasions my mind was definitely preoccupied during the interview 
sessions. For instance, at one interview I suddenly realised that 
I was recording on a tape which had already been used to record an 
earlier session. This realization had a great impact upon my level 
of concentration. Just before another interview I had discovered 
my wallet had been left in a friend's car which had then been 
driven to a location approximately 120 miles away. I had less than 
a pound to survive the week on. Working on transcriptions until 

the early hours of the morning meant that I was sometimes extremely 
tired while collecting data. On two occasions while interviewing 
participants it was found that I had to concentrate more upon 
remaining awake than on interview content.

There were other aspects of my humanness which sometimes affected 
my research activities. I noticed a decline on my sensitivity 
towards experiential data as time progressed within each organization. 

Attacks of migraine and hay fever occasionally meant a rearrangement
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of my research timetable. Feelings of nervousness and anxiety 
frequently dictated the way I behaved.

Having returned to the subject of anxiety, I would like to make 
an important point. Throughout this section I have made frequent 

references to my feelings of extreme worry and anxiety. Viewed in 
isolation, these observations may give the reader the impression 
that conducting research is likely to result in the researcher 
becoming a nervous wreck. In my experience this was not so. There 
were many good feelings to counteract the anxieties described. I 
must emphasize the joy and elation felt when I was allowed to 
conduct research in each host organization, the excitement and 
exhilaration when patterns and discoveries emerged, and the 
incredible stimulation of studying individuals and their 
organizations. In fact, as with so mâny experiences, it was these 
good times that were predominantly remembered. I felt certain 
that had I not taken the precaution of recording personal reactions 
in a research diary, reports of depression, apprehension, nervousness, 
and anxiety would have been much less in evidence within this 
account.

One point I have not really dwelled upon so far had been the links 
between the research and non-research parts of my life. I found 

a dialectic relationship existed between my private life and my 
life as a researcher.

At times, my many social and domestic commitments took their toll 
upon the time available for activities connected with research. I
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was living the life of a normal person as well as being a researcher.
I had friends eind rélatives to see and visit. I had jobs to do around 
the house, repairs to complete on my car, and all the other regular 
activities that are an integral part of our daily lives.

Sometimes, it was my research activities that impacted heavily 
upon my non-research life. Many of the jobs, repairs, and other 

activities which I needed to complete were never done. I was 
frequently aware that being a researcher and devoting a lot of time 
to a project had a tremendous effect upon others with whom one's 
life is shared. This knowledge made me feel exceptionally guilty 
at times.

While discussing the non-academic people I met during my daily life,
I must mention some difficulty was experienced with social encounters. 
I became acutely aware that when two or more individuals meet for 
the first time, it is not long before the question of, "What do you 
do for a living?" arises. With people who were unaware of the 
nature of research it was exceptionally difficult to hold meaningful 
conversations. Questions such as, "Who tells you what to do?" and 
"What are^your hours of work?" revealed little appreciation of the 

role of the student researcher. Even when relating the nature of my 
activities it was obvious there was a degree of tension probably 

because I did not fit neatly into their world views.

There was also the issue of how much imformation individuals really 
wanted when they inquired about my research. I was in the position 
where a three hour monologue would probably only skim the surface.



326

Because I did not wish to unduly bore people, and also because of 
my contracts of confidentiality with the host organizations and 
research participants, I tended to avoid anything more than a few 
sentences about my project. I felt rather worried that this 
response would produce the impression of not wishing to converse 

with the inquirer.

In addition, I found it frustrating that being a student researcher 
was not considered an entity in itself by many individuals. For 
them the emphasis was not upon what I was doing at the time but 
what I planned to do on ceasing to be a student.

I would like to conclude this discussion with an observation that 
became apparent to me during the progress of this study. Learning 
about a chosen topic is only one facet of the research process. In 
my experiences, a wealth of knowledge is also gained about people 
and, in particular, about oneself.



327

CHAPTER SIX: THE RESULTS; AN INTRODUCTION

Before the results of data analysis are presented in the next five 
chapters, there are some preliminary matters which must be addressed 

in this introductory chapter. Firstly, attention is drawn to some 
important issues associated with the nature of this presentation of 

results. Secondly, alternative ways of presenting qualitative data 

are examined and the chosen format for the remainder of the results 
chapters is discussed.

Issues Associated With The Nature Of The Results Presented

In order to set the scene for what is to follow, this section 
addresses some important issues associated with the nature of the 
results of this study. These issues are basically implications 
arising from the current research being both qualitative in type . 
and founded within the phenomenological tradition. Some of these 
issues have already received attention elsewhere in this thesis. 

Nevertheless, it is considered essential to reiterate these points at 
this stage in preparation for an understanding of the character of the 
findings.

As it is concerned with the presentation of results of a qualitative 
research study, this report contains no graphs, no percentages, and 
no statistical tables. A similar statement about the absence of 
quantification was made at the commencement of the Computako discussion 
group meeting. However, it was not too long before the following 
comments were made by group members;
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"What's the weighting of these (negative factors) against the 
positives?"
"There's got to be a percentage on there somewhere, I should 
think. Are 2 per cent of the people saying this or 52 per cent?"
"What we need to know is how many said they liked them and how 
many said they didn't like them."

There seemed a strong desire to have an indication of the weightings 
of the various factors emerging in the findings. This was assumed 
to be a need that others would express euid, hence, it is considered 
an important issue to address before the results are presented.

Although reference is frequently made to the magnitude of certain 
reactions, attitudes, and so on, the results that follow have no 
numerical weightings to illustrate their relative importance. As 
already explained at length in chapter five, a quantitative approach 
is not considered congruent with the phenomenological tradition.
Such an approach would also not be suited to the basic nature of this 
study. With discovery research, it is believed that the number of 
mentions a certain factor gets loses its importance. A point 
emphatically made by each individual in the. sample and one mentioned 
casually by a single participant are seen as equally important in 
exploratory research as they both lead to deeper understanding of 
the subject matter. Assessing their relative importance, using 
statistical techniques, becomes the task of future research studies. 
According to Glaser and Strauss (1 9 6 7):

"Partial testing of theory, when necessary, is left to more rigorous 
approaches (sometimes qualitative but usually quantitative). These come 
later in the scientific enterprise" (p.l0 3 ).
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There is also the possibility that the weighting of the results 

of a research study could give a misleading picture of the importance 
of phenomena. For instance, a point raised by the majority of a 
small sample could be of little importance to the total population, 

and vice versa.

Therefore, the absence of numerical weighting of factors is 
considered an advantage of the present study. No misleading results 
are presented, no item is dismissed as irrelevant solely because of 
its infrequency of mention, and there is congruency with an approach 
which has been concluded as superior for this particular research 
study. Of course, without quantitative weightings, the presentation 
includes somewhat vague and impressionistic expressions of magnitude 
of response such as "the majority", "a few", "several", and so on, 
but this is an essential feature of qualitative research write-ups 
that cannot be overcome.

An issue more fundamental than that of the qualitative nature of the 

results concerns the status that is claimed of these findings. The 

phenomenological perspective asserts that there are no pure facts 

nor indisputable knowledge. All truths, all facts, all knowledge, 

eind all of reality are grounded within the individual's conscious 

experience. Consequently, the results chapters cannot be viewed 

as descriptions of "the way things are". Instead, they represent a 

persuasive account (Silverman 1975) of the nature of phenomena, 

based upon how they were seen by the writer. What follows is not 

claimed to be the only way of making sense of the mass of collected 

data. It is simply one viewpoint resulting from the researcher 

creatively imposing an order upon that data. The writer has his own 

world view and the findings presented are an expression of this world view.
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The aim is not to present findings which will help others become 
more conversant with some objective body of knowledge existing 
independently from the subjective consciousness of man. Rather, 
with all knowledge viewed as resting upon direct individual 
experience, the results which follow are my plausible explanations 

of the phenomena observed. The objective of the presentation then 
becomes to assist others in seeing things a little clearer by 
offering the opportunity for awareness from a unique perspective.

It is important to reiterate and emphasize that the writer is fully 
responsible for creating order with respect to the findings presented, 

Even by simply communicating the results in the logical and coherent 
framework characterizing an acceptable written account, an order is 
imposed upon the data collected. As well as the order arising from 
the logical progression of a typical written account, there is an 
order resulting from the researcher making sense of the data obtained 
As Btilmer (1979) declared:

"in practice concepts do not merely form themselves out of the data"
(p.6 7 2).

It is the researcher who is responsible for constructing ideas and 
theories from the information collected. Owing to the incredible 
bulk and diversity of the data, it would be impossible to incorporate 

all the information collected into the findings. The writer is 
highly selective in deciding what to include and what not to 
include. Some issues are naturally emphasized and others are necessarily 

ignored as elements of theory are presented. The writer is also 

instrumental in deciding how the included data is combined together 
into ideas and concepts, and what generalizations are subsequently
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made. These combinations and generalizations are an integral 
part of imposing a creative order upon the data collected.

Thus, in making sense of the data and offering my persuasive 
account of phenomena observed, it must be appreciated that there 
has been a creative order applied which is, in part, a simplification 
of thé incredible complexities inherent in the data.

Collection of data involved conducting I50 interviews in which 82 
individuals, from 4 separate organizations, participated. In 
addition to the majority of participants completing Myers-Briggs 
Type Indicators, there was also data obtained from the Computako 
group discussion and many hours of observation at each research site. 
Major reasons for the complexity of this data were the multiplicity 
of world views possessed by the 82 participants and the inherent 
complexity of the human condition. An illustration of the multiplicity 
of participants’ world views and the consequent complexity of data 
can be highlighted by the aspects of change which respondents noticed.
At times, reactions to the rapidity of change were expressed. At 
others, the nature and content of change seemed to be at the foundation 
of reported reactions. The experience of the process of change sometimes 
received attention whereas during some interviews the focus was upon 
the effects of the end result of change. On occasions it was the 
chaotic state of constant change that was emphasized but, in other 
cases, single and separate events of change were described.

The phenomenological foundations of this study suggest there would 

be something wrong with the presentation of a set of orderly 

propositions and neat, non-conflicting findings for, in every situation 
and with regard to every event, different individuals will invariably
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see things in a different light. This claim represents a return 
to the issue of the subject-object distinction upon which 

Westerlund and Sjostrand (1979) commented:

"The 'same' event can be characterized in entirely different ways 
by different observers .... a true or objective picture of the 
event does not exist. The event is what it is described to be-even 
if a number of (varying) descriptions exist" (p.17).

Westerlund and Sjostrand's (1979) observation partially explains 
the many apparent inconsistencies and contradictions within this 
presentation. For instance, the distressing adverse effects of 
rapid change are discussed at one stage. Elsewhere, the beneficial 
aspects of rapid change are detailed. In part, this is the result 
of the writer attempting to capture within his account the 
different world views of participants and the perspectives of 
individual respondents who were frequently inconsistent by offering 
contradictory evidence and conflicting information at different 

stages of the research. The existence of contradictions was part of 
the sense made of the data.

Another partial explanation is offered by the existential sociologists 
(see Douglas and Johnson 1977) who claim inconsistencies and 
contradictions are to be expected as they are inherent features of the 
human condition. Douglas (1977) asserted:

"Man is varied, changeable, uncertain, conflictful .... because he 
must be so to exist in a world that is varied, changeable, uncertain, 
conflictful" (p.l4).
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Thus, the presence of inconsistencies and contradictions* may be 

taken to be a measure of the authenticity of the findings, 
especially when it is appreciated that the substantive area of this 

inquiry was possibly a complex and confusing phenomenon to 

respondents.

With 8 2 individuals offering different world views within their 
accounts, and frequently contradicting themselves while so doing, 

the degree of complexity inherent in the data may possibly be 
appreciated. The intricate nature of this data cannot be over
emphasized. The labyrinth of information obtained was confounded 
with interrelated and interconnected elements of meaning. It would 
be impossible to totally get to grips with the complex and interlocking 
state of affairs. The multitude of phenomena could never be fully 
represented by any written (or verbal) account.

This is the writer's persuasive account which takes one, naturally 
simplified, perspective towards the mass of interlinked data. By 
this process, it attempts to bring clarity and impose a creative order 
in an effort to assist others in obtaining a deeper understanding by 
seeing issues from a particular and unique viewpoint.

It was a further comment made at the Computako group discussion that 
highlighted the need to address a final issue associated with the 
nature of the results presented. One Computako manager challenged 
the content of my presentation in the following manner:

A further point should also be noted. Within the grounded 
theory approach, emphasizing inconsistencies, contradictions, 
differences, and extremes, following the activity of data 
collection from non-comparable groups (Glaser and Strauss I9 6 7, 
p.5 1 )» is seen as a route towards richer theory and is, therefore, 
an activity to be encouraged.
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"Do you actually believe these are the consequences of rapid 
change? How many companies do you have that are not going 
through rapid change that have different problems like these? .... 
We, the management team, are of the opinion that they are 
important. I'm thinking about you now in the sense that, first 
of all, I don't believe what you've shown, from what I've seen so 
far, that what you're talking about is the result of rapid change."

This manager's claim was that much of the data presented could not 
be considered to exclusively relate to the impact of rapid change 
within the workplace. Such an argument represents a basic 
misunderstanding of the nature of the results of this study. It 
is probably true that many of the phenomena reported in the 
following chapters are also in abundance within static organizations. 
Nevertheless, this does not imply any weakness on behalf of my 
findings. Two interlinked factors need to be taken into consideration. 
Firstly, reference must be made to the second objective of this study 
which indicated that the investigation was not only to elicit the 
consequences of rapid change but also to provide research of an 
exploratory nature designed to obtain a deeper understanding of the 
individual 's experience within organizations undergoing change of 
great magnitude and rapidity. Secondly, as explained in chapter five, 
every effort was made to acquaint participants with the exact nature 
of this study. Knowing that my interest lay in experiences of work 

within rapidly changing organizations, it was those issues documented 
in the following five chapters that inhabitants of such organizations 
highlighted as significant and relevant. Consequently, the weakness 

suggested by the Computako manager cannot be considered pertinent in 
the context of the current project.
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Presentation Of the Findings

Attention is now devoted to how the substantive grounded theory that 
has emerged from this research effort is presented.

Glaser and Strauss (1 9 6 7) made the following comments with regard 
to the presentation of grounded theory:

"Grounded theory ceui be presented either as a well-codified set of 
propositions or in a running theoretical discussion, using conceptual 
categories and their properties.

We have chosen the discussional form for several reasons. Our 
strategy of comparative analysis puts a high emphasis on theory 
as process; that is, theory as an ever-changing entity, not as a 
perfected product .... The discussional form of formulating theory 
gives a feel of ’ever-developing' to the theory, allows it to 
become quite rich, complex, and dense, and makes its fit and 
relevance easy to comprehend" (pp. 31 - 3 2 ).

The superior nature of the discussional form of presentation was 
accepted. In addition to agreeing with the reasons put forward 

by Glaser and Strauss (1 9 6 7), it was considered that a running 
theoretical discussion conformed with the underlying philosophy 
of this research study. A set of well-codified propositions did 
not appear wholly consistent with the model of knowledge espoused.

Having reached that conclusion, thought had then to be given to the 
format of this theoretical discussion. It was concluded that the 
best approach was to utilize the final data category groupings, as 
detailed in appendix six, as a framework for theoretical discussion 
of the themes, concepts, and issues which emerged during the study. 

The process of construction of the substantive grounded theory 

ensured that the content of the relevant initial and higher order
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categories of data would be incorporated within the discussion 

pertinent to each final data category grouping. However, the 
subheadings used in the presentation of these final groupings 
would not necessarily coincide with the labels of the subordinate 
categories. There was a deliberate policy of not being further 
constrained by the constituent categories of the final data category 
groupings. It was considered that the best possible use of data 
would not result from discussing, in turn and in isolation, the 
individual categories embraced by each final grouping. The text 

would be subdivided into pertinent topic areas as opposed to lower 
order data categories. When making this decision, I was particularly 
conscious of ensuring that the presentation was acceptable in terms 
of style and readability. This technique was also seen as enabling 
fuller exploitation of the interlocking nature of the material within 
each of the final data category groupings.

When presenting this material, it was considered essential to 
illustrate, as well as support, the findings with actual quotes 
made by research participants. This was in line with Glaser and 
Strauss's (1 9 6 7) observation that;

"In discovering theory, one generates conceptual categories or 
their properties from evidence; then the evidence from which the 
category emerged is used to illustrate the concept" (p.23).

Naturally, when presenting quotes, it was decided that names of 
persons, names of products, emd any other expressions of identity 
would be changed to ensure the maintenance of anonymity. In addition, 

efforts would be made to ensure quotations were not taken out of 
context.
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While considering the use of such illustrative and supportive 
material, it was concluded that some degree of repetition would 

be unavoidable given the nature of the data collected. While this 
data was painstakingly organized into various orders of categories, 
the final data category groupings could not be claimed to be 

discrete and isolated entities. Their method of construction 

ensured that the same elements of data could be incorporated into 
several final groupings as was appropriate. In practice it was 
found that the data did not fall into neat and wholly separate 
compartments. To consciously force the data to do so would have 
been totally wrong.

Hence, some data is used on several occasions throughout these 
chapters but it is felt that such repetition is necessary to 
provide richer descriptions of the phenomena under scrutiny.

Glaser and Strauss (1 9 6 7) suggested elsewhere;

"An effective strategy is, at first, literally to ignore the literature 
of theory and fact on the area under study, in order to assure that 
the emergence of categories will not be contaminated by concepts 
more suited to different areas. Similarities and convergencies with 
the literature can be established after the analytic core of 
categories has emerged" (1 9 6 7, p.37).

It has already been commented (p. iç4 ) that this advice was initially 
seen as highly problematic. However, when it was fully understood 
that Glaser and Strauss were advocating simply that a researcher did 
not develop a preconceived theoretical framework, and not that he 
maintained a perfectly blank mind, their recommendation became possible 
and desirable to follow. While my efforts were obviously concentrated 
upon a particular subject area and I had become aware of a great deal
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of literature which could have been pertinent to that area, it was 
felt that there had been success in respect of not developing a 
preconceived theoretical framework. My contention was that this 
project was purely one of discovery. It would not be known which 
theory and what literature would be relevant until after the process 
of data collection and analysis was under way. Thus, the model 

propounded by Glaser and Strauss (1 9 6 7) was closely followed;

"To be sure one goes out and studies an area with a particular 
sociological perspective and with a focus, a general question, or 
a problem in mind. But he can (and we believe should) also study 
an area without any preconceived theory that dictates, prior to the 
research, 'relevancies’ in concepts and hypotheses. Indeed it is 
presumptuous to assume that one begins to know the relevant 
categories and hypotheses until the 'first days in the field', at 
least, are over" (Glaser and Strauss 1967» pp. 33 - 34).

In terms of thesis construction, this model presented its own 
challenges. With the typical thesis, after the subject area has been 
identified, there is a review of the literature relevant to that 
topic. While attention could be devoted to the work of Toffler 
(an inspiration for this research study) in the early stages of this 
thesis, it was logically impossible to attempt a review of relevant 
literature at that stage. It was not known what other work was 
pertinent to my discovery research until my explorations were over.

A thesis format was needed which was more faithful to the actual 
process of research. In other words, it was felt that the right 

and proper place for any review of pertinent literature was after 
the data had been presented.
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Having made this decision, I was still faced with a major 
problem. It may be recalled that my adaptation of the grounded 
theory approach included safeguards to prevent the early delimit
ation of theory. As a consequence of these precautions, the scope 
of my findings was incredibly diverse. Data related to many areas 
and disciplines from crowd behaviour to stress, from communications 
to perception, from individual differences to management theory 
and practice, and so on. Each topic was a diverse subject area in 
its own right. Reviewing the current literature on all of these
topics and relating it to my discoveries would be a task of
enormous proportions and one well outside the constraints of the 
current project.

It would obviously be necessary for me to be selective in any review 
of relevant literature. I was naturally disappointed that it would 
be impossible to fully explore all the emerging avenues of interest 
by comparing and contrasting the data obtained with the body of 
knowledge on the relevant topics. However, there was the consolation 
that while I could not cover every area in depth, others might find 
certain aspects of the results the starting point for further 
attention.

An issue which had then to be addressed concerned how the results 
and subsequent review of literature were to be incorporated into 
the thesis. In addition, the basis for selectivity with regard to
the literature review had to be determined.
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As for the format of the remainder of this thesis, it was decided 

to devote a chapter to detailing each of the final data category 
groupings that had emerged. When examining these final data 
category groupings, the emphasis would be upon describing the 
data collected at the four host organizations. No reference would 
be made at that stage to the studies and theories of others 
pertinent to my discoveries. As already noted in this chapter, this 
would represent a persuasive account of the nature of phenomena 
based upon how they were seen by the writer. It would be in the 
discussion section (chapter twelve) of this dissertation where 
relevant literature would be incorporated.

Given the necessity of being selective when addressing other social 
science works, it was decided that the most justifiable way of being 
partial in this literature review was to cite and discuss literature 
relevant to any underlying themes providing useful overall perspectives 
for viewing the diverse findings making up the substantive grounded 
theory of the current research.

Summary

This chapter has addressed some important preliminary matters 
needing attention prior to the presentation of the findings of 
this study. Several issues associated with the nature of the results 
were discussed. These were largely implications arising from the 
study being both qualitative in type and founded within the 
phenomenological tradition.
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After examining the alternative ways of presenting grounded theory, 

it was decided to opt for the theoretical discussion form of 
presentation. This discussion was to be centred around the five final 
data category groupings resulting from this research effort.

Following the model of research proposed by Glaser and Strauss (196?)» 
it was considered most appropriate to include any literature review 
after the data had been presented. Owing to the incredible range 
of topics and disciplines to which the collected data related, it 
was clear that such a literature review would have to be highly 
partial and it was decided to limit this activity to addressing 
social science works relevant to any underlying frameworks for 
understanding the data in total.

The next five chapters each relate to one of the final data 
category groupings of the current research. It is in these chapters 
that the data obtained from the four host organizations are detailed.
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CHAPTER SEVEN; REACTIONS TO RAPID CHANGE AS A SOCIAL PHENOMENON

This study's findings served to highlight a distinction, of which 
most research participants were aware, between collective reactions 
to change and the individual experience of working within a rapidly 
changing environment.

The present chapter addresses the final data category grouping of 
"collective reactions" and commences with an examination of this 
distinction. Next, there is an overview of the nature of 
collective reactions to change. It is subsequently suggested that 
the typical collective reaction was found to follow a characteristic 
sequence. Each stage in this sequence then receives closer 
individual attention.

Two more issues are pertinent to a review of collective reactions.
The first concerns the phenomenon of collective illness occurring at 
Midland Systems and apparently rooted in the rapidity and magnitude 
of change at the workplace. Finally, the reported effects upon 
friendship levels at times of high rates of change within the 
organization are detailed.

A Distinction Between Collective And Individual Reactions To Rapid Change

It soon became apparent that most participants either explicitly or 
implicitly made a distinction between collective reactions and 
individual reactions to rapid change. The collective reaction to 
which they frequently referred seemed to be prevalent within the 
lower levels of the organizations' hierarchies. That is, reactions 
to rapid change were seen to occur at a social level, in addition to
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an individual level, mainly amongst non-supervisory personnel.

More senior organization members had a tendency not to engage in 
any collective discussion or action with regard to the rapid change 

they experienced.

The two forms of reaction discovered often exhibited marked contrasts. 

Where great variety was reported of reactions at the individual 
level, collective reactions were found to follow a typical 
sequential pattern. This sequence was remarkably short-lived 
whereas the individual reactions tended to persist long after the 
group reactions had died down. The differences in duration of 
reaction appeared to be associated with the observation that there 
was only so long that a group could centre attention upon one issue, 
however important, before it lost its appeal as a topic of 
conversation. This short-lived nature of change-related sensations 
was referred to by a Unitran employee who commented;

"It's lost its value as a subject of discussion within a week or so. 
People find other things to talk about. You get fed up talking about 
the same things."

A similar conclusion was reached by a participant from Computako;

"I mean, you can only talk about a subject for a certain length of 
time. Sometimes it could be three days, others it could be two 
weeks."

A point was reached where the collective reaction subsided mainly, 
it appeared, because of people feeling they could only discuss a 
matter for so long before the topic of conversation became boring. 
However, individuals did not simply forget changes or cease to
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be affected by them. The reaction still existed at a private and 
individual level. This observation leads to euiother distinction 
between the two levels of reaction. The collective reaction was 
an overt reaction whereas the individual reaction was characteris
tically much more covert. Comments suggested that individuals were 
not usually open about how they inwardly perceived and experienced 
rapid change when interacting with members of their work group;

"I think they might hide how it affects them personally. I think 
they talk more fully about general things as opposed to how it 
would affect them personally."
"A lot of them are covering up at the moment. I think they’re 
worried deep down but don't like to show it."

This "covering up" could explain why the actual nature of the two 
types of reaction was frequently at variance. For instance, at a 
late stage in the sequence of group reactions following the 
announcement of a redundancy situation at Unitran, the collective 
reaction was reported to be mainly one of light-hearted joking 
about the state of affairs. However, at an individual level, 
there was much evidence suggesting a great deal of anxiety.

Finally, the collective reaction was found to be dependent upon a 
specific and easily recognisable stimulus (i.e. an event of change).
On an individual basis, the cause of the reaction was far more complex. 
While in some cases a specific event of change could be identified, 
on other occasions the source was a lot more intangible, frequently 
resulting from the general state of cheinge within the organization 
and not a single stimulus.
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An Overview Of Collective Reactions To Rapid Change

This brief overview is probably best achieved by examining direct 
references to collective reactions made by research participants.

According to a Unitran manager:

"From the moment a decree is made that there will be a change there's 
a period of unrest. It depends upon the severity of the change 
and how many people are directly affected but usually the shopfloor 
would go through a very strong upheaval stage for about a fortnight. 
It would be the main talking point. After about a fortnight you 
only get the hardliners who continue that form of conversation.
The rest will have accepted it. Yes, that's the 'Fortnight of 
Upheaval'."

In the words of a Computako manager:

"After any change there is the 'Nine Day Noise'. People feel 
unhappy. They say things they later withdraw. There's a lot of 
moaning and then, after around nine days, it all goes quiet."

These observations lead to several issues requiring further 
discussion. An important aspect is the nature of the stimulus that 
produces the collective reaction. It was found that reactions at 
the collective level commenced on initial realization of a change 
taking place. This could either be an unannounced event of change, 
as apparently referred to by the Computako manager, or a 
communication detailing a proposed change, as suggested by the 
Unitran manager. In the latter case of realization an interesting 
phenomenon was observed. The collective reaction could have subsided 
before the proposed change was implemented. This was reported to be 
the case with regard to a proposed new machine to be incorporated 
into the production process at Unitran. As one operative acknowledged:
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"Well, I think it’s been talked of for so long now that people 
just accept the fact that there's got to be a flow solder machine. 
People are disappointed at where it's being put. They don't 
feel it should be in the centre of the factory but now they're just 
accepting anything that comes along. They've been prepared for it 
so they know it's going to be there, and that's it now. It's taken 
so long to come in that when it eventually does we probably won't even 
notice it's there."

This effect is examined in detail later while discussing the role 
of communication in the process of change.

Also important was the duration of the collective reaction. There 
was no consensus upon this subject. According to the Computako 
manager, the reaction always lasted for around nine days regardless 
of the nature of the stimulus. A Dataware manager was of a similar 
opinion when he remarked:

"If the desks are moved around, people can get very upset. Give it 
a week or so and they've forgotten. It's back to normal again.
It's exactly the same reaction when you're changing the structure 
of the organization. A week or so and it's all forgotten."

However, the Unitran manager, while noting that the period of 
disturbance was normally about a fortnight, did acknowledge that the 
duration of the reaction was dependent upon the severity of the 
change and how many were affected by it. Many other participants 
agreed, and it was reported that the duration of collective reactions 
could be anything between three days and several months.

It was interesting to note that the collective reaction had been 
christened with such names as the "Nine Day Noise" and the "Fortnight 
of Upheaval". I took this as illustrating that the collective 
reaction was a very common and frequently occurring phenomenon of
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life within organizations undergoing considerable change. Indeed, 
there was abundant evidence of collective reactions at each host 
organization.

Although I have only cited observations of collective reactions 
made by managers, it must be stressed that it was not only 
persons of supervisory status who were aware of this phenomenon.
It was referred to by participants at all levels within the cross- 
sectional samples of the host organizations. For instance, a 
Unitran production operator was apparently aware of the phenomenon 
when she commented;

"When we've had past changes, everybody's up in arms for two or 
three weeks. They waste more time talking about it. Then it all 
smoothes out and it's fine. No problems!"

Having become acquainted with the overall nature of the collective 
reaction, this phenomenon is now examined in more detail,

A Sequential Model Of Collective Reactions

In the preceding overview it became apparent that the collective 
reaction was seen to go through a typical sequence commencing with 
an upsurge of activity following the initial realization of an 
event of change and ending with a quietening down and ultimate 
disappearance of the reaction. In fact, the reaction was found to 
exist in the form of four distinct stages which I have incorporated 
into a sequential model adequately describing the constituent 
features of the collective reaction. This model is now introduced 
before detailed attention is given to each stage in turn.
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Stages Phases

Trauma 
Aggression 
Abdicat 
Fade Out
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As indicated, these four stages constituted two separate phases 
in the reaction. The first two stages of trauma and aggression 
were stages in a phase characterized by great activity. The final 
two stages of abdication and fade out represented a passive phase 
where individuals ceased to be collectively active and the reaction 
quietened down.

Each stage is now examined in turn.

1 Trauma

Upon realization of a change occurring or about to occur it was 
generally reported that an initial intense bustle of activity took 
place. One Midland Systems participant adequately described this 
activity using the expression of "buzzing around". A Unitran 

employee referred to it as "scuttling about". A Computako Manager 

perceived this activity in more technical terms;
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"This is a really interesting time to look at change. The last 
time we spoke about it as though it was static. Now we are in a 
period of transience. It's like a drumskin that can be stretched 
various ways but when it is hit by a drumstick there is a 
terrific shock. Now this lasts for only seconds and then the 
drumskin looks the same as before, but if we could slow down the 
period after the impact and carefully examine the skin, we would 
see a lot of things happening. An oscilloscope would show us even 
more detail. We are now in the middle of this activity."

There was a period of emotional uproar where people would rush 
backwards and forwards talking about the change with their 
colleagues. As a result output of work would suffer. All 
participants were clear upon the nature of the discussions that took 
place at this stage. This was a time for moaning about the change. 
This phenomenon of moaning had several interesting features worthy 
of further consideration.

Moaning was definitely a peer group activity. There appeared to be 
little expression of dissatisfaction to superiors. The following 
comments from research participants supported this contention;

"We talk informally and everyone expresses unhappiness and yet they 
just won't voice this to their superiors."
"They discuss it amongst themselves but they do not air their 
grievances to the right people. It's all talk and no action."
"People do nothing apart from moan amongst themselves."

Thus, it was generally acknowledged that, although people engaged 
in a great deal of moaning, nothing ever came of this activity in 
terms of alleviation of the source of dissatisfaction. This was 
because dissatisfaction was rarely directly made known to superiors, 
It may seem strange that this was the case. However, there were 
a number of reasons apparently ensuring that dissatisfaction was
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not voiced. One of these was the fear of job loss. It appeared 
that the poor economic climate at the time of the study was a 
factor of great influence in this respect. Redundancies were common, 

unemployment figures were rising, and there was a general scarcity of 

jobs. Hence, a secure job had become a valuable asset and not one to 
be put into jeopardy by complaining about conditions at work. Fear 
of job loss as a reason for failure to notify management about change- 
related grievances was most in evidence at Midland Systems and Unitran; 

the two host organizations whose business performance was far from 
outstanding at the time of the research. In the words of some of the 
members of these organizations:

"When things are a bit tight, you think 'Oh dear, I mustn't put a 
foot wrong' and you accept it. It's human nature I suppose."
"They moan and grumble amongst themselves but they're too frightened 
of losing their jobs to do anything."
"They seem to be frightened that if they complain they'll get the sack"

Even though Computako was very successful at the time of the investig
ation, similar opinions were occasionally expressed. There, however, 
the fear of job loss appeared to be closely linked with anxiety about 

losing the generous benefit package associated with employment at 
Computako. In contrast, the members of Dataware exhibited no apparent 
fear of job loss. They tended to possess the reassuring attitude 
expressed by one individual:

"Well, if the change that I was required to accept by the company 
didn't suit me, I would probably look elsewhere. I'm sure I would .... 
People will go elsewhere. Fortunately, the computer industry is such 
that they can do this. In other industries there might not be the 
job opportunities available to them."



351

There, the perception was that there was a sufficient demand for 

specialist skills to make job loss a minor problem.

Although receiving occasional mention at each of the other three 
host organizations, fear of victimization was most pertinent to 
the Midland Systems sample. Dissatisfaction was reported not to be 
voiced mainly because of an event considered to be clear evidence
of victimization which took place around the time of the study. One
recently recruited VDU operator could apparently not understand the 
phenomenon of moaning and taking no action whatsoever in relation to 
grievances. She proceeded in an attempt to encourage members of her 
section to voice their dissatisfaction with regard to changes taking 
place. In addition, she approached supervisors and managers with 
several complaints. For these activities, she was labelled a 
"Trouble Maker" and "Ring Leader". Her desk was moved to the front 
of the section, next to the supervisor's and other desks in the 
section were moved with the end result that part-time employees sat 
in her immediate vicinity. Consequently, when these employees had 
finished their morning shift, there was a physical separation 
between the "Trouble Maker" and other members of the section, 
greatly inhibiting any form of interaction. It was also reported that
the most unpopular jobs tended to be assigned to her and she was
constantly watched by supervisory staff.

"Now if you stick up for yourself you're called a trouble maker. I 
mean, they've called Mary on our section a trouble maker because she 
stuck up for herself and for the department .... Really, I think 
everybody's too frightened to do anything in case they get singled 
out like Mary."

"We all know that if you went to see the supervisor with a complaint, 
you'd be watched continuously."
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Several participants suggested that supervisors and managers were 
not approached in respect of grievances associated with change 

because people were afraid of being made to look stupid. The basis 
of such observations was that supervisors and managers were undoubt
edly in possession of superior knowledge with regard to the rationale 

of an event of change. To complain about a change would be an 
expression of naivity and ignorance.

Along similar lines, it was reported on several occasions that 
approaches were not made to superiors for fear of wasting their 
valuable time.

A final reason given for not expressing dissatisfaction to superiors 
was the feeling that individuals had no right, in the presence of a 
supervisor, to voice an opinion upon the popularity or otherwise of 
an event of change resulting from a managerial decision. Such reports 

were most common at Midland Systems and Unitran where the sample 
consisted of a high proportion of employees of low status and limited 
educational backgrounds. According to one Unitran shopfloor worker:

"What they change and how they change it is up to them and not me. If 
he's the boss what have I got to do with it? I only work here."

Closely associated with this observation was the generally high level 
of apathy witnessed at Unitran. Not only did many feel they had no 

right to voice opinions but they apparently could not be bothered to do so,

Even when managers deliberately attempted to obtain feedback upon how 
a change had been received, the evidence suggested that complaints 
and grievances were not forthcoming ;
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"A manager asks and it's 'Oh it's not too bad'. Then they continue 
to moan behind his back."
"In one meeting the managers asked us, 'Is there anything that can be 
done to improve your life here?'. No-one said anything until they 
got back here and started moaning amongst themselves."

"It's moans all the time but still they say to (the department 
manager), 'Oh no, we've got no complaints'."

A Unitran manager who stated that he was most keen to improve 
employee morale reported finding this tendency exceptionally 

frustrating ;

"What can I do? It's obvious that people resent some of the 
changes made but if you ask them how they feel,'Oh it's all right! 
No problem!'. But, in all honesty, when you've gone they have a 
mumble with their workmates."

It could have been that the activity of moaning achieved an end in 
itself and that management action was unnecessary. There were 
several comments indicating that moaning amongst themselves had a 
therapeutic value for individuals encountering change. In the words 
of one Midland Systems clerk:

"At the time of the change, everybody moaned about one thing or another 
but I think people need something to moan about. It makes them feel 
better in themselves afterwards."

It has already been commented that the moaning was about the events 
of change. However, there was some evidence to suggest that it was 

not change per se that was always the cause of annoyance. Particularly 
pertinent was insufficient consultation prior to the change and scarcity 
of communication in respect of the rationale behind it:
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"You feel annoyed. That's your first reaction. Nobody asks you. 
You're annoyed."
"We were all annoyed when we got moved. We didn't get any choice, 
We moved when they said. They didn't give any reasons."

As well as feelings of annoyance expressed in the activity of 
moaning, it was also reported common for people to become short- 
tempered during the period of trauma. According to a Unitran 

production worker:

"People get a little bit touchy, a bit shirty, short-tempered, and 
generally harassed. I think it affects their work as well."

A senior analyst at Dataware commented:

"The office move caused a general grumpiness and moaning. Everyone 
became that much more short-tempered."

Again, an aspect which complicated matters was that the touchiness, 
short-temperedness, and annoyance reported to be prevalent at the 
trauma stage of the collective reaction could have had its source in 
factors other than the identified change itself. There was for 
instance, the actual or anticipated increase in workload associated 
with the changeover period. In addition, as discussed later, loss 
of temper was found to be a mechanism frequently utilized to ease 
the tension associated with coming to terms with change.

During the computerization of office procedures at Midland Systems, 
respondents indicated that a great deal of confusion was present at the 

trauma stage. However, this seemed to be uncharacteristic of the 
usual trauma stage and mainly a function of poorly planned and 
administered change, as several comments suggested:
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"One day they were saying 'This is how you do it'. The next day 
they'd be saying that that particular way didn't work! You never 
knew from one day to the next what you were doing."
"They kept changing the operating instructions. Everyone was 
unsure of their jobs."
"It was so frustrating when you were told several different things 
about your same query."

"It was the blind leading the blind."

It was also at Midland Systems where there were reports of feelings 
of suspicion pervading the trauma stage of the collective reaction:

"The group feeling was that they were telling us one thing and 
meaning another."

"There are usually elements of doubt. Are they telling us all they 
can?"
"Any change leads to the reaction of 'What's behind this?'. People 
suspect anything that's to do with management."

Suggestions may be put forward as to why feelings of suspicion were 
in evidence only at Midland Systems. There had recently been a 
totally new management team within the department concerned. 
Consequently, unlike with previous supervisory staff, there was no 
basis of experience upon which to evaluate their trustworthiness. 
Making the situation worse was the reported lack of formal 
communication and abundance of informal communication which tended to 
foster an air of suspicion. In addition, there was what I have 
termed the "Soap Opera Effect". It was observed that the majority 

of individuals at Midland Systems apparently experienced work as akin 

to being involved in a live soap opera. They appeared to take great 
delight in dwelling upon a multitude of seemingly trivial events 

involving themselves and their colleagues. Their accounts were
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interspersed with observations such as who had said what to whom; 
which individuals had recently "fallen out" with each other; how 

recent developments had proved that management and unions were in 
collusion; who was the latest favourite in the eyes of management; 

who was being watched or unfairly treated by the supervisors; who 
had been allowed to sit next to the window; euid so on.* A large 
part of the satisfaction derived from work seemed to be connected 
with witnessing and experiencing such daily dramas within the 

organization. These employees apparently thrived upon intrigue and 
suspense. In so doing, it appeared that the management team had been 
cast into the role of "bad guys" or a mysterious and devious "they". 
With such attitudes in existence, it was not surprising that 
employees were suspicious of the motives behind events of change. 
This suspicion sustained the element of excitement that employees 
had collectively conspired to produce within their working lives.

However, such a reaction was apparently an exception to the rule.
On the whole, the trauma stage was characterized by a period of 
uproar in which moaning about the event of change and associated 
topics was energetically engaged in amongst peers. For several 
apparent reasons, these moans were not voiced to superiors. While 
this moaning was taking place, it was reported that individuals 
tended to be more annoyed than usual and frequently short-tempered.

The flavour of this soap opera effect is captured by the 
content of some of the quotes of Midland Systems participants 
which are included in the remainder of this thesis. However, 
the phenomenon was largely conveyed by such intangible means 
as the intense enjoyment and pleasure which participants 
displayed while indulging in discussion of such matters.
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2 Aggression

The second step in the collective reaction has been termed 
aggression. It was observed that as the initial trauma associated 

with change declined it was replaced by aggressive behaviour occurring 
at a verbal level, a physical level, or both levels at once.

The verbal expression of aggression was embodied in the direction 
of anger towards some symbol. Individuals appeared to cease 
indiscriminately moaning about the change and, instead, focus 
their attention upon one particular symbol towards which anger was 
directed. This symbol could be a supervisor, a manager, or simply 
an unidentified "them". In addition, there were occasions when the 
symbol was apparently inanimate, being a machine or a new procedure. 
This direction of anger was frequently easy to understand. For 
instance, when a new department manager arrived at Unitran and 
proceeded to totally reorganize the production process it was not 
too surprising that, during the collective reaction associated with 
this change, he became the prime target for verbal aggression.

However, the link was not always so obvious. On a different occasion 
at the same site, a change of factory layout produced a focus of 
attention upon the unsatisfactory ventilation of the factory. The 

heat in the building became the focus towards which anger originating 
from all sources was apparently directed. In a way, this behaviour 
was a kind of reversed substitute effect. As noted later (p. 729 ),
by the substitute effect I refer to the tendency to use change as a 

vehicle for expressing dissatisfaction with another aspect of work 
life. Here, in contrast, the dissatisfaction with change produced 
an anger which was sometimes directed towards an unrelated symbol.
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Regardless of the nature of the symbol , one aspect was always 
noticeable. The level of anger directed towards that symbol had 
a tendency to be out of all proportion. The symbol became the 
target of all dissatisfaction and euiger.

The physical expression of aggression was embodied in retaliation 
of various forms. Examples were cited of deliberate limitation 

of work output following an event of change; taking days off when 

not ill; "acting dumb" when supervisors or managers tried to 
explain new procedures and so on; misuse of computer terminals 
designed to result in total breakdown of the computer system; and 
withholding relevant production information when the manufacture 
of a certain item was transferred to another site. In each case 
a collective agreement for such action had apparently been reached. 
Noticeably, these activities were most in evidence at Midland 
Systems.

It appeared that expectations with regard to company life were 
pertinent to the occurrence of retaliation. The majority of 
Computako and Dataware employees reported expecting their organizat
ional life to present them with challenges on the road to career 
progression. Thus, when changes did occur these were largely seen 
as challenges. Although there was usually an element of verbal 

aggression this did not progress into physical retaliation apparently 
owing to this outlook. Many of the employees of Unitran approached 
work with the expectation of being treated poorly. When change 
produced unpleasant effects, this was in line with their expectations. 

Hence, although retaliation was definitely in evidence at Unitran, 
it did not reach the scale reported at Midland Systems. Reference 
has already been made to the soap opera effect witnessed there. This
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effect could have been behind the high incidence of retaliatory 
action at Midland Systems. Individuals apparently expected 

organizational life to consist of exciting dramas. Consequently, 
"putting a spanner in the works" could have been a way of 
sustaining the entertainment value of the employment experience.

3 Abdication

After the aggression stage, the collective reaction tended to begin 
quietening down as the passive phase was entered. I have termed 
the third stage in the reaction "abdication" because of the 
predominance at this stage of a desire to abdicate from any 
responsibility associated with the event of change, its outcome, 
or the rectification of any resultant unsatisfactory situation. 
Unlike in the trauma stage, where "buzzing around" was witnessed, 
or the aggression stage, where physical retaliation was seen to 

occur, the passive nature of the abdication stage was emphasized 
by the fact that behaviour was purely at the verbal level. Indeed, 
one characteristic of this stage was the resolution that action 
was pointless. There appeared to be an acceptance that the proposed 
changed was inevitable or the actual change was irreversible. A 
"nothing we can do about it" attitude began to prevail, as can be 
seen from comments characteristic of this stage;

"Well, that change has come and gone. There isn't much you can 
do really, is there?"
"You begin to realise that you just have to live with changes. 
There's very little you do about them."
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Another prevalent attitude during the abdication stage was that of 
"it's all their fault", with such accusations being directed 
towards superiors. Many, however, did not even bother to make 

such claims. For them the realization that nothing could be done 

had apparently resulted in the conclusion that it was not even 
worth expending verbal effort upon the topic.

4 Fade Out

The fade out stage was characterized by the disappearance of the 
collective reaction to change. People appeared to accept and 
collectively adapt to change. As two respondents observed:

"People get terribly upset but within four or five days they've 
settled into their new routine."
"Moves upset everybody for a while but we soon get used to it."

These processes of settling into a new routine and getting used 
to a changed state were indicative of people becoming accustomed 
to the new situation. It appeared that the fade out was largely 
brought about by the changed state becoming accepted as the status 
quo. It was now the norm.

A Unitran employee suggested there were other forces in play:

"It's either settle down or get out. That's the choice we've got."

Regardless of the nature of the change and the intensity of the 
collective reaction this reaction subsided. In the words of a 
Midlands Systems clerk:
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"Whatever their initial reactions they all come round."
The rapidity of this fade out cannot be overemphasized. In the 
overview section relating to the collective reaction, it has 
already been acknowledged that although there was a degree of 

variation in respect of the reported duration of the collective 

reaction, it was commonly expected to have subsided after a 
fortnight had gone by. In respect of the intensity of some of the 
collective reactions that were reported, this was found to be 
an incredibly short time. I had great difficulty in coming to 
terras with this effect. At a great number of second interviews,
I found myself quite uncomfortable and embarassed while asking 
questions prepared from the content of the first interviews. Some 
of these first meetings occurred at the trauma stage and details 
were given of tremendous activity, moaning, and general unrest.
A few weeks later, armed with probe questions to elicit further 
information about this process, I .was greeted by participants who 
spoke of a general calm at a collective level and who obviously 
now found talk of the trauma stage totally irrelevant to their 
current experiences of work. It was astounding how quickly 
collective reactions died down leaving little trace whatsoever.

Collective Illness

At Midland Systems I heard reports of a very interesting phenomenon. 
On two occasions there had occurred instances of mass illness. The 
first time this happened was shortly after the department had been 
moved from an old office block to a brand new one. A team of doctors 
were called in to investigate this illness and report on its causes. 
However, as was apparently the norm at Midland Systems, the results



362

of this inquiry were never made known to anyone below board level.
A common view was that the illness was 'Something to do with the 
ventilation" but such a conclusion had to be considered in the 
light that the heating and ventilation system was a longstanding 
bone of contention. Further evidence suggesting it was not the 

ventilation of the new office block was available. Firstly, it was 
reported that other departments located in the building had not been 
affected. Secondly, there was a further unexpected occurrence of 
the phenomenon several months later, at the initial stages of 
computerization of the office procedures.

The reported symptoms were the same on both occasions. People 
complained of sore throats, bad heads, and "tummy bugs". In 
addition, there were reports of minor common illnesses being 
suffered over extended periods and sometimes developing into more 
serious afflictions. For instance, one participant reported that 
a cold caught during the computerization process rapidly developed 
into pleurisy.

Excerpts from some of the discussions with Midland Systems participants 
highlight further the nature of the occurrence of collective illness. 
About the office move it was recalled;

"We'd been in here a couple of weeks and everyone was ill. They were 
all out one Monday. I came in and they were all out. They were all 
ill! So eventually they had to go and have a blood test because 
of the way it was affecting everybody. They never told us what it 
was, but I think there was something wrong with this marvellous 
air-conditioning."

"We'd settled down in here but then one or two of us started to 
get bad throats and then there was a bit of an epidemic. We were 
all going down sick."
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"Within six months of moving in there a sudden thing struck loads 
of people. It was similar to ’flu, but their chest. They couldn’t 
breathe. They were in great difficulty. It happened sort of 
overnight. The next morning there were fifty or sixty people who 
couldn’t turn up for work."

On the illness at the time of computerization, it was observed:

"We were so busy and I suppose the strain of learning new things 
as well. It wasn't only the older ones. It was the youngsters 
as well who were falling by the wayside."

"People were getting colds and tummy bugs, but where you'd get 
a cold and get better in a few days, it would hang on. It was 
sheer tiredness. I'm sure."

"It was incredible the way people were going down, and they'd 
be away for weeks. These were people who before had only had a 
couple of days off occasionally."

In respect of this second illness the suggested causes included 
increased workload, tiredness and exhaustion, strain from work 
pressure, and worry and anxiety resulting from lack of confidence 
in adapting to new ways of working.

What was most remarkable about these two incidents was the sudden 
occurrence of the illnesses and the number of people affected 
simultaneously.

Friendship Effects

While there were reports of both increases and decreases in 
friendship levels at times of change, it was the latter which was 
undoubtedly the most common. When examining reactions to change 
at an individual level (p. 44l), it is suggested that many people 

had to revise their presumptions about the nature of organizational
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life as they encountered rapid change at the workplace. Amid 
claims of "It's not the same place anymore" were frequently 
references to a feeling that the organization possessed a less 
friendly atmosphere. As well as this general feeling of decreased 
levels of friendship, there were specific references to events of 
change inducing a similar effect. This was witnessed at each host 
organization and a sample of quotes illustrate the nature of the 
phenomenon:

"With all these changes I've noticed a definite feeling of 'you 
can't trust anyone'. In a crisis, you soon find out who your 
friends are."

"I've found it's usually very friendly here, but people do get 
very tense and uptight when changes come along."
"When they started bringing in the VDU's, there were a lot of 
arguments. People all seemed on edge. It really surprised me how 
people could change. You think you know people then, all of a 
sudden, you don't."

There appeared to be several reasons for this decrease in friendship. 
People tended to concentrate upon their own well-being and become 
increasingly engaged in forms of competition with their peers.
For example, at Computako and Dataware, where many of the changes 
were connected with growth and expansion, individuals reported 
"fighting" with their colleagues for valued promotion;

"You find yourself always making comparisons with people who joined 
with you and trying to find ways to prove that you can do better 
than them."

"There are plenty of job opportunities but it's terribly competitive 
when it comes to promotion."
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Where the organization was less successful, as in the case of 

Unitran, this competition was observed to take the form of 
ensuring an impression of not being such a suitable candidate 

for redundancy as one's colleagues.

Another factor possibly having a negative effect upon friendship 
levels was the increased workload frequently accompanying rapid 
change, and meaning that individuals had little time available 
for genuine interaction. One Computako salesman observed:

"And when you eventually find the right person he may want to
palm you off because his job is changing so fast or he's dealing with
many other facets of the work. He just hasn't the time."

Longer-serving employees at each host organization tended to refer 
to the decrease in friendship as being a function of company growth 
from a small "family concern" to a large organization.

"There used to be a lot of togetherness but as the company grows 
you can't keep that."

"Everyone knew everyone else when we were smaller. It's not like 
that now."

"Growth brings with it an increasing remoteness."

In the two organizations that were still undergoing rapid growth 
(Computako and Dataware) there were many observations to the effect 
that so many individuals were being recruited that it was just 
impossible to become acquainted with them all. Hence, the degree of 
friendliness within the organization was becoming diluted.
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It was at Midland Systems where increases in friendship levels 
were reported to have resulted from changes. There it appeared 
to be a case of uniting at times of crisis:

"The desk move has led to the whole floor getting friendlier 
and helping each other out. I suppose that if everything turns 
out all right, everybody will go back to how we were before."
"When it became clear that there was going to be some redeployment 
within the department the new ones became very protective towards 
the older people who were to be transferred."

After the announcement of redundancies at Unitran the remaining 

employees apparently expressed a high level of friendship as a 
result of relief:

"On Friday lunchtime we were so relieved that we all went out for 
a drink together."

Therefore, the occurrence of rapid change was seen to bring about 
both increases and decreases in friendship levels within the 
organization. However, it was reports of decreases in friendship 
levels that were most in evidence.

Summary

This chapter, by detailing the final data category grouping of 
"collective reactions", has addressed the issue of reactions to 

change as a social phenomenon. Several features distinguished 
collective reactions from individual reactions. It was suggested 

that the typical collective reaction could be perceived as following 

a sequence of four stages referred to as trauma, aggression, abdication, 

and fade out. Certain behaviour was characteristic of each stage.
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As a separate issue, the occurrence of collective illness at 

Midland Systems was documented. Finally, the reported impact 
of the experience of rapid change upon levels of friendship was 
notedo
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CHAPTER EIGHT; PLEASANT EXPERIENCES OF WORK WITHIN RAPIDLY 
CHANGING ORGANIZATIONS

Having spent some time examining collective reactions to change, 
attention is now directed to the individual experience of change.
As stated earlier, this was distinct and separate from the collective 
reaction in a number of ways. The collective reaction was a 
phenomenon discovered to be essentially associated with lower-level 
employees whereas, quite naturally, organization members at all levels 
had individual reactions. Such individual reactions were character
ized by their great variety contrasting with the collective reaction 
which appeared to always follow a typical sequential pattern. Unlike 
the collective reaction, the individual one was discovered not to be 
short-lived, fading out very rapidly. On the contrary, it persisted 
long after the collective reaction had died down although it remained 
largely at a covert level. As well as sometimes sharply contrasting 
with that at the collective level, the individual reaction was 
frequently the result of less easily identifiable stimuli.

This chapter details the final data category grouping of "individual 
experience-positive" and is concerned with the positive and beneficial 
aspects of the experience of rapid change as reported by research 
participants. Attention is firstly given to the positive effects 
of change rooted in both growth and technological innovation.
Because of the importance of these issues they receive separate 
coverage. Then, further and more general observations about the 
beneficial aspects of working within an environment undergoing 
considerable change are included.
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Before any discussion of the positive implications of rapid change 
at work, it is essential to examine the concept that I have 
termed the "presented company image" which was observed at 
Computako and, to a lesser extent, at Dataware. It will soon 
become clear that an understanding of this phenomenon is crucial 

for an appreciation of the beneficial aspects of change as perceived 
by individuals operating within those rapidly changing organizations. 
The presented company image is also pertinent to later discussions 
about the experience of rapid change at work.

The Presented Company Image

Here, attention is devoted to the presented company image which was 
observed to be in evidence predominantly at Computako. After an 
initial discussion of the concept, the various constituent features 
of this phenomenon of the presented company image are examined. 
Possible reasons for the presentation of an image are then offered 
before the question of why such a large degree of collaboration and 
conformity in respect of this image was found to be in existence.

Each host organization had an identifiable and unique image. However, 
in the case of Unitran and Midland Systems, there was little 
preoccupation with the cultivation of this image. This was in sharp 
contrast to the other two organizations. The phenomenon of a 
presented company image was mainly observed at Computako. There 
were strong indications of a similar state of affairs at Dataware 

but the limited time and sample size at that organization precluded 

an in-depth investigation of the topic and only passing reference 
can be made to aspects of Dataware's presented company image.
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Consequently, most of what follows is based upon Computako data 
but there were many indications that much of what is said was 
equally applicable to Dataware.

To those who have not witnessed the phenomenon, the notion of a 

presented company image may be a little difficult to grasp. It 
is also far from easy to describe the concept adequately.

Computako and Dataware had developed images of the type of company 
they were, the manner in which they operated, and the type of 
people they employed. These images asserted the special and 
superior nature of the organizations in question and were constantly 
emphasized and reiterated in company publications. They were also 
very frequently referred to by organization members.

At both Computako and Dataware there appeared to be three constituent 
features of the presented company image. These were what I refer 
to as the successful company, the good employer, and the élite 
organization. These constituent features are now examined in turn.

The Successful Company

In both organizations the level of company success was frequently 
mentioned. This aspect was emphasized by a high proportion of 
individuals as well as being a prominent claim in company literature. 
There were two main elements of this success. Firstly, there were 

the incredible growth rates that both organizations were enjoying 

and which were held to be major indicators of their healthy states.
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Secondly, reference was often made to technological success, where 

it was emphasized ho,w advanced their products were and what a good 

reputation they had for high quality and reliability. Even in 
my early encounters with these organizations, I noticed that the 
access granters seemed more keen to display growth figures and 

centre discussion upon company success instead of questioning me 
in depth about the nature of my research.

Quotes from some Computako respondents illustrated perceptions of 
company success in terras of growth and technological advancement;

"The company is doing exceptionally well. We've experienced a 
meteoric growth in the last twelve months."
"The company's growing at a hell of a rate - not only in staff
but in profits and turnover."
"Our instruments are state of the art, innovating, and ahead of 
their time."
"Computako's products are so good and so advanced over a lot of 
competitors' products that a lot of customers couldn't wait to get 
their hands on the product."
Similar observations were made at Dataware;
"At the moment we're experiencing phenomenal growth. It's unbeliev
able I "

"The product is good. The technical people are really enthusiastic 
about it. It works and it does a better job than others on the
market. As long as we sell it properly, the customers will be
very happy."

"In comparison with those of other companies. Dataware has a 
competitive product .... the majority of people love the product. 
It's a very good product."

The Good Employer

The second feature of the presented company image was that of the
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good employer. Again, both company literature and individual 
employees frequently emphasized that Computako and Dataware were 
good employers. In the case of Computako, being a good employer 
was a crucial element of the ’’Computako Way”. This was highligted 

by comments made by the company president in a booklet entitled 
’’The Computako Way”:

’’What is the Computako Way? I feel that in general terms it is 
the policies and actions that flow from the belief that men and 
women want to do a good job, a creative job, and that if they are 
provided with the proper environment they will do so. But that's 
only part of it. Closely coupled with this is the Computako 
tradition of treating each individual with consideration and 
respect, and recognising personal achievements.”

This observation was echoed by a Computako manager who touched 
upon the subject:

”I don't know whether you've come across the term ’’The Computako 
Way”.... It's something you can't really write down. It's just 
an attitude to work and Computako. I don't know anywhere where 
it's written down but it's a way of doing business, of doing work.
You could summarize it by saying that it's friendly, it's meaningful, 
it's satisfying to the employees, if it's done correct. Everybody 
is on first name terms. But they do expect a contribution for 
the reward they pay. Opportunities are given at a younger age 
because of the growth. They try and promote from within so there 
are great opportunities for anybody that wants to be successful 
but you've got to prove yourself, which is very good. It's not 
on seniority or anything like that. It's proof of ability.”

Discussions with Computako participants enabled the key features of 
this good employer aspect of the image to be summarized in the 
following list, presented in no specific order:
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1 Respect and consideration for the individual.
2 Security of employment.
3 Training and development of the individual.

4 An 'open door' philosophy.
5 Informality.
6 Family atmosphere.
7 Freedom in planning and carrying out work activities.
8 Assistance willingly given on work and personal matters.
9 Recognition of achievement.
10 Uniform status.
11 Pleasant working environment.
12 Excellent compensation package.

Attention is now briefly devoted to each of these issues with the 
intention of providing further insight into this phenomenon.

1 Respect and consideration for the individual

Numerous references were made to the respect and consideration 
which the company had for its employees. A frequent expression 
used to describe this facet of Computako's nature was that of 
"a people company". The organization was seen to be fair and always 
to act within the employees' best interests:

"Computako has always been very much a people company, whether you 
like it or not."

"They're very fair to the employee. Computako's philosophies come 
right through the organization and employees are treated fairly which 
1 feel is important."
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"They're very much people-oriented. That's the real core of it."
"I'm sure that people within the leadership roles generally aspire 
to keeping it friendly. That's the whole philosophy. 1 don't 
mean friendly in the sense that you'll have a couple of pints 
down the bar. Friendly in the sense of being interested in the 
individual .... The total philosophy, if you like, is individual- 
oriented."
"Computako looks after people. It respects individuals."

2 Security of employment

Many Computako participants pointed out that security of employment 
was practically guaranteed at the organization. That was, of 
course, so long as the employee maintained an acceptable level 
of job performance. It appeared that every effort was always made 
to ensure that jobs were not lost. While the organization was 
experiencing rapid growth the maintenance of such a policy was 
easy. Nevertheless, even when business was not good, steps were 
taken to avoid the declaration of redundancies. The compsmy 
president's writings continued:

"Another illustration of the Computako Way occurred in 1970- During 
that time orders were coming in at a rate less than our production 
capability. We were faced with the prospect of a 10 per cent 
layoff - something we had never done. Rather than a layoff, we 
tried a different tack. We went to a schedule of working nine 
days out of every two weeks - a 10 per cent cut in work schedule 
with a corresponding 10 per cent cut in pay for all employees 
involved in this schedule. At the end of a six-month period, orders 
and employment were once again in balance and the company returned 
to a full work week. The net result of this program was that 
effectively all shared the burden of the recession, good people 
were not turned out on a very tough job market, and, I might observe, 
the company benefitted by having in place a highly qualified work 
force when business improved."
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3 Training and development of the individual

Great emphasis was reported to be placed upon training and 
development of employees. It appeared that there were always a 
large number of training courses being conducted and there was 

a full timetable of training activities for the next twelve months. 

All training was carried out internally and there was an exception
ally well-equipped management development centre on site.

"The thing 1 noticed immediately was the vast resources given to 
training."
"The company gives limited training. When I say limited I mean 
that the individual is expected to take an active part in the 
learning process. It's not limited in other ways. In fact, it's 
probably exceptional in our field of activity."
"One part that's growing out of all existence to what it used to 
be is the training part of the company, but that's company policy, 
They go for it in a big way."

4 An 'open door' philosophy

By the "open door" philosophy, participants were referring to the 
absence of physical and intangible barriers to free and open 
discussion. The Computako Way encouraged two-way communication 
and offered the opportunity for individuals to approach any senior 
member of the organization with a problem or grievance :

"Computako works in a very open way."
"You'll see no-one has offices and that applies all over Europe as 
well. We have an open door philosophy. If there's a door there 
it's open. You can go and see anyone at anytime."
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"We've always had an open door, management upwards, within 
reason of course. You can go and see the managing director, 
within reason. Obviously, if he's got someone with him, you 
just can't demand it but his door is open. That's company policy."

5 Informality

The informality associated with working within the Computako 
environment was epitomized by the company policy of all employees 
being on first name terms with each other. To facilitate this, 
individuals wore badges at all times which displayed their 
preferred Christian name and surname. The open door philosophy 
also assisted in providing a more informal atmosphere by emphasizing 
that any member of the organization could be approached directly 
without going through lengthy laid down procedures.

"It's a very relaxed atmosphere. .Everybody's easy-going so long 
as you do what you're supposed to do."

"Everyone's on first name terms here. Everyonei"
"If the president of Computako came up to me tomorrow. I'd be 
expected to call him by his first name. There's no Mr. this,
Mr. that, in this company."

6 Family atmosphere

Closely associated with this informality was the family atmosphere 
which the Computako Way was acknowledged to engender:

"We try our best to maintain a family atmosphere. Computako is 
like a family unit."

"I found it very different to my last company. Here, everyone acts 
like a big family."
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7 Freedom in planning and carrying out work activities

The philosophies embodied in the Computako Way, coupled with a 
policy of management by objectives, were stated to give individuals 
a great deal of freedom when it came to planning and carrying out 

their work activities ;

"Each functional manager is given complete autonomy. He has 
control of his own operation."
"A person has as much freedom at Computako as he's capable of 
responsibly handling."
"The individual has got a lot of opportunities to use his own 
initiative and really to get on and run his own business himself, 
with guidance and reference to managerial levels when it's needed."
"One thing I've noticed is the complete freedom. Computako 
encourages people to work out their own way of doing things."

8 Assistance willingly given on work and personal matters

Operating within a management by objectives framework frequently 
necessitated approaching a more senior person or a specialist in 

another field for assistance with a specific problem or more general 
help. I was advised that another facet of the Computako Way was 
a willingness amongst individuals to provide assistance to other 
members of the organization. This was usually on work-related 
matters, but did extend to help with personal matters.

"There's a friendliness about the place and a genuine desire to 
help all the way down,"

"Now that's one thing about Computako. If you've got a problem 
you can ask somebody. You're not out in the dark. There's always 
someone who knows and is willing to assist you."
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"When I was away in the audit team my wife went into hospital. 
They flew me back from Paris and said I could have as much time 
off as I wanted to. It certainly helps knowing that if you have 
a problem, there's not much of a problem."

9 Recognition of achievement

The culture of Computako appeared to be very much merit-oriented. 
Achievement of the objectives associated with one's job was 
greatly encouraged and was, in turn, recognised by rewarding the 
individual with promotion. Consequently, a key element of the 
Computako Way was seen to be the provision of excellent opportunities 
for career advancement;

"Computako tends to give the Computako person the chance to prove 
himself. He's thrown in at the deep end and it's sink or swim.
Of course, you always try and ensure that they soon become competent 
swimmers, and you'd never let anyone sink completely."
"Computako has a determination to"let you succeed as an individual. 
Theoretically, the sky's the limit. It's entirely up to you. If 
you want to push yourself and have the ability to do it, you can 
go as high as you want."
"Computako provides promotional prospects for everyone. That's 
the great thing about it."

10 Uniform status

As individuals were promoted they gained no additional benefits 
apart from salary increases and improved job titles. This was 
because of a Computako policy to ensure uniform status of employees. 
Regardless of their position within the organization, individuals 

were given similar treatment with regard to staff purchase discounts, 

pension scheme, and profit-sharing. References were also made to 
more readily apparent examples of single status employment:
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"We have customers comment on the fact that we all eat in the 
same canteen. They sort of say 'Where's the management canteen?' 
and we say 'This isitî'. They look around in amazement. That 
people of any level talk to each other, they find quite remarkable 
but for us it's part of our everyday life. We accept it as the norm."
"Even very senior people sit in the open plan offices. Their desks 
are no different. The carpet's not thicker. They're the same as 
everyone else."
"We don't have status symbols. The managing director might have a 
bit better car but the difference will be that between a 2.6 Rover 
or a 3*5" So there's a bit of status but that's the only one that 
exists."

11 Pleasaint working environment

While the working environment did not improve as one progressed 
up the organization, it must be stressed that this environment, 
shared by all levels of employee, was of an exceptionally high 
standard. Both the head office and the branch office visited were 
modern,lavishly-appointed building^. The offices were unsparingly 
decorated, carpeted throughout, and adorned with an abundance of 
houseplants. In addition, they contained examples of some of the 
latest and best office equipment. The provision of such an 
agreeable and pleasant working environment was another characteristic 
of the Computako Way:

"Just look around you! The facilities we've got here must outweigh 
most things disadveintageous."

"I very much like the buildings that are chosen for us to work in. 
It gives you a pride in Computako."

12 Excellent compensation package

A final, and closely-linked, characteristic of the Computako Way 
was reported to be the provision of an excellent compensation package.
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Based upon extensive salary surveys, Computako maintained a policy 
of paying rates within the top decile of all employers in the 
country. On top of their basic salary, employees received a 
substantial bonus twice-yearly as well as bonuses based upon 
the sharing of profits. There was a non-contributory pension scheme, 
free medical and life insurance, and generous provisions for sick 
pay. In addition, employees could buy Computako products and 
Computako shares at preferential rates. There was also a 'holiday 
cottage' scheme where individuals were given the opportunity to 
take vacations in houses acquired by Computako at country and 

seaside resorts. Employees also enjoyed the priviledge of free 
percolated coffee and biscuits which could be consumed at any time 
during the day.

"It's a good company. They pay you well. When you're sick they 
pay you. There's good holidays and the holiday cottages. There 
are various bonuses. It all adds up to a very tidy living."

"In terms of employment benefits, it would take an awful lot to 
beat this company."

In the case of Dataware, evidence suggested that the organization 
was striving to be a good employer by adopting policies similar to 
Computako. Training and development of employees was seen as an 
exceptionally important activity although the size of company meant 
that there were not the facilities which Computako possessed in 
this respect. While people did not wear name badges eind there was 
apparently no first name terms policy, the interactions witnessed 
seemed to indicate a high level of informality and a preference 

for the use of Christian names when dealing with colleagues of equal 

or different status. There were references to a family atmosphere
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and it was generally acknowledged that employees had a reasonable 
degree of freedom in' planning and carrying out work activities.

It was reported that assistance was frequently given to fellow 
workers on work related matters and a similar merit-orientation 
was discovered which recognized achievement by rewarding it with 
promotion. Both the working environment and the compensation 
package of Dataware were as good as those enjoyed by Computako 
employees.

Some of Computako's employment policies were apparently not present 
at Dataware. No-one commented on any marked respect and consid
eration for individuals, and there was no reference to security of 
employment. An open door philosophy and a tendency towards uniform 
status of employees were, it seemed, not in existence.

The Elite Organization

A final feature of the presented company image was that of the ê lite 
nature of the organizations and the people manning them. The claim 

of both Computako and Dataware was that they were the best companies 
in the computer and electronics industries and it was only the 
best possible individuals that were employed. Computako employees 
made many comments indicative of the superior nature of their 
organization and its products:

"There's an incredibly high standard here. Computako is a world 
leader."

"When you're in sales and you're working with the very best 
equipment on the market, your job's a lot easier."

"Computako has always kept in the front. It's a go-ahead company .... 
Our technical publications and manuals are second to none."
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Dataware participants had similar comments to make:

"This is a first-class company in all respects and by any standards."
"Our products are the best on offer to meet the customer needs 
we’ve successfully identified."

Many participants from both organizations believed that they 
belonged to an élite group of individuals. A strict recruitment 
and selection procedure seemed to be at the foundation of the 

claims that employees of these organizations were the best 
individuals available in their respective fields of activity. 
References to this procedure were common at Computako:

"It’s difficult to get into Computako. They reject a large number 
of applicants."
"We’re looking for people with potential. We’re just not interested 
in the rest."
"We spend a lot of time interviewing to get the right person for 
the job. In fact, we probably only take on one in ten people."

Dataware employees also acknowledged the high standards set by 
their recruitment and selection procedure;

"We try to look for the best people that are available. We’re not 
that desperate that we have to take on any rubbish."

"There’s only a small proportion of applicants that finally get 
offered jobs here."

"I think it’s inbred into you at the start that you don’t take 
anyone you're not sure of. That's the way you're brought up. There's 
no way I'd take on a salesman that 1 didn't think would fit in and 
be good."

"When we recruit, we look for a certain kind of person. It's something
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I can’t really define for you but you get a feeling that this is 
the right kind of person for this company."

At both organizations, it was claimed that it was only a very 
special type of person who emerged successfully from these strict 
recruitment and selection procedures. People in possession of 
these special characteristics were referred to as "Computako People" 

and "Dataware People ":

"It's as though the company attracts a special sort of person - 
a Computako person."
"There's a typical Computako person. Someone who's dedicated and 
conscientious."
"There's a definite Computako person. A person who eats, drinks, 
sleeps, and breathes Computako. There's no getting away from it."
"I'm very impressed with the people. Dataware have a very sensible 
selection policy where they look for 'Dataware People' first. 
Dataware people they've got to be. Then we'll see if we can match 
them in a job."
"The result of our strict selection procedure is a company of 
Dataware people. People of similar and desirable characteristics."

Naturally, reports of these special types of people, emphasized 
their superior qualities. At Computako it was observed:

"When I arrived here I was aware that I was working with very 
professional people. I was dealing with people who were highly 
intelligent, technically competent, able and ambitious."
"Obviously, in a customer environment we must be able to portray 
the company image the way the Company portrays it, which is a 
smart image. So we employ smart people. If you sum it up, our 
people are smart, presentable, are technically in the top 10% of 
their field, and have the initiative and the motivation to drive 
themselves, to better themselves in the company. Young, dynamic 
people. You'll see that Computako is full of young people."

"The people here are of a very high calibre. All people in the 
organization are top-class people."
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"Our people are of such a high standard - Very well bred."

In my first meeting with the Computako access granter, I was 
informed that the average Computako technician would have a 
better knowledge of state of the art microelectronics than a 
university professor specializing in the field. This observation 

further emphasized the predominant attitude with regard to the 
quality of employee. A similar phenomenon was encountered at 

Dataware:

"I came to Dataware to find that 1 was surrounded by various forms 
of genii."
"What characterizes a Dataware person? It's somebody who has a 
fairly aggressive and extremely professional stance to their 
work."

As well as having superior qualities, it became obvious that the 
employees of these organizations were expected to exhibit their 
superior nature to the outside world and generally act as 
representatives of their employing company at all times:

"There's a certain standard you've got to conform with such as, 
at one time, you'd never get a job at Computako if you had a 
beard. There's only one sales engineer with a beard and we know 
that he's being forever told would he please remove it from his 
face because it's not good for the Computako image. You're also 
expected to wear a tie all the time."
"When he said to me, 'You can be standards lab manager. I'll let 
you train up for the job', I said, 'O.K.' . Then he said to me, 
'What I'd like you to do is wear a tie'. I said, 'Oh well, fair 
enough. We do meet customers and we have got to carry a particular 
image of Computako. I can well understand that'. The next thing 
he said was, 'Isn't it about time you got rid of that silly 
motorbike? Move up a bit and start acting a bit more reasonably'. 
Well, 1 said, 'What do you mean by more reasonably? I come to work. 
I do my job. There are never any complaints about my work. It's 
all done properly'. He said, 'Yes, but it's the wrong image for 
the company'. "
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"You realise very quickly that you're a representative of the 
company. Therefore, I act always as a Dataware representative."

It was reported that these special representatives of Computako 

and Dataware were observed to behave in characteristic ways. 
Dataware people were generally acknowledged to be exceptionally 
enthusiastic towards their work:

" I get in at nine. There's people in there before me. I leave 
on average at six and they're still there. They're working on 
things that interest them. They're so enthusiastic."
"The one thing that hit me like a rock was the enthusiasm of the 
people which, a bit like crowd theory, picks you up and carries 
you along. You can't help being enthusiastic when everyone around 
you is enthusiastic .... I think it's the people that change people 
like myself more than the firm itself."
"The first thing 1 noticed was the enthusiasm of the people. That 
really struck me."

Computako people were seen to be highly committed and keen to work 
in an equitable manner ensuring that their contribution to the 
organization matched the generous benefits they received:

"Ask a person to do two or three hours of overtime and they'll do 
it without question. They're that committed."
"The people here tend to be so committed to their work and to the 
organization. It's devotion to the organization and a general 
reluctance to leave."
"It's a two-way process, isn't it really? The company shows it's 
committed to you, so you feel committed to the company."

"I work hard because I feel it's an obligation in return for my pay 
and conditions. I'm being paid well to do the job so I'll do it to 
the best of my abilities."

"The company gives you a good deal so you contribute a lot to the 
company."
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Symbols Of The Presented Company Image

These three elements of successful company, good employer, and 
elite organization made up the company images that were fostered 

and presented by Computako and, possibly in a more diluted fashion, 
by Dataware.

Even embodied within the language of these two organizations were 
numerous acknowledgements of the presented company image. Reference 

has already been made to expressions such as "The Computako Way", 
"Computako People", and "Dataware People". These elements of common 
language within the two organizations were illustrative of the 
presented company image. A word that was used in abundance at 
both organizations was, indeed, "presentation". This was taken 
to indicate the tremendous importance of keeping up appearances 
at all times. At both organizations, there were few reports to 
management. They were presentations. The major marketing tool 
was the sales presentation. When a manager had an issue to 
communicate to his subordinates he would call them together and 
make a presentation. The group discussion exercise carried out at 
Computako was referred to by organization members as my presentation. 
When the personnel manager briefed me on what would go down best 
at that meeting, he suggested I prepared elaborate handouts and 
interspersed my discussion with visual aids. When I had completed 
the group discussion activity, some of the senior managers approached 
me and commented upon my "professional presentation". It appeared 

that how I had put over my results was judged just as important as 
the content of those findings.
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Not only was lanaguage important in respect of the presented 

company image. There were other symbolic representations of 
this phenomenon. This was particularly so in respect of the 
good employer and élite organization aspects. Reference has already 
been made to the well-appointed buildings which housed the two 
organizations. These portrayed the images of good employer as well 
as successful company. When inside Computako, the heavily-subsidized 
canteen and free light refreshments were further indicative of the 
good employer. The open plan offices of Computako appeared symbolic 
of the open door philosophy and uniform status provisions associated 

with the good employer notion. As for the élite organization, there 
were symbols portraying the special nature of the people at both 
organizations. The majority of individuals were immaculately and 
expensively attired. In addition, they tended to have very elaborate 
job titles.

One Computako respondent appeared to capture the predominant 
feelings towards the company resulting from the presented company 
image;

"This is no ordinary type company. You're always very much aware 
here that it is special. Yes, people actually smile here and 
don't mind coming to work."

The Rationale For a Presented Company Image

There appeared to be good reasons for this presented company image 

at Computako and Dataware. Both organizations operated within the 

highly competitive industries of computing and electronics. With
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apparently very little to choose from in terms of specifications 
and capabilities o:Ç the equipment on the market, it seemed 
necessary to attract custom by advertising the benefits of trading 
with particular companies. The fostering and presentation of 
the type of company image which Computako and Dataware projected 
was apparently an activity designed to advertise and emphasize to 
prospective customers the superior nature of the companies and their 
products. This notion was supported by one Computako employee 
who had spent some time in the sales force:

"The Computako Way is connected with the promotion of Computako 
instruments. What you do is push the point that Computako is a 
very happy family and that the slogan for Computako instruments 
is what's called 'speed and reliability'. You push the point 
that it's very reliable and they don't often break down. You 
push the point that even if it does break down you've got a really 
good service back-up."

The tremendous importance placed upon marketing and sales was clear 
at both organizations. A standard phrase often heard at Computako 
and Dataware was, "We're a sales company". The emphasis was 
definitely upon selling, and sales could be promoted if the right 
company image could be portrayed.

Reasons For Ehiployee Behaviour Consistent With The Presented 
Company Image

While the rationale for presenting good company images was clear, 
the enthusiasm with which members of Computako and Dataware engaged 
in this activity was surprising. I began to question why there was 

such a large degree of collaboration with respect to the presentation
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of the company images and why the majority of employees conformed 
with behaviour congruent with these images, A number of reasons 

emerged to possibly explain why individuals were so keen to 
present the company image and act in a manner befitting it.

Of particular relevance was the induction of new recruits. Both 
orgeinizations placed great emphasis upon the induction procedure. 
At Computako, this activity had the somewhat sinister title of the 
"orientation programme". Employees of Computako made reference 
to this process of orientation:

"When once we've found the right people, it's essential we assimilate 
them into the Computako Way."
"When you come to the company you go through indoctrination. You 
haven't been told about this? What happens is in the first month 
you go to the personnel department and have a sort of induction. 
You're told all the things that are expected of you. You come out 
of there practically a Computako person. A lot of young people who 
start here, 17 and 20 year olds, they're still quite impressionable. 
They believe all they're told practically 100 per cent and come 
out thinking, 'I am going to be a successful Computako person'."

As well as the orientation programme which was, according to the 
above respondent, a tool of indoctrination, there was also an 
abundance of literature, such as the booklet entitled "The Computako 
Way", which could be likened to propaganda reiterating the lessons 
of induction. Other subjects referred to indoctrination eind 
associated propaganda:

"There's almost a propaganda associated with the Computako Way: 
This is what's expected. If you're not meeting it you're no good 
to the company."
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but the thing is, here, it's very addictive because you 
end up working at the pace that you're doing. Somebody likened 
it to being indoctrinated today at lunch-time as I was trying 
to shovel down my salad, drink my coffee, and get back to do 
some work, all in about ten minutes. It is true. What happens 
is you get motivated to the extent that you're not able to wind 
down that much anyway."

When the concept of the presented company image was related to the 
senior management participating in the Computako group discussion, 

the notion of indoctrination seemed to receive further validation:

1st Manager: (Looking at a slide detailing the good employer
aspects) This is like, it's almost quotations 
straight out of the books.

2nd Manager: Yes, It's like our training programmes.
3rd Manager: It's getting through to them perhaps ....
Presenter: As I said, this is an area that seemed particularly

strange to me. I don't know whether there's any 
feedback you can give me. I've still not drawn 
any conclusions pn why people seem to identify so 
much with this good employer image and throw it 
out constantly to people.

2nd Manager: I think the feedback depends upon who you are
researching. Most of the people who went through 
the slower growth stages grew up to believe in 
some of those things. We've had them written down 
since then. With our particular growth, we bring 
people in and we pump that into them within a 
matter of weeks, or months at most, whereas before 
they would have accumulated it over a period of 
years. It's only natural that they'll come back.
I think it's one of the biggest dangers that we have.

4th Manager: There's one or two points here. One is that some
of those things are not put in any of the propaganda 
and some of these things I can detect walking into 
an orientation programme with people who've been 
here only two weeks.

Another important factor was possibly the recruitment and selection 
procedures used. As well as looking for people with superior 
qualities there was the possibility that only those people who
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appeared willing to enthusiastically promote the presented company 

image were taken on by these two organizations. Certainly, the 
initial decisions on the acceptability of applicants was apparently 

not based upon detailed knowledge about the individual. While having 

lunch with a Computako recruiter, I commented that her job must 
have been very difficult with the large numbers of employees being 

taken on. Her reply was:

"It’s not really difficult. You can tell a Computako person as 
soon as you meet one."

This first impression could have been related to willingness to 
collaborate in the maintenance of the presented company imageo

Many other features of the organizations that have already been 
discussed could also have played a part in ensuring that employees 
were keen to maintain the presented compeiny images Computako and 

Dataware. Reference has been made to the merit orientation of the 
two organizations. Promotion was seen as the reward for the 
achievement of the objectives of one's job. Judging from the 
comments made about the undesirability of beards, motorbikes, and 

not wearing a tie, it appeared to be implicit that an individual 
did not receive his reward without conforming to the presented 
company image. Realising this, it may have been that some individuals 
paid lip service to the presented company image. This certainly 
seemed to be the case according to one Computako participant:
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"Everybody’s trying to put on a front. I’m sure that if you 
really took all these people aside and boiled them down, er, I 
mean if you ever go out with these people socially, the person 
behind the chap yog see at work is totally different. Completely 
different!"

The equitable fashion in which Computako employees conducted 
themselves may also have been pertinent to their willingness to 

promote the presented company image. Individuals may have under

stood that this was an expectation placed upon them in return for 
their excellent benefits of employment.

Following careful socialization into the organization, there could 
have also been strong group pressures to conform which greeted 
subsequent newcomers. As may be recalled, one Dataware respondent 
referred to crowd theory, when discussing the enthusiasm of 
employees, and suggested that it was other individuals within the 
company and not the company itself that produced this attitude 
in new recruits. There was every possibility that these newcomers 
would have been very susceptible to group pressures given the 
ambiguities they could encounter in a rapidly changing situation, 
necessitating the searching for cues for acceptable behaviour.

Finally there appeared to be several advantages associated with 
collaboration to maintain the presented company image. The 
individual was seen by others to be a member of a very successful 

company, to have all the benefits associated with a good employer, 
and to belong to an elite group. When individuals apparently derive 
much esteem in wider society from the nature of their employment, 

the presented company image would surely ensure a high personal 
esteem. Indeed the majority of employees appeared to desire work
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to satisfy such higher order needs. Ensuring that the presented 

company images werq upheld, with the consequence that Computako 
and Dataware remained "superior" and "special" companies, seemed 

to be a way of maintaining the satisfaction of higher order needs.

Having discussed the notion of presented company image, elaborated 

on the features of this phenomenon, and put forward some reasons 
apparently encouraging people to maintain it in an enthusiastic 
manner, attention is now devoted to the positive effects associated

with rapid change at the workplace.

The Positive Effects Of Rapid Change Rooted In Growth

Here I deal with the beneficial aspects that were reported to be 
associated with rapid ch^ge resulting from organizational growth.
As only two of the four host organizations were experiencing rapid 
change which was rooted in growth, the following discussion is 
entirely reliant upon data collected at Computako and Dataware.
By the nature of this data, the discussion will centre around growth- 
related rapid change producing an enhancement of the presented
company image and the positive implications this was reported to

have for employees of these two organizations. I proceed by 
examining each of the three constituent features of the presented 
company image in turn.
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The Successful Company

Rapid change, when rooted in growth, was viewed by many 
participants of Computako and Dataware as a condition that not 

only had to be endured but also had to be encouraged in order to 
reap the benefits associated with being employed by a successful 
organization. Rapid change reinforced the notion of the successful 
company embodied within the presented compeiny image and was seen 
as being extremely beneficial to employees of the organization. 

There was strong feeling present at both Computako and Dataware 
of "If we didn't change, we wouldn't be successful". Here, rapid 
change was largely perceived to be a result of success or necessary 
in order to maintain a high level of success. Consequently, a 
high proportion of individuals viewed rapid change within their 
organizational lives in a positive manner. The benefits accruing 
from its occurrence were appreciated.

Once more, it is necessary to stress the nature of the prevailing 
economic climate at the time of the study which could have had 
an impact upon attitudes. This period was characterized by a 
tremendous decline in many of the traditional industries of this 

country. Layoffs and redundancies were extremely common. In such 
a climate, it was not altogether surprising that individuals 
welcomed success of their organization and were happy to accept any 
measures, such as rapid change, that would ensure a continuance 
of this success:
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"I look at change as done for the right reasons, so I look on it 
with enthusiasm. Hopefully, it's going to create more business 
which can't be ahything but good for me personally."

"Most of the change I've experienced since arriving at Computako 
has been related to growth. People aren't unhappy with growth 
because it's their prospects."

"I'd rather work for a company doing well than one doing badly 
regardless of the changes I have to cope with."

"Computako will change until it gets things right. If it didn't 
change, we'd end up not making a profit, well, not as much profit 
as we should do."

Therefore, it may be concluded that rapid change had a positive 
effect for many individuals as it was perceived by them to be 
closely linked with company success which was of great importance 
to them. According to one Computako participant, the positive 
effects of rapid change rooted in growth were well illustrated 
by the attitudes of individuals in an organization considered 
to be successful:

"Obviously, when you're growing and the company's doing well it 
promotes a certain enthusiasm and motivation. This is in 
evidence throughout the company."

The Good Employer

To many individuals, the link between growth and the provision of 
benefits associated with the notion of good employer was obvious. 
Growth was seen as producing more opportunities for the organization 
to pursue its role as good employer. For this reason, some changes 
rooted in growth were readily accepted in the knowledge that the
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organization would continue to be a good employer. Other changes, 

as will be seen, were perceived as directly beneficial to 
individuals in terms of specific features of the good employer 

image.

One aspect of Computako's good employer policy was the security 
of employment offered to its employees. As already hinted in 
the dicussion above, growth was understood by many individuals 
to increase security of employment. As one individual commented 
about his employment with Computako:

"This is better than the insecurity of a non-growth organization."

Growth produced further security of employment. Thus, any changes 
associated with growth were welcomed given the economic climate 
that prevailed. Growth produced another welcomed effect in which 
the link between subsequent changes and individuals experiencing 
benefits was more direct.

Increases in the size of Computako and Dataware invariably meant 
the need for more supervisors and managers. Hence, growth was 
perceived to offer more opportunities for the recognition of 
achievement by promotion. Most participants of these two 
organizations made reference to this benefit associated with growth- 
related change where the overall impression appeared to be that such 
changes directly produced opportunities for career advancement;

"I think people are conditioned to accept change and to see it as 
a means of developing their career. If they don't change, they will 
probably stagnate. It will not be beneficial to their career to 
remain static, doing the same job."
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"One of the attractive features of Dataware was the fact that the 
company was obviously going to continue to grow. The sort of 
position I was going into would take me up quicker than I would 
hope in longer-established companies .... I see change as a source 
of opportunities to me personally. Because I'm career-minded, 
change is attractive to me."
"Well, I can't say that change has had any great effect upon me 
other than promotion-wise .... Growth produces promotional prospects 
for everyone."
"Change usually implies that everybody's going to have more opportun
ities •••. it usually opens up the scope of their job and is therefore 
received very well."

"I think that with the expansion programme being so large, they're 
having to take people on and put them into a supervisory position 
before they've been in the company five minutes themselves .... It 
can be an advantage for people who are looking for a fast career 
path."

Growth and its associated changes were also seen as advantageous 
in that they permitted the organizations to continue to provide 
excellent compensation packages and pleasant working environments. 
As one Computako respondent put it:

"In a slower environment, they wouldn't be paying the money. There 
wouldn't be the benefits."

Another feature of the good employer policies of Computako and 
Dataware which was apparently perceived to be enhanced by growth- 
related change was that of freedom in planning and carrying out 
work activities. It was reported that there was never enough 
managers to closely supervise the expanding workforce and what 
managers there were tended to be preoccupied with the management 
of change. The result was that most individuals enjoyed even 

greater freedom than they had come to expect:
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"In my opinion the tremendous growth has led to an increase in 
freedom. With all the changes going on, there's no time to 
constantly check on one's subordinates. Everybody is expected 
to be a responsible citizen and is left to work on his own."

"In a non-growth organization, I don't think you get the same 
freedom. When I came here I had a few ideas: 'I want to be doing
it this way. I want a new planning system'. 'Yes, it's up to you. 
If you feel that's going to do a good job for you, yes, go ahead 
and do it'. O.K. I'd come up with the advantages of this system. 
Implementation! There's a lot more freedom in this respect within 
a growing company."

The Élite Organization

As well as producing more opportunities for the organization to 
act as a good employer, changes rooted in growth appeared to 
further support the concept of Computako and Dataware as élite 
organizations. There was evidence to suggest change being viewed 
as advantagous when it was related to growth rates superior to 
those of other organizations :

"Change means we're doing better than most, well, certainly better 
than the average British company."
"I think they consider themselves to be fortunate to be still in a 
growing industry instead of a declining one. I mean, look how many 
declining industries there are in this country."
"They like to see the company succeed in comparison with the 
opposing team - Grow faster than the competitors. There is this 
team spirit associated with the Dataware flag."

One Computako participant reported that, by producing opportunities 
for rapid promotion, growth-related change reinforced the idea that 
individuals were of a superior nature:
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"They see themselves moving forward faster than they would normally 
accept as the norm. They think that’s tremendous. Everyone 
thinks they're an ace star person. They're all moving so fast."

Closely linked was the phenomenon of people reaching very senior 
positions at an early age. As another Computako participant 

observed:

"Opportunities are given at a younger age because of the growth."

The prospect of becoming a senior manager in one's late twenties 
further produced the notion of a superior group of individuals.

The Positive Effects Of Rapid Change Rooted In Technological Innovation

Here I deal with the beneficial aspects that were reported to be 
associated with rapid change resulting from technological innovation.
It was at all host organizations that new technology had had an 
impact. Excluding Midland Systems, the host organizations had 
all experienced changes in product technology as well as production 
and servicing equipment technology. The impact of technological 
innovation upon the sector of Midland Systems studied was confined 
to computeriz ation of the office procedures.

For Computako and Dataware employees, technological innovation 
was largely interpreted as another factor producing enhancement of 
the presented company image and, hence, such changes were positively 
viewed. To assist discussion of the positive effects of technological 

changes at these two organizations, the framework of the three 
constituent features of the presented company image is again utilized.
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Attention is then devoted to the positive effects of technological 
innovation reported by the participants of Midland Systems and 

Unitran.

The Successful Company

Rapid change associated with technological innovation was seen by 
most participants of Computako and Dataware as directly increasing 
the potential for increased sales. Therefore, such changes were 
reported to be valued means of remaining a successful organization:

"Technological change has had an impact from the point of view 
that we're now selling more products. The technology change has 
opened up the marketing of our products, you know. It's the major 
area and it's given us more growth. Our machines are so much 
larger euid complex, and they're sold into a larger marketplace now.
So it's only from that point of view."
"If you look at a comparable English company like British Instruments,
they are not up-to-date. They tend to be behind the times. They 
are not competitive which is probably why they're not doing as 
well as us."
"A new machine is usually, for us, a relief because we know what 
people have been asking for and we have to keep saying, 'No, we 
haven't got it'. Now we can say, 'Yes'."

"I feel technological change has to come. I'm afraid the way the
world's going, it has to come. If Computako didn't keep up with 
it, it would go down. Unfortunately, as I said before, what makes 
me sorry is that British companies, with the possible exception of 
Britcom, just haven't kept up with it. I don't know what the 
figures are but I would say that in the overall sale of electronic 
instruments, whereas 25 years ago British Instruments and various 
other companies had 95 per cent of the market, I would think now 
that Computako's got about 60 per cent and the other 40 per cent is 
shared amongst what's left."

The Good Employer

As with rapid change rooted in growth, technological changes were 
perceived to be indirectly contributing to some of the good employer



401

policies of Computako and Dataware. There was more chance of 
employment with these two organizations remaining secure when they 
were striving to continue in the forefront with regard to product 
and production technology. Consequently, the majority of individuals 
perceived changes utilizing the latest technological innovations 

as being beneficial. Once more, participants also saw the link 
between remaining technologically advanced and the company's ability 
to achieve high levels of sales which, in turn, enabled the provision 
of the excellent compensation packages and pleasant working 
environments associated with Computako and Dataware. Such perceptions 
also led to a positive attitude towards technological innovation;

"I'm sure technological changes would worry me if I wasn't in the 
electronics industry. Working for Computako, technological changes 
can only mean that the order books remain full which can only be 
good as far as the security of my job is concerned."
"A lot of people would probably agree with me when I say technological 
innovation helps us remain a healthy company .... We wouldn't have 
the tremendous benefits of employment we're accustomed to if we 
were unhealthy."

The Elite Organization

Producing "state of the art" equipment was apparently also perceived 
as beneficial as it enhanced the notion of Computako and Dataware 
as élite organizations, far superior than their competitors:

"Computako has a very good reputation. It is generally accepted 
that our products are the best on the market because we make every 
effort to constantly update them using the latest technology in the 
field."
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"Modem equipment and modern ideas. That’s what sets us apart 
from our competitors."

Therefore, technological changes were greatly appreciated by the
;i ■

majority of participants of these organizations.

Technological Innovation At Midland Systems

Computerization of the office procedures was reported to produce 
some positive effects for those directly affected by this change 
of technology. One individual maintained that employees of the 
department felt very special to have been selected to undergo such 
a change:

"Working on VDU's was very different. We felt a bit like an élite 
being the first to use this new technology."

Another respondent reported a general feeling of excitement:

"There was a general feeling of excitement. 'I wonder what it'll 
be like'. 'Won't it be great - televisions in the office?'. That 
sort of thing."

It appeared that this excitement and further positive attitudes 
were firmly founded in the nature of this technological innovation. 
Further participants' reports indicated that the new equipment 
associated with computerization had greatly interested and fascinated 
some employees:

"It was interesting really. We were all interested in knowing how 
they (the VDU's) worked and what they did. It really is marvellous, 
you know. You just sit there and key in your numbers. They are 
marvellous really."
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"Going onto a machine like that, I suppose it fascinated me.
The fact that you were keying something in and you could bring 
it back and see what you’d done almost immediately. I think it 
was fascinating really."

Technological Innovation At Unitran

A large proportion of Unitran participants expressed a similar 
attitude towards changes in product and production technology as 

those reported by many Computako and Dataware respondents. Constant 
technological innovation was perceived as a means of remaining 
ahead of, or keeping up with, competitors. This change was seen 
as crucial for the survival of the organization and, consequently, 
security of employment. Employees were therefore most happy to 
witness rapid change of this type;

"I think a firm like this has got to keep up with modern technology. 
In fact, I suppose they are modern technology because they’re 
designing things before other people. They should in order to stay 
in business. You’ve got to be in the forefront of everything."

Also like the majority of Computako and Dataware respondents, the 
test technicians at Unitran were found to interpret change in 
terms of career advancement. For these individuals, technological 
innovation meant experience of working with the latest electronic 

developments. Unlike the people of Computako and Dataware, the 
Unitran test technicians looked outside of the organization for 
better prospects. The more experience they had with the latest 
developments, the more attractive they became upon the external 
labour market. Such changes were therefore viewed as good events;
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"There's always new instruments coming down. There's a new one 
starting now. I'm just moving onto it within the next couple of 
weeks. I've had a look at it. It's microprocessor which I've 
never done and which I'm looking forward to. Most things are 
going to be microprocessor so you need to do that .... I don't 
mind trying something new like that so long as it's an advancement 
for me personally. It makes me more qualified and increases my 
chances when looking for better jobs."

Further Beneficial Aspects Of Rapid Change

Participants from each of the four host organizations expressed 
a general preference for a rapidly changing work environment as 
opposed to a static organization:

"Change is something I find quite attractive really. It's so 
much better than a static environment."
"Given the choice between a changing and a non-changing organization, 
I'd go for the changing one."
"I worked at one company before I came here and I think it would 
be the same forever. It seemed td be static. I don't think I like 
that. I quite like change."
"If the organization wasn't changing. I wouldn't be here. It's 
as simple as that."
"I must admit that I like change."

From what has been presented so far in respect of the perceived 
beneficial aspects of rapid change rooted in growth and technological 
innovation, it was not altogether surprising that such preferences 

were voiced. However, many individuals reported a liking for 

conditions of rapid change irrespective of their cause. These 
individuals simply enjoyed working in a rapidly changing environment 
regardless of whether it was growth, technological innovation, or 
any other source that had produced these conditions. While a large 
proportion did see the advantages of rapid change rooted in growth
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and technological innovation already cited, these were apparently 
added bonuses. These participants reported getting tremendous 
satisfaction from rapid change itself. Rapid change was welcomed 

as a source of constant novelty and variety which alleviated any 
potential monotony and boredom in their working lives. It 

apparently went a lot further than just relieving boredom. There 
were many reports of great stimulation resulting from conditions 
of rapid change. These matters are now discussed.

As a final discussion point in respect of this data category 
grouping ̂ I detail observations relating to conditions of rapid 
change at work being perceived by individuals as beneficial 
because of the preparation given for dealing with rapid change 
within their private lives.

While rapid change was identified/by participants of all host 
organizations as a source of constant novelty and variety at work, 
it was the employees of Midland Systems and Unitran who most 
consistently emphasized this perceived advantage. The novelty 
associated with the introduction of the computerized office system 
was an issue mentioned by many Midland Systems employees :

"It was very exciting. I was in my element playing with this new 
toy."

"It was really interesting. You take them for granted now but at 
the time, I remember when we were first inputing on them (the VDU's) 
we used to think , *0h I love this. I'd love to do it all day'. It 
was something new."

"It was a novelty to begin with. We had a lot of enjoyment playing 
with the new machines."
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It was found that many Unitran employees enjoyed the frequent 
changes of factory layout which accompanied new production 
techniques within the department being studied. To these 
individuals, rapid change produced a highly desired variety 

at work;

"Oh it's a change! In fact, I like it. I don't like to be stuck in 
the same place. I mean, you see the same things every day. It's 
nice to have a change."
"As I say, I don't mind moving. It doesn't worry me in the least.
In fact, it's variety. I like the constant moves."
"They keep you on the move. Mind you, it does stop you getting 
into a rut."

Similar reactions were reported with regard to the introduction of 
new products and also in respect of the redeployment necessitated 
by the decreased demand for Unitran's products:

"The demand should go up with these new machines. Also it's a 
change for the people. They will be dealing with new units. People 
like the variety."

"Now there's less and less work. We are doing other people's work 
at the moment. I quite enjoy it. It's a change - variety!"

Several participants from each host organization reflected upon 

their experiences of rapid change and concluded that the absence 
of this condition could only result in boredom:

"I mean, if I worked for the Civil Service, I'd be bored silly.
With this company you don't get the chance."
"I like change. I find, myself, that I get bored if things go 
on for too long."

"In fact I quite like it (constant change). I think I'd get fed up 
with it always the same."
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"Change certainly means you can never complain about being bored 
here."
"There are a number of occasions when I think 'Oh for the quiet 
life!'. But I've only got to have a couple of quiet days and I 
get bored. Nothing's happening! Let something exciting happen! 
I'm getting bored!"

It was participants from Computako and Dataware who predominantly 
acknowledged that rapid change not only ensured an absence of 
boredom but produced a definite stimulation. The scarcity of 
observations of this nature at Midland Systems and Unitran seemed 
to be linked with the job levels of the majority of employees at 
those organizations. Stimulation was apparently experienced most 
by supervisory and managerial personnel who were instrumental in 
introducing and managing change. There were many observations 
about rapid change producing stimulation:

"It's an environment of great stimulation."
"I like that kind of change happening. I think any kind of change 
is stimulating unless they have adverse effects upon you personally, 
which is something I've never experienced. I think part of the 
rationale for doing it is to keep people on their toes .... It 
stimulates people."

"I think people don't want easy jobs; jobs that they're totally on 
top of. They get bored. You maybe go and look for the kicks and
maybe part of the kicks is change. You're put into a situation
that you don't know whether you can really cope with. Your
personality gets the better of you and you want to do it just to
prove you can."

A large number of participants saw this stimulation as synonymous 
with excitement:
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"You live through an extended period where the adrenalin's 
going. You're facing fairly traumatic problems every day. It's 
the challenge of solving them. It's very exciting."
"A lot of change in a short time is exciting and stimulating."

One individual went so far as to describe the experience of 

rapid change as exhilarating:

"I think working in this type of environment always tends to 
stretch you a little bit which I find exhilarating. Frustrating 
at times but exhilarating from the point of view that you're 
always being stretched."

Some respondents suggested that it was the pressure associated 
with change, and the increased workload that change produced, which 
gave rise to stimulation.

"If you went into one of those old-fashioned sorts of companies 
where they continually make horse‘shoes or something, there's 
no change there. Because of that there's no pressure, no stress, 
no stimulus."

"On the whole, I thoroughly enjoy doing the extra work I associate 
with change. I haven't been able to do everything as well as I 
would like to but I like to work under pressure. It's stimulating."

Thus, rapid change was a stimulant for many individuals producing 
desirable effects for them. Being deprived of this stimulant 
after developing an addiction to it apparently produced noticeable 

withdrawal symptoms. For the two Midland Systems managers who had 
managed the computerization exercise, the period of rapid change 
was then over. At the time of the study, their task was simply to 
rectify teething troubles and maintain the new system. They both 
reported feelings of anticlimax that had followed the disappearance
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of rapid change:

"It's an anticlimax. I'm right down. I'm looking around for 
something to do. There's still plenty to be done but by 
comparison with when the adrenalin was really flowing and there 
was a battle a day, it's so trivial, so uninteresting. It's 
boring by comparison."
"When it's all over, without you realizing it, the problems have 
been gradually dropping away and at the end of it you think, 'Oh, 
it's a bit boring now, isn't it?'."

A Dataware respondent reported a similar experience when an 
additional person was recruited to ease the burden placed upon her 
by rapid change:

"I like to work under pressure and my thoughts are that I'm going 
to feel a bit let down. I feel a little anticlimatic at the moment."

Two Midland Systems employees reported another interesting 
phenomenon. They suggested that rapid change at work had been 

beneficial in that it had equipped them to cope with similar change 
in their private lives. The impression given was that permanence 
had lost its value to these individuals and they had gained greater 
confidence in their ability to change. These participants, who 
were both in their forties, had just undergone divorces. According 
to one, a period of rapid change at work had provided an element 
of adaptability that she now enjoyed:

"I think it equips you with something. The adaptability that you 
have to grasp. If you can cope with it at work, you can cope with 
it at home."
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The other respondent felt that rapid change at work had encouraged 
her to take the initiative and substantially change the 

circumstances of her private life:

"After all this change I realized that I was able to cope with 
things. At one time I would have been the type to sit back and 
accept everything that was going on at home, but now I think 
that's silly. I'm able to change so why should I put up with 
second best at home?"

A Dataware manager, although unable to cite any specific examples, 
was also of the opinion that a rapidly changing work environment 
was beneficial from this angle:

"I think that if you can cope with the changes at work, you can 
always cope with other changes that come up in your home life."

Summary

This chapter has been concerned with the reported pleasant 
experiences of work within rapidly changing organizations. The 
notion of the presented company image pertinent to both Computako 
and Dataware was introduced and it was shown how rapid change, 

rooted in growth and technological advancement was generally 
interpreted as pleasant owing to its ability to enhance the 
presented company image. Technological innovation at Midland 
Systems and Unitran was shown to be associated with pleasant 
experiences for many individuals. It was also shown that, for 
several general reasons, employees of all four host organizations 
enjoyed the experience of rapid change at work.
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CHAPTER NINE: UNPLEASANT EXPERIENCES OF WORK WITHIN RAPIDLY
CHANGING ORGANIZATIONS

This chapter addresses the final data category grouping of "individual 
experience - negative" and is concerned with the disadvantages, 
negative aspects, and adverse conditions which research participants 
perceived as resulting from a rapidly changing work environment. 
Attention is first given to feelings of apprehension where reports 
of anxiety, fear, and insecurity are detailed. Similar treatment is 
then given to reports of annoyance, frustration, confusion, eind 
disorientation under the heading of feelings of irritation. Next is 
examined the phenomenon I have referred to as perceived decreased 
capability, which was found to be in widespread evidence within the 
four host organizations. The revision of presumptions concerning 
organizational life was also discovered to be a frequent occurrence 
within rapidly changing work environments. This matter receives 
attention before the discussion centres upon individual overload. 

Then, the consequences* of these previously-mentioned problem issues 
for the inhabitants of rapidly changing organizations are detailed.
It is here that the attitudinal, behavioural, mental and physical 
manifestations within individuals of the effects of rapid change are 
discussed. Finally, data is presented relating to observations about 
which individuals were most susceptible to these negative consequences 
of rapid change.

Henceforth, a distinction will be made between unpleasant 
"effects" and "consequences" of rapid change. Effects are 
those factors resulting from rapid change which were reported 
to be the producers of unpleasant experiences. Consequences 
are the attitudinal, behavioural, mental, and physical 
manifestations resulting from exposure to the unpleasant effects,
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Feelings Of Apprehension

Attention is now given to feelings of anxiety, fear and insecurity. 

This discussion is subdivided into observations made at Computako, 
Midland Systems, and Unitran. Such a subdivision was dictated by 
the data. At Computako there were a variety of reasons given 
for such feelings of uneasiness with occasional reference being 
made to the possibility of job loss as a source of anxiety, fear, 
and insecurity. With Midland Systems and Unitran participants, 
feelings of apprehension were almost exclusively related to 
potential job loss.

For each organization, attention is devoted both to interviewees' 
general observations about the incidence of the phenomenon in 
question and to their suggestions concerning possible reasons for 
its occurrence. Several overall similarities will become obvious.

It should be noted that Dataware employees did not report feelings 
of apprehension. This may have been the result of only conducting 
one interview with each petrticipant of this organization. It was 
my experience that admissions of such feelings tended to emerge at 
second interviews when greater trust had been developed. There was 
also the fact that this sample consisted of senior personnel who 
were more in control of their destiny and the changes impacting 

upon it. In addition, it has already been acknowledged that these 
individuals possessed a reassuring attitude that their skills were 
in great demand elsewhere should they become threatened by change.
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Feelings Of Apprehension At Computako

At Computako it was discovered that there existed a general 

apprehension brought on by conditions of rapid cheuige which 
apparently had its source in various factors inherent in the 
environment. Meuiy participants reported an awareness of this 
phenomenon with one person attempting to describe the state of 

affairs:

"Everyone's worried about change. People get worried by change 
because they can't,and I can't, always see where it's going to 
leave us. You know what your job is now and you feel safe but 
at the back of your mind you've always got that, er, change means 
we're going to change the way we do the job. They way we're doing 
the job will change or maybe the job as we're doing it will no 
longer exist. We've got to change over to doing something else. 
Learning a new way of doing things. It's always difficult because 
you get used to being in a certain sphere of work. Change may mean 
you have to go to another part of the company or cheuige your job 
completely. I think people are worried about that."

For this person, the main reason for apprehension induced by rapid 
change was apparently an uncertainty as to what the future held for 
him. Rapid change at work seemed to be perceived as ensuring a 
succession of encounters with the unknown. Such an attitude was 
echoed by another Computako participant who commented:

"Change is traumatic. It's not knowing what's going to happen to 
you. I suppose that if you have a continually changing company, 
there is a certain worry in respect of what future changes will 
occur. A fear of the next unknown if you like."

For several participants it was apparently the perceived lack of 
control over their destiny, inherent in a rapidly changing 
organization, which gave rise to apprehension:
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"There are two types of change; That which you implement yourself 
and that which is imposed upon you. It is this second one that 
is problematic and causes a lot of anxiety."
"I do enjoy change but not in my working life. Here, it makes 
me nervous. At work I prefer things to be stable and in my 
control."

One instrument service technician indicated that it was the absence 
of a constantly familiar environment which led to general feelings 

of apprehension;

"I still like some of the familiar stuff around me. I think it 
gives you more security. You always feel more secure with things 
you're familiar with."

One important reason for general feelings of apprehension was 
apparently poor communication in respect of changes taking place:

"I'd been working here for not quite a year when suddenly someone 
just came along and said, 'We're changing the organization'.
Changing the organization? What's going to go on? It makes you 
feel very uneasy because the organization is going to change but 
you're not quite sure what job you're going to do .... It makes 
you feel uneasy. You're not told where you're going and what you'll 
be doing. As a person you feel a bit uncomfortable and insecure 
for a time."
"When it was announced, my immediate reaction was, 'How's it going 
to affect me?' . It would have been nicer to have it more clear.
Some people are currently very anxious because they don't know the 
implications."

"Your mind's sort of thinking, 'Who am I going to be working for? 
What's going to happen to me?'.We need something a little more defined 
here to know exactly what we're doing."

"You're insecure. You don't know whether you're here, there, or 
anywhere. It's basically communication I suppose."
"Knowing the reasons for change is essential. If you don't know 
you can become suspicious that they're associated with yourself."
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When there was a deficiency of formal communications in respect 
of change, it appeared that this was compensated for by an 
abundance of informal communication. Those rumours were generally 

reported to be pessimistic in nature consequently intensifying 

feelings of apprehension:

"There's a lot of speculation and rumours about changes that are 
to take place."
"There are rumours. A lot of things get distorted and out of all 
proportion."
"Then it's the rumours and the lies. Somebody may have misheard 
someone and then they make that a fact. The whole thing makes 
you feel even more anxious and insecure."

Another apparent reason for feelings of apprehension at Computako 
was the high incidence of demotion which individuals witnessed 
within the organization. There were many reports of people being 
assigned to lower positions which, "given the high value apparently 
placed upon status, was most undesirable:

"After I had come back from this illness I was lucky enough to go 
back to the same section but not in a supervisory capacity."
"Before I was in hospital, I was doing the scheduling for customer 
engineering. I was also doing some secretarial work. We've got 
another girl in now and since I've been in hospital she's taken 
over the scheduling. When I came back it was quite clear that she 
was going to do the scheduling and I was going to do the secretarial 
work .... I was led to believe, in the beginning, that I was going 
to have somebody to help me with the scheduling."

"That manager had previously been a manager of a larger discipline. 
Perhaps this demotion was a step nearer the door."
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Actual movement to lower positions within the organization was 
not the only manner in which demotion was perceived to occur. 
Sometimes, usually as a result of reorganization, a particular 
job would decrease in some fundamental way giving rise to an 

effective demotion*

"I had 24 people working for me at that stage. The next thing 
I knew I had 12 people working for me. They'd taken 12 people 
away from me and set up another group."
"With such mergers, two managers will gain more responsibility 
and two will lose it. Instead of the whole of the south. I've 
only got half of it now."

As well as demotions, actual or effective, evidence suggested that 
involuntary exits from the organization were frequent at times of 
rapid change. Such occurrences were instrumental in further 
increasing feelings of apprehension at Computako. On one occasion 
I became directly aware of an instance of such termination of 
employment. A discussion with the personnel manager was interrupted 
by the managing director who wished to debate an urgent matter. 

Later, the personnel manager apologised that our meeting had been 
cut short and went on to comment that there had been a decision 
that a senior member of staff could no longer cope with the state 
of rapid change. He was to be fired. Research participants 
offered further observations of involuntary exits:

"We heard that a manager of a group had become manager of a sub
group. He later left but we do not know whether this was through 
choice or invitation. People are elbowed out of senior positions 
frequently."

"To put it bluntly, I would never accept a job in this company in 
high management, even if I had the chance. You're far too vulnerable, 
Oh yes, since I've been at Computako, there's been at least five that 
I can think of that, to put it bluntly, have been fired from top 
management."
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"The largest chauige we've had in the last two years which has 
affected most people was that our manager was given the elbow 
for no reason at all. This was the number one change. Even now 
people still talk about it .... We didn't believe it. It was one 
of those things. We had a reputation for years of being top 
in this particular job we were doing. Our figures were always 
the first in. Our audits were always good. Everything pointed 
that this guy was doing a great job. Suddenly, he's out! He's 
made redundant! That was the official word, 'redundant'. It 
was the first shattering we'd had of our security aspect. The 
impression was,'If he can go after getting the best reports in 
Europe, how secure are the rest of us?'."

It was a potential redundancy situation at the Manchester branch 
office that caused some research participants to voice their 
feelings of apprehension. As part of a reorganization of 
Computako's activities, it had been decided to cease servicing 
electronic instruments at branch locations and to establish a 
superior head office servicing facility. Instrument service 
engineers realized that there was a strong possibility of being 
made redundant when this plan came into effect. One individual 
recalled his initial reactions to realizing this plan was in 

existence:

"Then somebody comes up to you and says, 'Have you heard the news? 
The place is closing down'. Of course, you can make all sorts of 
comments to the effect of, 'Is that true?' and 'Are you sure?'.
Then later on someone comes and tells you officially that this is so, 
Well, it starts to sink in. Why couldn't they move the service 
centre up here? It all means nothing really because the powers that 
be have already decided. After that, you start thinking about what 
you're going to do. What's going to happen without my job? What 
about the mortgage? Where can I apply for another position?"

There has already been direct and indirect reference to another 
factor which seemed responsible for producing feelings of 

apprehension of Computako. This was the competitive spirit existing 
within the organization. It was a case of survival of the fittest 
as apparently illustrated by the incidence of such phenomena as
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demotions and involuntary exits. When individuals were not 
keeping up with their competitors there were other, less drastic, 
measures taken by the organization which ensured feelings of 

insecurity. One participant acknowledged:

"There have been people who've been completely overlooked in this 
yearly assessment of capabilities. It’s been painfully obvious 
that the company has been so totally unimpressed by them. They've 
got a one per cent rise. That's like saying, 'Thanks very much 
but you're no good to us so do you mind moving?' "

One instrument service supervisor admitted that it was occasionally 
the pace of technological advancement which made him feel 
apprehensive:

"You hear all this talk that the microprocessor will do this and 
do that, and you begin to think, 'Well, what will Î be doing?'.
In my group, at the moment. I'm running an automatic calibration 
system which turns out 20 units per day whereas the average for the 
man on the bench is 2^. So you start to think that the company 
will have all systems and no calibration staff."

In summary, it was reported that there was a general feeling of 
apprehension for Computako employees. There appeared to be many 
reasons for such feelings including a perceived lack of control over 
one's destiny, the absence of a contantly familiar environment, 
poor communications and associated uncertainty, demotions, 

involuntary exits, a potential redundancy situation, the spirit 
of competitiveness, and the pace of technological change.
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Feelings Of Apprehension At Midland Systems

It became clear that at Midland Systems feelings of apprehension 
had their foundations almost exclusively in factors directly or 
indirectly related to the possibility of job loss as a result of 
rapid change. For a large proportion of the workforce, the 
predominant attitude was captured by one VDU operator who 

commented:

"Here it's 'Oh no, not that place again*. You don't know whether 
you're going to have a job when you get here or what's going to 
happen."

Again, poor formal communication was cited as a factor responsible 
for such feelings. The situation at the initial stages of 
computerization was summarized by one respondent:

"What the company couldn't say and what we couldn't say was, 
'Well, that job is definitely going to be finished or that job's 
going to be changed'. So we had to live with a bit of not aggro 
but apprehension."

In all cases where formal communication was not forthcoming, it was 
not too long before rumours filled the communication void that had 
been created. These informal communications could increase 
feelings of insecurity:

"You're not told anything directly. It's always coming through 
rumours and whispers. If a change is going on you're not told 
directly. You may be told three or four days afterwards when you've 
already been told through the back door. You sit on tenter hooks 
not knowing where you are. You don't know whether you've got 
a job or not."
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"Rumours say there's another couple ready for the chop. None of 
us know who it is."

By "the chop" this respondent was referring to redeployment 

into another section of the department. As computerization of 
the office procedures progressed, it became apparent to the 
management team that many individuals did not have the skills or 
aptitudes to carry out their revised jobs. Restrained by a no 
redundancies agreement with trade unions, management saw the only 
practical way of resolving this difficulty as being the relocation 
of unsuitable incumbents to jobs within their capabilities. The 

office manager observed:

"Yes, the troops all feared for their jobs, of course. I was 
constantly having to hold little meetings and on-the-spot briefings 
that we weren't going to lose any jobs. There weren't going to 
be any redundancies. It was company policy. Of course, in the 
end, some people had to go but they didn't go out of the company. 
They were redeployed in other arehs. We kept on a lot of people.
A lot of them haven't the skills that are necessary to do the 
jobs but we're making do with them. We're probably overstaffed 
in the ratio of two to one at the moment. Given the right skills 
we could probably halve the number required. That's the price 
we pay for the ease of introduction with union co-operation."

Even though individuals were constantly being made aware of the 
no redundancy policy, redeployment apparently brought on fear of 
job loss and made people feel generally apprehensive. Perhaps 
much had to do with the way redeployment was administered. 
According to one participant:

"People were told their jobs would terminate and it would be up to 
them to look at the noticeboard and apply for jobs."
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When once individuals began to be redeployed, it was apparent 
that others began to feel very insecure:

"That movement had a very strange effect upon other departments. 
The girls in my department had seen this happen and they all 
immediately thought, 'Who's next?'. It took me quite a while 
to convince them that no way would we be cutting down the staffing 
in my department. It put a lot of fear in other girls when 
they saw that happening. All they could see was that they'd 
been shifted out of a job."
"My redeployment to another job left the whole department feeling 
a little insecure. They expected more to go."

One of the main reasons for the redeployment of staff was to maximize 
the department's output. The new managers and supervisors were 
reported to have very different attitudes towards work than their 
predecessors. Previously, there had been very little pressure 
to produce work. Now the emphasis was upon each department member 
working at maximum output level. This emphasis was illustrated 
by several new practices introduced by the new management team. All
repetitive jobs, such as inputing orders on a computer terminal, 
had been assigned quotas of hourly work output. Incumbents had been 
issued with log books in which their output had to be recorded. 
Deviations from quotas resulted in reprimand. Gradually these quotas 
were being increased. Another feature had been the introduction of 
a "results board". This was a large board positioned in the middle 
of the open plan office. Entered on this board were figures relating 
to the amount of unprocessed orders remaining in each section at the 
end of the previous working day. Finally, productivity meetings 

were now held on a regular basis. According to most participants the 
format of these meetings was always the same. Two graphs were 

presented. One was of targetted performance and the other was of 
actual performance. It would be explained that actual performance
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did not meet targetted performance and reasons were elicited 
for the deviation.. It was then emphasized that performance had 

got to be improved in the following period.

This emphasis upon output maximization was another factor 
instrumental in producing feelings of apprehension as many 
individuals considered themselves unable to perform at the 
desired rates. Most people apparently first noticed their 
shortcomings at the height of computerization when temporary 
staff were employed to clear a backlog of work. One supervisor 

recalled:

"There was quite a lot of bitching off certain people when temps 
came in and did the job a lot quicker and more efficiently than 
they could ever. We got that but I suppose it was caused by 
uncertainty. It brings the worst out of people. And things were 
uncertain. Temps had come in and done a better job,"

Realizing the nature of the problem, the management team exercised 
great care in subsequent recruitment. According to the 
department manager it was the superior abilities of new recruits which 
also produced feelings of insecurity in longer-serving staff:

"You find that the cost of operating a VDU requires you to operate 
it as efficiently as possible. So you want someone who can perform
or who can be taught to perform at an acceptable level. Now we
thought the invoice typists were typists and we should be able to 
retrain them without any problems but a lot of them, at the end of 
the day, were just not capable of typing at a level that would give 
us an effective VDU performance. They know themselves. I mean, 
if a girl is sitting there putting in ten orders an hour and the
new girl next to her is putting in sixty orders an hour, she knows
she's not up to the job."
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External factors were apparently most pertinent to feelings of 
apprehension. With the poor economic climate at the time of 
the study, many firms within the area were declaring redundancies. 

In addition, it appeared that the media had successfully conveyed 

the message that computerization always led to job losses;

"We all thought that half of us would be made redundant. We 
thought, 'Computerization? That's it I Half of us will have to go! ' 
.... As for the policy of no redundancies we all thought, 'Oh 
yesl That's a likely story!'."
"Everybody thought the same. You hear of companies computerizing 
and dropping staff. It was comparing what was happening at 
other companies."
"I think people got their insecurity from the newspapers, reading 
what's happening to other firms at the moment."
"The press and the media tend to feed this fear all the time."
"I think the media puts this over. It's talking about new 
technology coming in and replacing men. It's national news and has 
had an awful lot of exposure - the computer does away with people."

In conclusion, there were four factors, either directly or indirectly 
associated with the incidence of rapid change within Midland Systems 
which produced feelings of apprehension for many employees. These 
were poor communications, redeployment of staff, the emphasis placed 
upon maximum work performance, and external factors giving rise 
to fear of redundancy. The resulting apprehension was almost 

exclusively related to possibility of job loss.

Feelings Of Apprehension At Unitran

A large proportion of research participants from Unitran also 
reported feelings of apprehension predominantly associated with
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potential job loss. Once again, poor formal communication was 

highlighted as a major contributory factor. Employees were 
kept very much in the dark with respect to the nature of most 
changes. As a result, there appeared an underlying feeling that 

changes could result in job losses;

"The whole shopfloor is sort of holding its breath wondering what 
the change is going to be. Everyone's apprehensive because there 
isn't a lot of feedback. Everyone here at the moment is, 'Oh 
dear, are there going to be any redundancies?'."
"Management would deny this feeling of insecurity exists. When 
this last happened we were reassured that there would be no 
redundancies. Now we have had no communication. The communications 
are really bad."

Yet again, the scarcity of formal communication had encouraged 
a flourishing informal network of communication which tended to 
add to the feelings of insecurity felt by individuals;

"Speculation is rife from time to time about different things."
"A whisper is going round that redundancies are pending."
"Oh, there's been an awful lot of rumours going around the shop 
floor. 'They're going to make 200 part-timers redundant shortlyl'. 
Whether there's even 200 part-timers within the company I would 
doubt. This is the sort of chat that's going on at the moment."

"There's a rumour going around now that they're going to close 
the place down."

At the foundation of most rumours at the time of the study was 
the recent sharp decline in demand for the department's products. 
This tremendous decrease in orders was responsible for intensifying 

feelings of apprehension. Many individuals were being temporarily 
redeployed in sections and departments where there was still 
sufficient work. Others reported having nothing at all to do. The
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general feeling was that this state of affairs could not go on 
indefinitely. Unless sales increased dramatically, there 

would have to be a reduction in numbers employed.

The implementation of redundancies was the expected method of 
losing superfluous individuals. However, some peirticipants su
ggested that management were apparently taking certain actions 

designed to encourage individuals to leave voluntarily:

"They are thinking of keeping the number of hours your contract 
says but changing the hours so that it doesn’t suit people. They 
have a play school in the holidays for children. They're going 
to stop that. That will cut the staff down. I'll be stuck."
"When times get bad they move you around and hope that people will 
invariably leave."
"There's going to be no play group this year over the summer 
holidays. When there was a lot of work they would do anything to 
help you. Now that's all been scrapped. It's going to make it 
very difficult for a lot of people."

The fear of a redundancy situation was eventually found to be 
justified. During the course of the research Unitran was forced 
to declare 6? members of the instrumentation production department 
redundant. While it appeared that most remaining employees 
initially felt a great sense of relief at not being amongst those 
whose employment had been terminated, feelings of insecurity 
were rapidly restored by the belief that only the "tip of the 
iceberg" had so far been experienced.

In summary, there were four factors, either directly or indirectly 
associated with the incidence of rapid change within Unitran, 
which produced feelings of apprehension for many employees. These 
were poor communications, a decrease in number of orders, management
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actions perceived to be encouraging individuals to leave of their 
own accord, and the declaration of a number of redundancies.

Feelings Of Irritation

As well as producing feelings of apprehension, a rapidly changing 
work environment was a source of irritation according to many 
research subjects. Certain features of rapid change were found 
to annoy and frustrate individuals. There were also reports of 

rapid change leaving them feeling confused and disoriented.

Attention is now given to these irritating aspects of individuals' 
experiences within rapidly changing organizational environments.
The discussion is divided into two parts. In the first, attention 
is devoted to reports of annoyance and frustration. The second 
part is devoted to confusion and ‘disorientation induced by rapid 
change. For the purposes of this discussion, the findings will be 
examined in total with no separate sections relating to each 
individual host organization. However, the majority of data 
presented originated from Computako, Midland Systems, and Unitran. 
Only occasional mention of these facets of irritation was made 
by Dataware employees. Again, several reasons could explain this 
observation such as the lack of time to develop sufficient trust 
for such admissions to be made and the high level of employee 
interviewed meaning annoyance, frustration, confusion and disorient
ation would not be expected in abundance.
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Annoyance And Frustration

There were many remarks confirming the presence of annoyance and 
frustration in rapidly changing organizations. These observations 
referred to annoyance and frustration caused by the rapidity of 

change, the process of change,and the end results of events of 
change. One Computako meuiager commented:

"I think that with changes the employees sometimes do get frustrated 
with the amount of changes. They say, 'Why did this have to be 
changed?' 'Why have we changed our policies again?'."

This manager had apparently isolated two reasons for the incidence 
of frustration which, it seemed, could also produce annoyance.
The first was the amount of changes. His perception was that a 
large number of changes in a short time gave rise to frustration.
By his illustrations, it appears that this person was also aware 
of such problems arising through not knowing the rationale behind 
the constant succession of changes. Other participants in the study 
supported the view that insufficient knowledge in respect of the 
reasons for change was frequently instrumental in producing 
annoyance and frustration especially if the changes witnessed 
appeared illogical or irrational:

"We could do with more information on where we're going. We're 
occasionally told they've got a five year plan and they're doing 
this and that but we've no real idea. A typical example is that 
three months ago we moved desks in my particular department from 
one part of the floor to another. We were squashed up to make more 
room. We just finished a month ago making sure that all the 'phones 
worked, filling up holes, and putting plugs in. There's another 
plan on the thing now and we're moving back to where we were before. 
It's terribly annoying. You start to wonder, 'What the hell's 
going on?'."
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"With the forms on which we put information to enter into the 
computer systems, at one stage we were using a certain number 
which included the contract number. Then they wanted us to use 
the order number. Now they want us to go back to using the 
contract number .... It's things like that. I often get quite 
frustrated by the silly changes that keep happening."

For some it was the apparent lack of consideration given to 
members of the workforce at times of rapid change which was a source 
of annoyance and frustration. There were reports that when it 
came to planning changes employees were simply numbers as far 
as senior management was concerned. They were moved about without 
thought, their jobs were substantially altered, and their career 
progression was frequently terminated.

Quite often, a great deal of effort was needed to bring changes 
into effect. At the same time the normal daily work activities had 
to be completed. Consequently, conditions of rapid change produced 
ein increased volume of work for most organization members:

"Work has increased. We're not up to our necks in it. It's just 
gone over the top. I can assure you it's a period of tremendous 
frustration."
"As that change was taking place the workload was really great.
We were all so tired and at times we became quite bad-tempered 
and annoyed."
"Yes, it was a very frustrating time for me. I was literally 
drowning in a sea of paper, O.K., I was treading water but that's 
about all I was doing. If I wasn't really careful I'd just go 
under completely."

To counteract this increased volume of work associated with 
change, Midland Systems decided to employ a number of temporary 

staff who would help to ease the burden and decrease a steadily 
mounting backlog of work. The temporary employees' unfamiliarity
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with many work procedures was an added source of frustration for 
several of the permanent staff who suggested that much of this 

additional assistance was counterproductive:

"It really was hard work, not just for me but for everybody. At 
the time, they had a lot of temporary ladies in. Loads of 
temporary ladies they had. With these books they were working 
all round the back doing their information to enter into the VDU. 
When we went to grab a book to put our order in, they'd got it. 
Being new ladies, when they put the book back, they'd stick it 
somewhere else."
"We had a lot of outworkers, temporary staff, who were working 
on our books. It was very confusing for us doing our work because 
these people were using all the books. You could never find the 
books. They'd be put back in the wrong places. It was a bit 
frustrating at times."

When computerization of Midland Systems' office procedures was 
nearing completion, another source of annoyance and frustration 
became evident to many employees. They found that, in comparison 
with the previous manual system, the computerized procedures were 
inflexible. A similar complaint was voiced by several members of 
Computako whose jobs had recently been changed by the introduction 
of computer technology. It was reported that with the old method 
amendments were easily made by simply altering entries in books or on 
forms and perhaps a short telephone call. To make amendments on a 
computerized system was reported to be not so straightforward. The 
original instruction had to be located, an input had then to be 
made cancelling this instruction, and the amended instruction had to 
be entered. However, because of the speed of the computerized 
operation, this amendment was invariably too late and then individuals 
had to deal with such problems as the wrong goods being sent to a 
customer.
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So far in this discussion of the process of computerization it 
had been assumed that the change from manual systems is usually 
smooth with no problems. However, in the experiences of both 
Midland Systems and Computako employees this ideal state of 
affairs was far from what went on in practice. New computer systems 
were reported to have many "teething troubles". Frequent computer 
breakdowns were acknowledged by some to be sources of annoyance 
and frustration, especially as the computer became essential 

for completion of their work:

"The books did have the advantage where you could go to them 
anytime. If the VDU's break down, you've just got no way of 
looking for anything."
"When we started, the computer was breaking down three or four 
times a day. That is the only frustrating peurt. When the computer 
breaks down you're stuck."
"Well, we didn't even know whether-the thing was going to work.
We had the trial of the computer going up, down, up, down. I was 
like a yo-yo running to the control, the VDU, and the telephone, 
to find out what was wrong. It goes wrong now but then it was 
every day. We had a terrible time."

As well as major changes in their jobs, such as computerization of 
work activities, participants also spoke of more minor changes in 
methods of work. It appeared to be a characteristic of a 
rapidly changing work environment that such minor changes in work 
methods were in abundance. When occurring frequently they become 
annoying and frustrating for some individuals;

"There are minor VDU changes (for example, layout, numbers, pricing) 
on an average of at least once per week. There are also frequent 
changes in operations to result in easier ways of doing things. 
Immediately, it's not easier but you get used to the method in a 
few days. I think it's annoying. I don't really like being messed 
around like this."
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"This method has altered quite a few times during the five months 
I've been here and they're just about to alter it again which 
is rather annoying. Everybody's just about getting used to one 
method and then they're changing."

A usual reason for method change was the discovery that a previous 
way of working was not successful or that it was no longer relevant 
in the light of recent changes in other areas. In such cases, it 
was found that individuals could become very annoyed and frustrated 
when they perceived their previous efforts to be rendered worthless 

by subsequent method changes. One Computako clerk highlighted this 
reaction:

"During the changeover period I seemed to spend a lot of time which 
was just wasted time, filling in forms and doing actual procedures 
which really didn't lead to anything and which people then 
discovered weren't necessary after all, which annoyed me intensely."

Another cause of annoyance and frustration was highlighted in that 
when the jobs ceased to change, as the environment became more 
stable, the result could be activities which demanded a much lower 
level of intelligence:

"I think you are choosing the person for the job after the change and 
you might choose somebody too good if you say, 'Are these the 
people that are capable of taking part and making the change happen?', 
When the change has happened will they be content with the ongoing 
situation which may be very much lower in intelligence and activity 
to that you need to instigate this change; to bring the creative 
thinking to it?"
"It takes bright, intelligent people to cope in a rapidly changing 
organization. They get very frustrated when change isn't happening 
and they're having to do the routine work."
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Finally, there were some situation-specific causes of annoyance 

and frustration. Many Computako employees complained of the 

cramped conditions they were forced to work in as the workforce 

increased dramatically while the office accommodation remained 
static. In a reorganization, one Unitran manager had been moved 
to another position which produced a level of frustration:

"It’s just frustrating from my point of view because I thought 
I was half way there with my other job and there were a few 
things I wanted to conclude for my own personal benefit."

A Computako employee became frustrated when she realized that 
even in a rapidly changing work environment, there were many 
monotonous tasks to be completed:

"At times I find it very frustrating and I don't know whether I 
like the monotony of some of it. I know I said every situation 
was different but it's the actual sitting down and sifting through 
files and writing up formally that gets me a bit occasionally."

Confusion And Disorientation

"Basically, if euiyone was to ask me for an overall view, the 
whole thing's been a big muddle every since I got here."
"It seems to go in waves. It will go all right for a few weeks 
and then everything seems confusing and muddling, and everything 
seems to happen at once. Then it shall cool down again."

These participants were referring to the phenomenon of confusion 
which was found to be common in rapidly changing organizations. In 
some cases it appeared that the level of confusion was extremely 
high, with respondents reporting feelings of disorientation. There
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were several reasons highlighted as responsible for the 
incidence of confusion and disorientation.

One of these reasons revolved around the lack of formal 
communication in respect of change. As already noted such a 
communication void was usually quickly filled with rumours. 
According to one Unitran operative, it was these rumours which 
were responsible for the element of confusion:

"Everyone says different things and it all gets into a muddle. I 
think that's worse than the actual change."

For the majority of Midland Systems participants, it was the 
constant change of operating instructions which had led to much 
confusion in respect of the computerized procedures. It appeared 
that the root cause of this problem had been insufficient 
preparation prior to the change from manual methods of working:

"One day they were saying, 'This is how you do it'. The next 
day they'd be saying that that particular way didn't workl You 
never knew from one day to the next what you were doing."
"They kept changing the operating instructions. Everyone was 
unsure of their jobs."
"It was so frustrating when you were told several different things 
about your same query."
"It was the blind leading the blindl"

Employees of Midland Systems reported another reason for confusion 
which would probably occur in many organizations undergoing 
fundamental changes such as computerization of procedures. 
Computerization could not simply be introduced in total on one
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particular day at the same time as the manual system was 
completely abandoned. Instead, both systems had to be run in 

parallel for a period of time which was reported to be most 

confusing :

"You had to work through as well as train. If we could have said, 
'We'll close down for, say, a week' and completely retrained 
everybody within that week to start the new way of work. No5 
We had to introduce one branch to the computerized way, and we 
were running some the new way and some the old way. It was 
running parallel and it was a mix-up."
"Initially we were running two systems; the manual and the 
beginning of a computer s ystem. We couldn't do a straight swop. 
That caused a lot of problems and was incredibly confusing."

It was predominantly at Unitran where confusion was reported to 
border upon total disorientation. A very frequent change was that 
of factory layout. Participants acknowledged that on occasions 
they would enter the factory and become completely disoriented 
either because it was the first time they had seen the new layout 
or they had temporarily forgotten about the recent factory change;

"Sometimes you come in and forget where you're going. I've done 
that before. You think, 'Where am I?'."
"What they do is tell you perhaps on the Thursday that we're 
going to be moving. They usually move over the weekend. You then 
come in on Monday and you don't know where you are. It's been 
moved while you've been away."

"Some people were away that day. They came back and said, 'Where 
are we?'•"
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Perceived Decreased Capability

By perceived decreased capability reference is being made to 
feelings of inadequacy and incompetence which participants 
experienced within rapidly changing work environments. It 
appeared that individuals had a tendency to blame their own 
perceived shortcomings as opposed to accepting that their apparent 

inabilities were a direct consequence of external factors 
associated with rapid change. Several reasons were responsible 
for individuals losing confidence in their abilities and generally 
feeling incapable of effective job performance. Attention is now 
devoted to these reasons with the objective of illustrating the 
causes of perceived decreased capability cind giving further insight 
into the nature of this phenomenon. As perceived decreased 
capability was in widespread evidence, the data presented was 
obtained from the four host organizations.

1 Novelty

A rapidly chsinging organization was a work environment of constant 
novelty. It was this novelty that lay at the heart of many feelings 
of inadequacy and incompetence. New methods of work, meeting 
novel situations,dealing with novel problems, and so on all resulted 
in some individuals perceiving their capabilities to be decreased:

"When they introduce a new method and you've got to forget the old
way of doing something and break into the new way, the reaction is,
'I can't do that' .... You knew you were good doing it the old way
but you're not sure of the new way. You don't want to try."
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"When the job changed I suffered from a loss of confidence. This 
affects your whole state of mind. I felt useless and that I 
didn’t deserve the money I was getting .... I became very
nervous and suffered a loss of confidence. I had to go on
Valium."
"You imagine someone dealing with a new instrument. He spends 
four days repairing it and getting nowhere. How does he feel at 
the end of these four days? If he can put it to one side and
pick up something he knows and prove to himself that he can still,
er, he’s not as bad as he appears to be. It's not always the 
people who seem unsure of themselves that have found that 
problem."
"At times it's impossible to cope. It can be difficult to cope. 
You can find that you're having problems with areas that you don't 
know very well. Certainly that's what I'm having. The compeiny, 
because of expansion, is selling products with capabilities that 
were rarely sold before .... It's partly frustrating and partly 
worrying."

2 Increased Job Scope And Responsibilities

One specific form of encounter with novelty was when an individual 
took on additional responsibilities or the scope of his job 
became larger. Such occurrences were usually associated with 
promotion. As already mentioned, particularly when rapid change 
was rooted in growth, individuals could be promoted exceptionally 
quickly. It was such fast promotion that encouraged feelings of 
inadequacy and incompetence in several individuals. One young 
Dataware participant who had reached a fairly senior position within 

the organization gave insight into this cause of perceived decreased 
capability:

"Obviously, when you take on new responsibilities with your job, 
there's always that period of doubt. As most people move upwards 
they move up to their level of incompetence. There's always that 
period of doubt when you think, 'Have I taken on too much? Am I 
going to do the job? Have I reached the level of incompetence?'."
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3 Expert To Novice

An offshoot of the element of novelty within rapidly changing 

organizations was the possibility of an expert at a particular 
job being transformed into a novice owing to changed methods of 
work. Where the nature of the work task was dramatically 
altered by change, people who had previously achieved a high 
degree of expertise in the activity found they were back at the 
learning stage. This occurrence appeared to shock them into 
feeling immensely inadequate and incompetent which was not helped 
by slow progress in the initial stages of relearning. Different 
rates of relearning were also found to compound the problem.

Perhaps the best illustration of this occurrence was at Midland 
Systems. With computerization, invoice typists had to be retrained 
to become VDU operators with the result that the techniques for 
doing their jobs changed radically. Those who had been very 
efficient at invoice typing found it a lot harder to unlearn old 
skills and relearn the job than those who had just started this 
work and had been slow invoice typists. Previously first-class 
workers now found they were achieving less than those who had 
been very slow and inefficient before. The transformation from 
expert to novice induced a perception of decreased capability 
which was intensified by previous novices then moving towards expert 
status at a faster rate than the former experts:

"It made you feel inadequate. This wasn't related to the actual 
job being done but to the way you were supposed to be operating the 
machines. You were a non-expert with the new technology."

"Those experienced girls, their confidence in the job was completely 
shattered. "
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"They’d been doing that job for a long time and with the change 
you’ve got to think more about what you’re doing. They don’t 
feel as experienced now as they did on the manual system."

" I found it worrying because I'd been slowed down by the 
training course. I felt inadequate. With the previous job I 
was always on top. Now I found myself struggling to keep on 
top. It was worrying to see someone who was doing much less 
than me before now doing a lot more work."

4 Insufficient Training And Instruction

When methods of work changed, it appeared that individuals' 
decreased confidence was a direct result of insufficient attention 
being devoted to instruction and training in new techniques. 
Consequently, employees felt less capable of working as effectively 
as before. A Midland Systems participant summarized this notion:

"Without proper training beforehand, it was impossible not to feel 
inadequate at the time of the changeover. Things got even worse 
when we weren't having the right instructions when the computer 
was brought in."

5 Increased Workload

It has already been acknowledged that times of rapid change 
within organizations are generally characterized by an increase in 
workload. This extra work may arise from having to implement a 
change while continuing to do normal work activities. It could 
also be a direct consequence of change as could occur,for instance, 
with a rapid increase in demand for the company's products. With 
such an additional workload, many individuals found that as they 
expended more and more effort less and less was achieved. As a 
consequence, they began to feel inadequate and incompetent:
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"When I first moved into the department there was a tremendous 
amount of work. After about six months, things weren't getting 
any easier. I could see that it was coming on and on in exactly 
the same way as when I joined. I think what happens is you 
begin to doubt your ability. You tend to think that it's a 
failing in yourself and you're not doing your job properly, 
because you're not getting through all this work, until someone 
explains it's grown to three times what anyone else has ever 
coped with."
"At times you felt that you were wasting your time trying. You 
never seemed to make an impression on what you were trying to 
do. You'd probably accomplish so much in one day and you'd 
probably end up with double that which you started with. Although 
you probably worked really hard all day long and you'd think,
'Oh, I've done quite well today', you'd look and think, 'Oh 
God, look what I've got to start tomorrow!'."

6 Decreased Freedom

A decrease in freedom was a source of perceived decreased capability 
for some members of Computako. They reported that as their work 
environment became increasingly dynamic they no longer had the 
same opportunities to act on their own initiative when attempting 
to reach the objectives of their jobs. Therefore, these objectives 
were met less frequently and feelings of inadequacy and incompetence 
ensued. A company policy designed to keep control of matters 
during the period of rapid change appeared to be behind this loss 
of freedom. During the group discussion exercise, the managing 
director observed;

"At times of high growth, what do you do? You screw the organization 
down hard .... I submit that we haven't perhaps screwed it down 
tightly enough yet."

This philosophy was associated with a changing managerial style 

from management by objectives to management by directives. A 
Computako salesman referred to the impact of this changing style
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of management when he commented:

" I don't feel I'm realizing my own potential because I haven't 
the tools or the freedom to do the job."

This individual was experiencing a decrease in his capability to 
perform at maximum efficiency and he was beginning to feel 

inadequate.

7 Distancing From Original Activity

Some changes, usually technological in nature, had distanced people
from the activity they were originally trained or employed to
perform. As well as affected individuals feeling they could no
longer control their work activities to a desired extent,
they realized that their jobs had become deskilled. The
consequences of such realizations were feelings of inadequacy
and incompetence.

The introduction of computerization at Midland Systems and 

Computako provided examples of this occurrence. Perceived decreased 
capability was encouraged in many individuals by their 
transformation into "machine minders". A finance supervisor from 
Computako observed:

"Computers are not uncommon in accounting. However, the computers 
are now being changed along with the computer operations systems. 
At first people had to do on computers what they used to do in 
books. Now the operations systems are distancing the person from 
the process. He is becoming a computer operator."
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A similar phenomenon was witnessed at Unitran where instrument 
test procedures were becoming increasingly performed by 
automatic test equipment. A trainee test engineer commented:

"I might finish my Tech. and end up with a machine in front of 
me which will tell me what the fault is and where it is. I 
won't be a test engineer. I'll be a trained monkey1"

In such cases the end results of individuals' jobs could easily 
be achieved but the decrease in control over the work activity 
and the cessation of opportunities to use and display previous 
skills heralded perceived decreased capability.

In summary, seven causes of perceived decreased capability 
associated with working in a rapidly changing organization were 
discovered. Feelings of inadequacy and incompetence were encouraged by 
novelty within the environment, increases in job scope and 
responsibilities, a transformation from the status of expert to 

that of novice, insufficient training and instruction in new 
techniques, increased workload, decreased freedom, and a distancing 
from original work activities.

Revision Of Presumptions Concerning Organizational Life

While it is obvious that every change alters some aspect of life 
within an organization, a state of rapid change seemed to challenge 
considerably many fundamental taken-for-granted assumptions with 
regard to the characteristics of organizational life-
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Discussion is now centred upon observations concerning alterations 

of organization character and the collapse of longstanding 
notions about the nature of organizational life. The nature of 
the data dictates that Computako and Dataware receive combined 
attention. With these two organizations, the importance to 
employees of the presented company image has previously been 
demonstrated. It may be recalled that one of the positive 
implications of rapid change was the enhancement of the presented 
company image. Conversely, it was discovered that rapid change 
was also perceived by organization members to lead to a dilution 
and deterioration of the presented company image. It is this 
effect that is now examined.

Following the presentation of data from Computako and Dataware, 
attention is devoted to each of the other two host organizations. 
While employees of Midland Systems and Unitran were not so 
preoccupied with the cultivation of a presented company image, 
they too reported many instances which had produced within them 
attitudes of "It’s not the same place anymore".

Deterioration Of The Presented Company Image

Factors resulting from the rapidly changing nature of the Computako 
and Dataware environments made it extremely difficult, if not 

impossible, to uphold the presented company images of these 
organizations. Therefore, as change continued at a fast pace, many 
individuals witnessed a definite dilution and deterioration of 

their organization's presented company image which they interpreted 
as a negative effect of rapid change.
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While the majority of the following data was obtained from 
Computako, it will be seen from much of the material presented 
that there was strong evidence of this phenomenon at Dataware.
This discussion follows the framework introduced earlier as the 

three constituent features of the presented company image.

The Successful Company

While it could not be denied that Computako and Dataware were 
successful at the time of the research, many participants from 
these organizations considered this success to be short-lived 
owing to several factors directly resulting from being unprepared 
for occurrences such as growth and technological innovation and 
the rapidly changing environments which they produced. The 
reasons for pessimism with regard to the future success of these 
organizations fell into three groups which are now discussed.

1 Changing relationships with customers

It was members of Computako's sales force who were most anxious 
about the changing nature of relationships with customers. Their 
concern stemmed from observations that as individuals struggled 
to get to grips with their dynamic work environment, there was less 
effort directed towards servicing customer needs. They predicted 

that, in time, this would lead to loss of valued customers to 
competitors, leading to decreased organizational success.
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One reason for customers receiving less attention was apparently 
an unpreparedness for the incredible growth rate of the 
organization. This meant existing employees having to take on 

more and more work with the result that there was insufficient 
time to devote to any one particular activity such as looking 

after customers:

"One customer said he bought from us because Computako is 
relatively small. It needs him and is willing to talk to him, 
but will this last? Customers have already noticed that our visits 
are not as regular as they used to be. We are accused of not 
wanting to know. It isn't that. It’s just that we haven’t got 
the time and consequently we let sleeping dogs lie."
"If people ’phone in with problems, sufficient information is not 
always taken. If I comment on this, the stock response is,
’It’s your customer’. We are a sales company and these are our 
customers. Although I suppose this response is due to people 
having too much to do themselves."

One salesman had noticed that the organization had become more 
impersonal and bureaucratic in character as its size increased.
He saw this as another reason for a less satisfactory relationship 
with customers:

"There’s much less of a desire to help customers now. Whereas 
before you viewed yourself as a team of people who, er, it was 
critical that you got the sales. It was critical that you did 
your utmost for the people who bought from you. Now I think we’re 
getting more bureaucratic if that’s the word. There’s more of 
an interest internally. It’s more important about the internal 
aspects of your job rather than the external aspects when you’re 
talking to customers and yet, as a sales company, we clearly rely 
on sales. I suspect that the end result has been to make the 
salesman’s job more difficult. Whereas before they could 
guarantee that their customer 'phoning up anyone in the organization 
would certainly get friendly and helpful advice, I think there's a 
fair chance now that it won't be so forthcoming. If some action is 
required by that request, whereas before you could guarantee it 
would take place, there's a chance now that it'll get passed on and 
the end result may not be the action that's wanted. Well, 
bureaucracy is the right word. It's just got bigger and more
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impersonal to the outside."

One supervisor, who dealt with post-sales administration, spoke 
of the tremendous pressure resulting from having to adjust to the 
high growth rate and the many offshoot changes. She was certain 

that the pressure being experienced had led to a poorer quality of 
relationships with customers:

"It builds up over a while and then you can't cope with it anymore. 
You get cross with other people. You start becoming ratty with 
the customers which you should never do. In the past you'd spend 
some time sorting the customers out. You'd rush around the building 
for them. You wouldn't do that anymore."

So there was evidence of a changing nature of relationships with 
Computako customers highlighted by such instances as less regular 
visits by the sales force, a general decrease in desire to help 
customers, and displays of annoyance with these customers. It was 
these changing relationships which signalled, for some, the 
possibility of a decrease in company success.

2 Unsatisfactory Administration

At both Computako and Dataware, it was claimed that the majority
of administrative procedures were inadequate and it would not be
too long before such deficiencies were reflected in declining

organizational success. It was apparently the unexpected occurrence 
of high growth rates at these two organizations that had led to 
existing administrative procedures being unsatisfactory.
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Quotes from employees of Computako and Dataware captured the 
essence of the unforecasted and exceptionally high rates of growth:

"When I first moved into this section it was a low growth area. 
The months went by then all of a sudden we simply took off. 
Forecasts were way outI It took everybody by surprise."

"It wasn’t as if we knew what it was going to be like. It just
happened. It just exploded’...... People would walk past my
desk and I’d hear them mumbling figures about how many machines 
they’d sold and I’d be thinking, ’What? Oh goshI I just don’t 
believe it ®

Systems of administration had been developed to cater for low 

growth and more stable conditions. Now rapid growth had 
produced conditions with which these systems could not cope. Also, 
sales were increasing faster than the rate at which additional 
staff could be found to provide the necessary administrative 
support. Participants were concerned about such problems:

"I think that unless the organization is careful, the amazing 
growth could outstrip the organization structure. A lot of the 
systems have been outstripped. They are not quite adequate for 
the extent of the business now."
"We are wallowing at the moment in a ’never had it so good’ 
atmosphere but our resources are not knitted together. Our systems 
have not kept up with the growth .... Growth exceeds our capabilities. 
We never really catch up. We’re forever chasing shadows."

What made matters worse was that as the unanticipated growth 
continued, conditions were such that it became impossible to devote 
much effort towards improving the administrative functions:
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"I think if you get a period of stability where you get a nice 
steady growth over a long period of time, you can do those 
housekeeping things. You can have a look at things euid say, 
'Well, this isn't working quite well enough. Let's try and 
address this one'. But when you've got a tremendous growth 
which means that the level of business is really concentrated 
all the time, it's as much you can do to maintain your status 
quo let alone thinking about changing this, changing that and 
changing the other."
"Systems have been planned but the growth has happened too fast 
for people to think about implementation."

Even when improvements were introduced, all was not well. 

Participants from Computako and Dataware made reference to the 
difficulties associated with the time lag between the need for 
better administrative systems and support and the final satisf
action of such needs :

"The systems follow way behind. Changes do not follow on fast 
enough after changes due to expansion."
" I think sometimes we're expanding too fast. In other words, the 
people to back up those in the field hasn't been growing fast 
enough to back it up."
"We grew before, if you like, we were ready for it. We're chasing 
our tails at the moment."

From the evidence cited it is clear that there were many aspects 
of the inadequate and unsatisfactory nature of the administration 
at Computako and Dataware which led employees to feel that decreased 
success would be unavoidable.
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3 Employee quantity and quality

There were difficulties with regard to employee quantity and 
quality at both organizations in question.

In terms of employee quantity, passing reference has already been 
made to the rate of growth of sales exceeding the rate at which 
additional employees could be recruited. Great problems were being 
experienced in finding sufficient quantities of new staff owing 
to unanticipated competition on the external labour market. A 
Computako participant summarized the situation:

"The management has been under pressure. They've known that we've 
got too few resources. They've been trying to go out and hire 
like mad, but in a national or international boom like we've 
been experiencing in the last twelve months, everybody's doing 
the same. Everybody's gone out to the market place for people."

Operating with a smaller workforce than necessary was considered by 
several participants to be a step towards decreased company success 
due to the increased workload not being satisfactorily completed 
and the abundance of associated inefficiencies. In addition, many 

referred to the probability of a morale problem as existing 
employees became increasingly dissatisfied with having to cope with 
greater workloads as sales increased ahead of workforce size.

Problems in respect of employee quality were also cited as indicators 
of an imminent decline in the success of both Computako and Dataware. 
There were many reasons for a decrease in employee quality. The 

unanticipated external competition for labour has just been mentioned.
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This meant the organization frequently had to be less selective 
when taking on new recruits. Other factors, such as insufficient 
training, played a part in decreasing employee standards. These 
topics are reconsidered when the third constituent feature of the 
presented company image (the élite organization) is addressed 

below. For the time being, the discussion is confined to those 
aspects of declining employee quality perceived as affecting 

organization success.

Inadequate training was one of the most frequently mentioned 
factors associated with employee quality which was perceived to 
inevitably affect company success. Most participants commented 
upon the importance of training within a rapidly changing 
environment. However, the consensus of opinion was that the 
training function could not keep pace with change. A Computako 
manager emphasized the crucial role of training:

"I feel that one of the major areas we must treat carefully in the 
next four years is our training. In a drastically changing 
organization such as Computako, with a changing market place and 
changing people, we must have an excellent training operation. Right 
now I don’t believe we have it. I believe we must be able to get 
people out and useful to the company in a very short time, and that 
really is a major task for a training organization. It needs a 
professional training organization to cope with it. We haven *t 
got that at the moment."

This observation of the inadequacy of current training was echoed by 
most other participants at Computako. Dataware was experiencing 
similar problems with the training effort unable to cope with the 
rate of cheinge. In the words of one Dataware participant:
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"I was in the Air Force where you train for the next promotion. 
Here it’s the other way round. You get the promotion then train 
for it."

Promotion itself was a factor reported to adversely affect the 
organizations’ potential for future success. It has already been 
explained that a situation of rapid change rooted partly in growth, 

and a policy of recognition of achievement by promotion led to 
many individuals being accelerated up the organization hierarchy 
at an incredible rate. However, it seemed that this occurrence 
had unfortunate side-effects. One of these was inexperienced 
people occupying supervisory and managerial positions:

"People are growing very fast, very quickly. So if you bring a 
computer engineer into the company, typically, in a normal 
environment where instruments are being sold in the field at 
probably twenty per cent compound growth per year, they have 
probably eighteen months to acclimatize to the job and become a 
computer engineer. Then they’ll probably be promoted to a 
senior computer engineer and that probably is going to take about 
a four or five year spein. So by the time a guy gets to a senior 
computer engineer, he’s a solid, experienced chap who knows the 
business. He knows the products. He knows the customers .... Now 
accelerate the whole thing. More products, newer products, more 
customers, more buying. You find the chap moves from his basic 
computer engineer’s job through to a senior computer engineer in 
probably a year or two years. What that means is that in our 
senior positions we have very little experience."
"I think that one of the dangers is that you do get this level of 
inexperience. I’m sure that does happen. I’m sure that's not 
just true of Computako. I’m sure that’s true of any company that 
experiences rapid growth .... You've got to keep promoting people or 
bringing them in from outside, and bringing in people from outside 
is demotivational to the inside people. It tends to cut off their 
career paths and Computako doesn’t tend to do that. We tend to 
hire from within wherever possible, but certainly I see that there 
is a danger that you get this inexperience, initially anyhow. I 
mean if the guy’s got the right sorts of talents and abilities 
he’ll be able to pick it up but certainly there's going to be a 
period of time when he’s not so mature in that job as he should be."

Another side-effect was individuals being promoted above their level 
of competence:
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"Now in my opinion, a lot of people are doing jobs they haven't 
the ability to do. I feel that's bad on their part but you 
can look at it from another angle. Computako have to, we're 
told by management, produce something like another I5OO supervisors 
in the next three years. So where do they come from? There's 
bound to be people who haven't quite got the knack of controlling 
people or understanding issues."
"What's happened is that people have been promoted who are 
probably very good technically but have never been either trained 
or used to managing people. There are a fair number of instances 
I can look back upon and say that the guy was brilliant in his 
own technical field but he wasn't capable of handling a group of 
people either because he couldn't delegate, he couldn't relate, 
or he just couldn't say no."
"The effect has been more managers and perhaps it's meant that 
some people have become managers who wouldn't have otherwise 
become managers. That's to be expected. I always feel that the 
policy of promoting the most technically competent or the best 
salesmen to becoming a manager is, in many ways, ridiculous. You 
may be a superb salesman or engineer but it doesn't mean you're 
any good at all as a manager."

A Computako service manager highlighted a further problematic 
side-effect of promotion. He felt that constant promotion produced 
a situation where there were no experts in any particular job at 
ciny one time:

"If you encourage everyone in the company to be dynamic, every two 
years a change of job, then you get a continuing problem of who is 
expert on this and who is expert on that. You haven't got one 
because they've only been doing it for six months."

There was another acknowledged side-effect of promotion. With 
individuals being promoted rapidly the end result was relatively 
young people in senior positions. It was felt by some that this 
phenomenon could affect company success not necessarily because 
of the level of competence and expertise of these individuals but 
because of problems of credibility from the viewpoint of customers:
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"I'm not actually sure that it's a boast that our average 
management age is low because I think I feel sometimes,from 
the point of view of our customers, to look at Dataware and 
see all these young people. The marketing director's only 34 
and so on. It probably isn't a good thing from their point of 
view. I think some of these traditional, old-established 
companies would like to see the odd 55 or 60 year old about 
the place."
"The people it does worry are the customers. The customer's 
have seen that old breed of senior computer engineer. They've 
lived with that person for the last five years and suddenly 
they've got a new senior computer engineer who they can see 
does not have the same ability as the old computer engineer 
who's now the managero"

So decreased success was also expected to result from employee 
quantity and quality. On the quantity side, fierce competition 
for labour meant that there were insufficient resources to carry 
out activities satisfactorilyo The increased workload given to 
existing employees was also likely to cause a major problem as 
employee dissatisfaction increasedo As for employee quality, 
recruitment was now less selectivOo The rapidly changing 
environments of Computako and Dataware were conducive to insufficient 
training, employee inexperience, diluted expertise, and promotion 
above levels of competence. There were also credibility problems 
which were considered likely to affect future success.

The Good Employer

The second aspect of the presented company image was the notion of 

the organization as a good employer. At both Computako and 
Dataware rapid change was reported to be responsible for the 
dilution and deterioration of this notion.
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For convenience, this discussion follows the twelve features of 
the good employer concept which were extracted from the 

Computako study. As Dataware was striving to be a good employer 
by adopting similar policies, data from this organization is 

included as appropriate.

1 Respect and consideration for the individual

This tended to be an exclusive feature of Computako. However, 
there were many observations which suggested that, as the 
organization continued with rapid growth and many offshoot changes, 
there was a noticeable decline in respect and consideration given 

to individuals:

"Now I feel that certain people treat you like a machine. While 
that machine is working, it’s left alone. Say you're a calculator 
in the accounts department. When you're working well everyone 
uses you. You turn out the results. If it goes wrong it causes 
problems. Some of our managers treat people like that. They don't 
want to know unless something goes seriously wrong with the work."
"The company has recently hardened its attitude towards employees."
"Computako used to be very much for the employee. This is not so 
now."
"People are moved about without thought."

When discussing the negative by-products associated with the 
activity of promotion by merit ( pp.462-465 ), it is acknowledged 
that occurrences such as the "by-passing" of longer-serving employees 
reinforced suggestions that respect and consideration for 
individuals was declining.
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2 Security of employment

Again, security of employment was very much confined to Computako.
As already discussed in detail (pp. 413 - 4l8 ), there were several 
factors, either directly or indirectly associated with the incidence 
of rapid change within the organization, which produced feelings of 
apprehension for many employees. On occasions, this apprehension was 

the result of fears for security of employment.

3 Training and development of the individual

When discussing employee quantity and quality above, it was observed 
that both Computako and Dataware were unable, because of rapid change, 
to devote sufficient attention to the training and development of 
individuals. Hence this aspect of their good employer images had 
deteriorated. This state of affairs encouraged many derogatory comments:

"One of the big moans is about the lack of training .... The 
training I was given for this, which is a major change, my training 
was a day and a half in Frankfurt looking over how they were doing 
it there. I had to come back and explain it to my two people with 
the aid of a manual. If you’ve ever worked from a manual, it's 
written by Swiss in American English! "
"There's been very little training at all. Everyone's too busy 
doing other things to be worried about training. This is one 
thing that needs definite improvement."

4 An 'open door' philosophy

This related to the absence of physical and intangible barriers to 
free discussion. The open door philosophy was a Computako phenomenon 

which individuals noticed disappearing. While no similar policy was
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supposed to exist at Dataware, participants did report a marked 

decrease in communications as change accelerated.

There was a multitude of references relating to poor and insufficient 
communication generally:

"One of the main problems about this organization is communications, 
That's communications down, communications up, and certainly 
communications across .... Company policy is to keep you well 
informed but it's just not happening anymore."
"When it comes to communications, there's now a difference 
between what is preached and what is practised."
"Communications downwards are poor. It usually happens but it 
happens after the event. Communication upwards is probably 
non-existent. I certainly couldn't get a point through to the 
level above my immediate manager."
"You never know what's going on here."
"I get the feeling that we could be better informed. Whether it's 
because things happen so fast that everybody can't possibly know 
beforehand or whether we're deliberately not told I don't know.
I get the feeling that senior management hasn't even considered 
the point that you might like to know."

Some participants reported annoyance when communication was 
forthcoming but this took the form of "half a communication". 
That is, certain vital pieces of information were not passed on:

"We're not told officially of many changes. When we are told, it's 
only days before and only 95 percent of the information."
"My subordinates won't know the full implications of the change until 
next week. They know there's going to be a change of two disciplines 
but they won't know the details until next week."
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An occasional frustration was reported to be receiving detailed 

communication in respect of matters perceived as distant, a_id 

receiving very limited information about local issues. A 
Computako accountant described the situation:

"We can tell you how many million dollars the States have made, 
but on a very local level, like this, there's no information. But 
this is more important. That's what I'm trying to say. A small 
issue like this is much more important than whether the States 
have made ten million dollars last month."

A very common complaint was that there was very little advanced 
warning given in respect of events of change:

"You won't hear einthing about a major structural change and 
suddenly, bang, it happens!"
"In the past, we've actually got notification of changes which 
are going to happen tomorrow and there's everybody throughout 
the U.K. to be informed."

In addition to having very little warning, it was often reported 
that the rationale for the majority of changes was never made 
known to individuals. This was in spite of a great desire to 
know the reasons behind changes and a feeling that it would be 
easier to adapt to change when its rationale was understood.

Not only were senior managers inclined to give little information 
with respect to change and its rationale. There also appeared to 
be a tendency to discourage feedback from lower level employees 
about the impact of these changes:
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"When a cheuige had been planned, the approach used to be 'How 
do you feel about this?' . That no longer happens."
"I think it would be better in some cases to say, 'Look, we're 
going to restructure on 3rd August. We've decided this is what's 
going to happen. Has anyone got any comments?'."

As already acknowledged,where the formal communication system 
was found to be unsatisfactory, a compensating informal system 
was found to be present. At both Computako and Dataware, rumours 

flourished.

It was found that the higher people were in the organization 
hierarchy of Computako, the less dissatisfied they were with 
respect to communication. Some comments made by supervisors and 
managers appeared to indicate that they deliberately limited 
communication to subordinates:

"I sometimes keep a tight lip on changes."
"If you're talking to people who are working for you then you 
have to be a little careful."

"I have to be ultra careful and keep things to my chest".

Lower level employees were apparently aware of this reluctance to 
pass on information. In their accounts, there were many references 
to communications "percolating down", "filtering through", and 
"filtering down".

While admitting to limiting communications downwards, several 
managers and supervisors placed the blame for communications 
problems upon their subordinates:
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"Computako are outstanding in this respect. I’ve never been in 
a company that tries so haurd to keep its employees aware of what’s 
going on. I think they’re outstanding .... There is also an 
aspect of human nature that the more you tell people, the more 
they will say that they haven’t been told. The more you give 
people, the more they want. I'm not being pessimistic. The 
company is doing its absolute utmost to communicate."
"People don't always here what you say. That's the problem."

As well as generally encouraging good two-way communications, the 

open door policy was claimed to afford Computako people the 
opportunity to approach any senior member of the organization with 
a problem or grievance. However, this was becoming more and more 
difficult as Computako managers distanced themselves from the 
day-to-day operations of the organization. Members of Dataware 
also spoke of increasing management remoteness:

"There's been a drift of senior management away from day-to-day 
affairs. People at the top haven't got the time."
"Three years ago you'd know everybody from the, er, you were in 
the same room as the M.D., Everyone was together. The biggest 
thing I'd notice now was the physical size of Dataware, and the 
geographical spread, and the remoteness from the managers, well, 
higher management. I don't notice this as I am because I know 
the people, but if I'd been away for three years, that's the 
first thing that would strike me. I've heard comments that 
surprised me with the groups I've worked with, which are salesmen, 
analysts, and their district managers. When something crops up, 
when they need to go and talk to the sales director or the M.D., 
they're scared to go and do it. That surprised me because I know 
the guys and I know what they're like. In several cases it 
surprised me that people are scared of doing something or won't go 
and do something because it means they've got to go and speak to 
the sales director and the managing director. Even more recently 
I've noticed that people are even reluctant to go and talk to the 
district manager because he's 'up there' and not approachable."
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5 Informality

Participants at both organizations reported a recent marked 
decrease in informality. They were not referring to such things 
as the avoidance of using Christian names when addressing 

colleagues. Increased formality tended to be embodied in the 
introduction of more rigid procedures, a great deal of paperwork, 

and reported tendencies towards bureaucracy:

"There’s certainly more formality because of the growth in size. 
That’s very true. You have to produce a lot more memos and you 
have to safeguard yourself. It’s becoming more formal because 
the communication channels have to be so much wider. You can’t 
go round and see everybody so you have to do it more formally in 
terms of memos and documentation. So changes in size do create 
more formality."
"I’ve been here six months. Before I joined I spoke to somebody 
who worked here .... He said, ’It’s a good company to work for 
but it’s almost like the civil service. It’s very structured and 
it’s quite bureaucratic’. O.K., I took that as read but that 
is true to a degree."
"Now I think that one of the problems that we’re facing with our 
company is that, as I said earlier, I hesitate to use the word 
bureaucratic because I don’t feel that it is really. It probably 
turns out that way but I don’t think it’s meant to be that way. 
Because the volume of business builds up, paperwork systems build 
up and the procedures become that much more formalized. Then the 
support functions have to increase in size .... The support 
organizations always tend to lose sight of what we’re really there 
for. I think that’s why we get this reading of the rules rather 
than interpreting them. At the end of the day, you’ve got to make 
the sale. You don’t want to make a bad sale and one has to have 
legal departments and contractual departments. People saying, 
’You’d better not do that or you’ll end up with this’. That’s 
good but when you just get, ’I’d like to do that’ and the guy 
says, ’No you can't because rule ly, paragraph 4, line 3 says 
you can't'. That is a big frustration that I think tends to 
happen as you get bigger, and I think that if you get bigger very 
quickly, which is what we're doing in the U.K.,it tends to happen 
even more because people are unsure."
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6 Family atmosphere

Closely linked with the level of informality present in both 
organizations was the existence of an acknowledged family 
atmosphere. However, there were many observations that this 
family atmosphere was now disappearing and being replaced by a 
"large company atmosphere":

"I think you tend to fragment more in a social sense rather than 
a company sense .... When the company had six sales engineers, 
you knew every sales engineer and you worked fairly closely. You 
had a fair and reasonable relationship. Now when it gets a vast 
sphere you see them less. There's more of them and you don't 
always know them. So, as a result, it tends to fragment."
"If you speak to a lot of the old hands, I get the impression that 
they are of the opinion that it's not the company it was. It's 
not as friendly or as cohesive as it was."
"It doesn't seem such a cosy little family as it did before. I 
think people still make an attempt to keep it a small, personal, 
informal atmosphere and this sort of thing but it's getting more 
and more difficult as time goes on."

7 Freedom in planning and carrying out work activities

While discussing the incidence of perceived decreased capability 
it was noted a company policy designed to keep control of matters 
during the period of rapid change had decreased the level of 
freedom enjoyed by Computako employees. The managing director 
reiterated the need to maintain strict control within the 
dynamic work environment:

"At times of high growth, what do you do? You screw the organization 
down hard .... I submit that we haven't perhaps screwed it down 
tightly enough yet."
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In "screwing down hard" the organization, senior management were 
encouraging a movement away from the established management by 

objectives to a style of management by directives. This change 

of managerial philosophy was apparently behind the dilution of 
freedom in planning and carrying out work activities which 

Computako participants experienced.

8 Assistance willingly given on work and personal matters

Assistance with work and personal matters was a feature of life 
at both Computako and Dataware. As the rate of change increased, 
however, it was reported that there was a marked decrease in help 
volunteered by other organization members. It did not appear 
that assistance was deliberately withheld. Rather, it seemed 
that as individuals struggled to cope with the rapidly changing 
environment they did not have the time to help others:

"You don't get the kind of managerial attention you should get 
because the poor guy who's doing it all is now running around 
eight people instead of four. He's stretched as well."

"And when you eventually find the right person, he may want to 
palm you off because his job is changing so fast or he's dealing 
with many other facets of the work. He just hasn't the time."
"The departments, the sales groups especially, tend to keep 
themselves to themselves. They're not as helpful as they used 
to be. They'll say, 'Ah, that's not my area. I don't do this.
You should go and see so and so'. They don't even tell you 
sometimes who you should go and see. You have to find out for 
yourself."
"People haven't got the time to spend with you. I'm the same. You 
turned up last week. I'd got this to do, that to do. No way could 
I spare the time to see you."
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9 Recognition of achievement

There was little evidence to suggest that promotion by merit was 
definitely on the decline although a few participants reported 
that this facet of the good employer image was becoming diluted 
as an increasing number of supervisory positions at Computako and 

Dataware were being filled by external recruitment. Instead, 
what was happening at these two organizations was the occurrence 
of many by-products of promotion by merit which people felt 
were not consistent with the good employer notion.

The occasional participant blamed recognition of achievement for 
breaking up good working relationships as individuals were 
constantly on the move within the structure of the organization.
A Computako technician reflected upon this phenomenon:

"In actual fact, myself and Ray Jones, who've been here a long
time, were discussing yesterday the movement of people because we
held a telephone call for Mr,Harris who's a chap who worked here a 
while ago. Then we looked around and saw two people who were 
working with us l8 months ago. Well, two who work directly with 
us. Some have moved up to be supervisors. The rest of them have 
advanced in different parts of the company. Everybody else is 
new. I was talking to four of the lads out there. Two of them
are moving to another section very soon. 'What did you think of the
Christmas dinner and dance?' 'I wasn't working here then'. That 
shows how quick things happen."

This rapid movement of people around the organization produced a 

further unwelcomed by-product of promotion by merit. A large 
number of participants reported being unable to keep track of 
these personnel changes with the result that there was frequently 
a great deal of confusion with regard to who did what:
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"People are moving so fast, you lose track of where they are. You 
don't know who to contact about various things. When I ring 
head office, I don't know who to ask for."
"You think, 'Who do I contact now?'.That happens all the time."

Another negative by-product of the system of promotion by merit 
has already been hinted. Recognition of achievement encouraged 
fierce competition between peers. Several individuals reported 

"fighting" with their colleagues for valued promotion:

"You find yourself always making comparisons with people who 
joined with you and trying to find ways to prove that you can 
do better than them."
"There are plenty of job opportunities but it's terribly 
competitive when it comes to promotion."
Closely linked with this competition for higher status jobs was 
an additional by-product which some Computako participants 
found disturbing. They felt that they were being assessed for their 
promotion potential at all times. Consequently, they found it 
necessary to "put on a front" and create a good image which was 
not necessarily related to what they considered their real selves:

"Everybody's trying to put on a front. I'm sure that if you really
took all these people aside and boiled them down, er, I mean if
you ever go out with these people socially, the person behind the 
chap you see at work is totally different. Completely different!"
"From a career point of view you're looked at. There's a certain 
image that you have to create."

"Everyone is a Jekyll and Hyde in what they are at home and what
they are at work."

Several Computako participants spoke of a certain disillusionment 
in respect of promotion opportunities. Their main complaint was 
that they had a much smaller chance of being promoted than expected:
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"Promotions are not as significant in numbers as most people 
expect."
"If you're an engineer, the sky's the limit. I don't think 
the opportunities are so great for people like myself in 
admin, functions."
An interesting by-product of the system of recognition of 
achievement was the "by-passing" of old and long-serving employees. 
With promotion being based upon merit and not seniority many 
established employees inevitably found that they were being "leap 
frogged" by younger, more recent recruits. This was a great 

source of upset for many:

"At one point you're out there in the front. Trotting along, 
pulling the rest behind. Then you start slowing up a bit. Next 
someone comes in and gets in front of you, and then you've got 
to follow that other person who's in front. As time goes on a 
lot of people will find themselves in that situation. They were 
in front. Now they've got to take the second seat as these 
new people come in."
"You see all these young people coming in and going up the ladder, 
sort of climbing over your shoulders. I think there could be a fair 
degree of resentment too. They feel that the opportunity should 
be given to them."
"People find it hard to accept that they will be overtaken by 
bright young sparks."
"Change means, especially in a company like this that is becoming 
more dynamic than it was, it means that some people, me included, 
are going to get left behind. There's a point, everybody's got 
their point which is their pinnacle. It's like Roger Bannister 
and the four minute mile. His pinnacle was the four minute mile.
He reached that and never had much impact on it after that, but other 
people have come on and gone further. I think that everyone 
realises that that again is inevitable. Somewhere along the line 
you must reach a pinnacle beyond which you can't go. You need 
somebody in with perhaps more experience, perhaps a higher level of 
education, a different attitude to take things on that stage 
further. You recognise that this is it. This is going to happen 
and you've got to accept it when it does happen. It's very very 
difficult. That is very very difficult .... I think that when 
this sort of thing happens, management have got to learn how to 
handle these sort of people that have been by-passed, a little 
bit better, a little bit more subtly .... the natural thing is to 
concentrate upon the success story. The successful people, the 
successful sale, the successful this. You know, the ones that are
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coming on fast suid going. The whole spotlight is upon them. So I 
think it's natural that this sort of thing gets forgotten sometimes."

Associated with the phenomenon of by-passing was the frequent 

usage of the term "casualty" at Computako which often referred to 
an individual who had in effect been demoted through changes that 
had involved some element of leap-frogging.

10 Uniform Status

The attempted movement towards single status employment was 
confined to Computako and, therefore, it was only at this 
organization where there were complaints of this aspect deteriorating, 
It appeared that as the organization was increasing rapidly in size 
there had developed a certain class distinction between clerical 
and technical staff. Many individuals made reference to an 
"us and them" attitude that was now prevalent within the organization. 
While there were no tangible differences in benefits and so on, 
technical staff reported being made to feel like second class 
citizens:

"The only criticism I would make of Computako, and it's really no
fault of theirs, is there is, to a certain extent, what I call a
'them and us' business. Now when I talk about 'them' I mean the
people upstairs who are accounts and so on and the 'us' is people
like me. Now this arises partly because, and it's no fault of 
Computako, it's just what goes on in the U.K., Service departments 
or people who work in service departments are the kind of people who 
use their hands, and they're called 'light industrial'. To this 
extent, there's a bit of a gulf between 'them' upstairs and 'us' 
downstairs."
"There's a certain stigma. An 'us and them' attitude. People up 
there in the glass office and us down here on the factory floor, 
toiling under the mills and all this."
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11 Pleasant working environment
Members of both organizations reported a decrease in the pleasantness 

of their working environments owing to one factor. As Computako and 
Dataware grew exceptionally rapidly, more employees had to be fitted 
into their buildings. Consequently, there were complaints of over
crowding and cramped working conditions which detracted from the 
attractiveness of the working environments.

12 Excellent compensation package

According to several Computako employees, the excellence of the 
company's compensation package was questionable. While no-one 
voiced dissatisfaction with respect to fringe benefits, there was 
evidence of disenchantment with salary levels:

"The salaries in the service department are probably competitive 
now whereas years ago they used to be considerably better than 
anybody else, but that is probably the new policy of Computako 
and there's nothing you can do about that. At one time, when I 
first joined, they used to pay way above what anyone else did. It's 
just competitive now and that's the operative word."
"Whereas we always felt that we were on the top side of salary 
scales within the area or within the type of work that we do, 
there's a lot of feeling that we're not anymore."

It may be recalled that policies associated with the good employer 
aspect of the presented company image were a crucial element of the 

"Computako Way". With these policies becoming diluted, many 
individuals claimed that this "Computako Way" was no longer in 

existence :
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"Getting back to the doctrine, I think that it's worth going 
round to the MDC .... and ask to look at some of the manuals 
such as 'Personal Growth'. Have a look at that and see what 
is supposedly Computako policy. I think that in some respects 
when once you glean what is policy and what is practised, there 
is a variance between the two .... Whether you're aware of it 
or not, there's supposed to be a 'Computako Way'. There's 
supposed to be fundamental policies .... It's fine to say, 'In 
principle, we do x®, but practice is sometimes something quite 
different and sometimes wholly at variance with the principle."
"The 'Computako Way' is no longer there because of the size of the 
company. This came out of a supervisors' meeting we had about 
two months ago. The 'Computako Way' is not as evident as in the 
past."

The Élite Organization

The third aspect of the presented company image related to the 
belief expressed by Computako and Dataware employees that their 
organizations were the best companies in the computer and electronics 
industries and it was only the best possible individuals who were 
employed. Already evidence has been presented which has indicated 
a dilution of this aspect of the presented company image. It has 
been acknowledged that competition on the external labour market 
had meant that the organizations could no longer be as selective 
as they wished when taking on new recruits. It has also been 
observed that when once these recruits were taken on they were given 
insufficient training to enable them to reach the desired standard. 
Both factors led to a general feeling that it was not the best 
possible individuals, in terms of their original qualifications and 
subsequent training, that now inhabited the two organizations.

As well as in terms of the quality of the workforce, this élite aspect 
of the presented compeiny image was also engendered by the belief 
that these organizations were a cut above others particularly in



468

terms of the quality of their products. However, both organizations 
now had rivals who appeared to be offering equally attractive 
products:

"Some years ago, I would have said that Computako were a class above 
everybody else but now there are other successful companies. 
Electronics in general is booming. People like Britcom are growing 
at the same rate as we are. They've very competitive."
"The customer that has lived with us for the last five years has 
probably seen the changing image. We have to be careful that we 
maintain that old image. If you like, what we're doing now is the 
industry norm but what we have done in the past has been an 
industry super-standard. If we dilute that image, the tangible 
disadvantages are that we'll lose sales, I'm sure. You see, we've 
always been a company in electronics where there's us and the rest 
of the industry. Now, if you like, we're slipping back into line 
with the rest of the industry."

So the evidence suggests that employees of Computako and Dataware 
had to revise many of their presumptions concerning organizational 
life. Rapid change, whether directly or indirectly, had led to a 
dilution and deterioration of the presented company images of 
these organizations.

The Changing Characters Of Midland Systems And Unitran

With these two remaining host organizations, the maintenance of 
a presented company image was not a preoccupation of employees. 
Consequently, the dilution and deterioration of this image was not 
pertinent to the experience of Midland Systems and Unitran employees. 
However, there was much evidence that rapid change had challenged 
many of their fundamental taken-for-granted assumptions concerning 
the characteristics of organizational life. As will be seen, there 
was a high degree of consensus between these two organizations as to
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what assumptions had been altered. In addition, several revised 
presumptions were similar to those identified at Computako and 

Dataware,

This discussion commences with a review of some general observations 
relating to the changing character of the organizations. At this 
stage evidence suggesting an overall change of organizational 
character is presented. Following this, attention is devoted to 
seven specific trends that encouraged claims of "it's not the 
same place anymore".

General observations

At both Midland Systems and Unitran there were frequent observations 
suggesting that radical changes of organizational character had 
recently taken place causing employees to revise many of their 
presumptions concerning organizational life. These alterations of 
organizational character seemed to be closely associated with the 
occurrence of rapid change following a considerable period of 
stability;

"It different. It's definitely different. Nobody feels the 
same .... You hear people say, 'It just isn't the same place as 
it used to be'. "
"Before I came back I was told by the ladies here that it wasn't 
the same place as it used to be."
"The atmosphere on the floor just isn't the same as before."
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Apart from the seven trends challenging longstanding notions, 
which will shortly be discussed, there were few examples that 
Unitran employees could offer which provided general substantiation 

for their claims that the character of the organization had 
drastically altered. This was just a feeling they had which little 
evidence could support. In contrast. Midland Systems participants 
spoke of a drastic change of character which they found no difficulty 
in illustrating.

Many Midland Systems employees referred to the old style of their 
organization which had now disappeared suddenly. A frequent term 
when describing the past style was that of "Dickensian":

"It was really archaic. Tatty old desks, etched on like school 
desks over the years. It was terrific. It was a sort of open 
office and it was really good fun but, as I say, it was old. It 
was like something out of Dickens."
"It was very archaic really. My first impression, going back to 
when I first came to Midland Systems, was, 'Where's the quill pens 
and the high desks?'."

"It had irritated me for years, all the Victorianism about it; 
Dickensian attitudes."

Participants discussed the features of this Dickensian company.
There were very rigid job boundaries with a great deal of secrecy 
surrounding the nature of any one particular job or group of jobs. 

Each job had a place within the organizational class structure and 
individuals could engage in no task exclusively assigned to a 
higher grade of work. For instance, individuals reported that until 
recently only certain classes of clerical worker were allowed to 
answer the telephone. In completing their allocated activities, the 
emphasis was always upon quality. Perfection was strived for at the
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expense of volume of work completed. A well-established informal 
organization had also developed over the years with social 

relationships at work assuming great importance.

Relocation into a modern office block, computerization of office 
procedures, and the arrival of a new management team were the 

major factors which brought Midland Systems into the twentieth 
century at an incredibily fast rate, and were responsible for a 
major revision of presumptions concerning organizational life. 
Several participants recalled the drastic nature of this transform

ation z

"They were very distressed to find that all of the sacred cows 
were slaughtered overnight and they were running round like 
chickens with their heads cut off."
"It really has changed completely to what it used to be. Overnight 
everything was completely different."

In many ways, the new style of Midland Systems was diametrically 
opposed to the old. As computerization had been introduced, the 
new management team had attempted to give individuals a fairly 

wide training so that an element of flexibility existed and 
employees could be temporarily assigned to other duties as and when 

demand dictated. This was in total contrast to the previous rigid 

job boundaries which had been enhanced by secrecy about each 
specific job. Closely linked with this flexibility was the 
deterioration of the organizational class system. Although there 

were still tasks which only supervisors and managers were allowed 
to undertake, lower level clerical workers were encouraged to 
engage in tasks which they had never done before such as using
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the telephone and writing letters to customers. Part of this 

encouragement was to increase the efficiency of the operation. 
Maximum efficiency was now the major aim at all costs. Gone 
were the strivings for quality of work. The emphasis was now 
upon quantity of output. It was this final aspect of the 

changed character of Midland Systems which received most mention.
As already noted, all repetitive jobs had quot as of hourly work 
output which had to be maintained. The actual level of 
individual output had to be entered in log books and sectional 
performance was indicated daily on a "results board" which had 
been erected in the middle of the open plan office. Finally, 
productivity meetings had been introduced, once more, with the 
objective of improving efficiency. With quantity of work now 
being the main objective, social interaction at work was discouraged 
by management. The maintenance of the established informal 
organization was also made difficult with the recent introduction 
of job flexibility which often meant the temporary disruption of 
social relationships. The emphasis upon maximization of work 
output was an alteration of a taken-for-granted assumption with 
which individuals found difficulty in coping:

"It's push, push, push all the time, even when there isn't much 
outstanding work."
"You're now a machine. You're here only to do the work. It's 
as though you're automated. You can't sit back and do nothing for 
a while. You're either told to shut up or given more work. We 
just can't talk among ourselves. When we've finished our work, 
we're given work from other sections."
"They're pushing you all the time to get the orders through."
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On top of this dramatic alteration of the organization’s character, 
there were seven specific trends mainly rooted in management actions/ 
inactions which challenged some longstanding notions about life 
at Midland Systems. Evidence of these trends and similar results 
was also found at Unitran. Attention is now devoted to each 
trend in turn.

1 Increasing inefficiencies

A very high proportion of the participants from Midland Systems 
and Unitran appeared to associate times of rapid change with 
organizational inefficiencies and generally poor management.

A recurrent criticism was about poor planning of change. It was 
frequently reported that management introduced changes without 
enough preparation and without sufficient thought about undesirable 
consequences. Such actions were seen to have produced inefficiencies 
at Midland Systems where the major problem was isolated as being 
the previous management team deciding to computerize the manual 
system of office procedures as opposed to devising a completely 
new system. The office manager, who joined the department after the 
initial planning stages of computerization, recalled the situation:

"It was very evident early on that instead of devising and coming 
along with a highly sophisticated and expensive computer system that 
was going to revolutionize everything, what they'd done was to take 
the forty year old methods that we'd been using and transpose them 
onto a computer file, even to the utmost detail. They'd even tried 
to programme the computer to print out in the same shape and size, 
on a piece of computer paper, the little manual records they used 
to keep for every customer. The people who were here previously 
knew that one thing and that was what they wanted. The attitude 
when I went to talk to them initially to find out what was going on.
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was, 'We've agreed to this as long as nothing changes'!"

Many Midland Systems participants claimed that failing to 
introduce a totally new system had resulted in major inefficiences:

"They should have scrapped the price book and the pricing rules 
and started completely afresh but what they did was computerize 
a manual system. The problems that it gave us right at the 
beginning and throughout would have been eliminated. It would 
have eliminated a lot of work in the cost office if they'd 
simplified the price book to start with. If all this was done.
I wouldn't be requesting system changes like I am which is costing 
a lot of money because the programme's already working the way it 
was."
"They'd been here forty odd years, blinkers on, not outward. We 
had to live with the complications that they set up. They were too 
tied down to the job to look at 'How can we improve the job?' .
They added complexity on top of complexity."

It was common for Unitran employees to comment generally upon the 
bad planning which characterized the changes they experienced;

"We haven't seen enough preparation work. They're tending to jump 
in a little bit. They've already jumped in once and burned their 
fingers with the old solder-cut machine. £60,000 worth! You're 
putting all your eggs in one basket."

"I don't think they really thought out what was happening before 
they did it. They changed half then they stopped!"

"I think most moves up to now have been fairly good but this last 
one we're not very happy about. There doesn't appear to be a 
continuity to it. You are not moving, doing PCB's then afterflow, 
wiring and straight into test. It's dodging about for one area 
to another .... It's badly planned in as much as you don't get 
the flow through .... I don't think it was done by the right 
person. It should have been done by a time and motion man, especially 
when we already had one in the factory. Obviously he had other things 
to do at the time but I don't think the move was planned properly."

As well as changes of machinery and factory layout, bad planning was 
also reported in respect of other changes such as manning levels and 
technical modifications to the products.
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Another frequently heard claim with regard to inefficiencies related 
to insufficient training. The argument was that maximum advantage 
could not be gained from changes because training in new techniques, 
procedures, and so on could not keep pace at either organization.

There were many company specific results of change which 
individuals had difficulty justifying in terms of efficiency. At

Midland Systems, participants reported the computer system being 
less flexible than the manual procedures. In addition, there were 
still many "teething troubles" and the system was far from perfect. 
Several individuals criticized the way work could only be done 
during certain hours when the computer was on. They felt this 
prevented overtime which could be of assistance at busy times.
The emphasis upon quaintity as opposed to quality of work was also 
suggested to lead to inefficiencies. There were many reports of 
resultant errors which had led to such occurrences as the wrong 
goods being despatched to a customer. One issue could not be 
understood by several employees. As it cost a certain amount to
process an order on the computer system, it worked out more economical 
to give away cheap items to customers. Few could see how the giving 
away of goods could be justified under any circumstances.

In the case of Unitran, participants referred to inefficient machinery 
and methods of work, too many managers, a lax attitude with respect 

to work output in some areas, the subcontracting of work when many 
Unitran employees had little to do, and unnecessary changes of 

factory layout.
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2 Management remoteness

Employees of Unitran frequently remarked about the increased 
distancing of management from the day-to-day activities of the 
organization at times of rapid change. They had recently observed 
the construction of partitioned-off offices for managers and 
supervisors which had taken them away from the shop floor. Comments 
from Unitran participants illustrated the state of affairs:

"I think they lose touch .... as I say, the manager before (the 
current department manager) used to sit on the floor with us. If 
you've got any problems, you feel you can talk to them more. I 
couldn’t go to (the current department manager). He seems so remote 
in his little office. I don't even know where it is."
"What I'd like to see here is a tie up with management and the 
shopfloor more often. They do rely on us but under some 
circumstances I think managers ought to be known. We've just got 
a new top management now, six or seven weeks ago. I said, 'You 
will come down on the shopfloor so as to let people know who you are and 
who is your top boss'. As yet this hasn't been done. This is very 
bad."
"The managers? Well, we don't see much of them. They just walk 
through and say 'Hello'."

"We don't get to know them. They don't get to know us. They get 
closed in their little offices and we are no longer involved like 
we used to be .... They've isolated themselves completely. You don't 
feel able to go up and speak to them or even speak when they go 
past."

It appeared that Midland Systems employees had recently become much too 
aware of their management team to make observations relating to 
management remoteness,

3 Decreased communication
In line with observations made at Computako and Dataware, there were 
a multitude of comments suggesting that the quantity and quality of
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formal communication had declined at both Midland Systems and 
Unitran. Several participants from both organizations referred 

to poor communications in general:

"Communications are extremely bad now. I mean, we originally 
thought you were going to give us all medicals."
"We’re not told anything directly."
"It was just about a month before I came here there was a new floor 
manager. I don’t know what communication was like before. I’ve 
heard it was very good but I don’t know. As this change came in 
we had a new floor manager and everything went dead."
"This time, unfortunately, there's nothing, only deadly silence."
"Communication within this company is diabolical. Absolutely 
diabolical! Whether we're worse than any other company I don't 
know, but I'm appalled at the level of communication here."

There were also comments, particularly from Unitran respondents, 
that communication frequently consisted of "half a communication"j

"We were told, 'At Christmas, you'll be moved*, but we weren't told 
where we were going. It's always half a communication."
"We were left 75 percent in the picture. We were given no dates 
and we were not told what the job situation was."
"They've got half the information but they're not quite sure what's 
going to be done to overcome the problem."

In addition, there were observations in respect of the absence of 
communication warning people of imminent changes:

"It's always historical information rather than being forewarned." 
"You don't get to hear what's going on until the last minute."



478

The reasons behind chauiges were reported to be of importance to 
employees of Midland Systems and Unitran. However, the rationale 

for changes was apparently never communicated:

"They do tell you sometimes of the reasons for these moves. They've 
told us twice in the seven years I've been here! Usually, they 
don't tell you the reasons. It's just, 'You're moving!'."
"We don't ever really get to hear the reasons."

There were complaints, predominantly from Unitran employees, that 
management would not allow feedback in relation to changes they 
had decided upon:

"There's no provision to express reservations at shopfloor level .... 
I'd like to think that if I can see any reason why this change could 
create problems, someone would at least listen to what experience 
I've got, to at least look at it from that side as well."
"They don't take your arguments into consideration. If someone 
higher says you've got to move, you've got to move."

This was a surprising situation as Unitran had a Works Productivity 

Council which seemed to provide the machinery for free and open 
discussion about change and allow the opportunity for feedback. 
However, there was a great deal of dissatisfaction about the 
operation of this body. One section leader voiced a recurrent 

criticism:

"There is a productivity meeting but I think it's a waste of time 
quite frankly. I think they've set what's going to be done and 
they only have that meeting simply to make it look as though 
we're involved. It's cut and dried before it's even come down 
to that level. I'm certain of that."
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With the communications difficulties outlined there were reports 
of flourishing informal communication networks at both organizations,

4_____Less consideration for employees

Participants at Midland Systems and Unitran tended to associate 
times of rapid change with less consideration being given to 
the individual.

Underlying this view appeared to be observations that when rapid 
change was teiking place, there was little time to consider what 
the impact would be upon employees and consequently there seemed 
to be little respect for individuals. Added to this were several 
company specific reasons which contributed to the idea that 
consideration for employees had decreased dramatically.

At Unitran, much of this decreased consideration was embodied in 
the apparently constant change of factory layout which meant that 
individuals were forever being moved around the shopfloor. The 
reason for these frequent factory layout changes was clear to 
Unitran employees. As one explained;

"We seem to change our middle management every time the wind blows. 
Every six months the management changes. New managers come in with 
new ideas. We may just have had the shopfloor rearranged at 
considerable expense; an upheaval to suit one manager. A new 
manager comes along with new ideas. He thinks that the concept is 
all wrong, so we play musical chairs again. It’s happened so often. 
You just get used to one idea and another one comes along. The 
morale on the shopfloor is at an all time low because of these 
constant changes."
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In making these moves, it was obvious to shopfloor operatives 

that they were not considered at all:
"The attitude towards people is changing. You're just a number 
here to do a job. This is reflected in the way we're moved 
around without consideration,"
"There's no consideration for people. You're just a number."
"They don't seem to respect people as people. You're more numbers, 
heads. They're drawing up their graphs, 'I've got so many heads 
to do this with, so many man-hours'. All right, we've all got 
clock numbers but we are individuals. A lot of people get a bit 
uptight about it. Heads! Bodies! We know we're on the lower end 
of the scale but we don't like it rubbed in."

When discussing feelings of apprehension at Unitran, it was noted 
that management were perceived to be taking actions designed to 
encourage individuals to leave voluntarily. Such observations 
apparently reinforced the notion that there was less consideration 
for individuals.

It was the new management team at Midland Systems that was criticized 
for showing little consideration towards employees. As already 
explained, the process of computerization necessitated the 
redeployment of several individuals. This was an often cited 
example of a decreased consideration for people. The Navy background 
of the office manager was also put forward as a reason for decreased 
consideration:

"To me, he treats us like sailors on a boat."

Within one section of the department, a certain amount of trouble 
had been experienced by management mainly because of the activités 
of an informal leader who had been branded "The Ring Leader" and
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"The Troublemaker". This person had attempted to organize the 
section ready for battle against management. To alleviate this 
problem, management moved everyone around in the section in an 
attempt break social ties and isolate the Ring leader from the 
other members of the section. This move prompted complaints that 
management had decreased consideration for individuals and added 
further support to claims that employees were increasingly 
treated like school children.

5_____Decline in the importance of long-serving employees

This was a specific form of decreased consideration for individuals, 
Because Midland Systems employees were characteristically longer 
serving than those of Unitran, this phenomenon tended to receive 
most mention at this organization. Changes associated with 
computerization at Midland Systems had resulted in long-serving 
employees now being in possession of redundant skills, expertise 
and experience. In addition, they were less able to relearn new 
methods of work than others and were, therefore, less favoured than 
shorter-serving employees. In cases where these long-rservers were 
nearing retirement age, no attempt at retraining was made. This 

had the effect of placing previously very important individuals 
into a position of being totally useless in the new set-up:

"Over the last three years. I've noticed that there's been less 
consideration for long-servers. I feel that, with all the changes 
that have taken place, experience has become less important."
"It always used to be promotion by length of service. Now it's 
promotion by face fitting. I think this is another function of a 
change environment."
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"There’s also the feeling that the new staff are in the fore all 
the time. They're considered more than the old staff."

"Someone who's coming near to retirement, obviously they're 
reluctant to keep them up on the top. Obviously, it wasn't worth 
training them but then it's a shame for the people concerned 
because they must feel very pushed out of it. It happened in one 
girl's case. She'd been here twenty years. She was one of the 
best pricing clerks. Obviously, she ought to have been with the 
service she'd put in but suddenly in the last iB months she was 
nobody. Well, it must have been very hurtful to feel that people 
are winding you down. They don't want to know you anymore."

6_____Decreased family atmosphere

Reports of a decreased family atmosphere came from participants of 
both Midland Systems and Unitran. There were observations that the 
previous family atmosphere had been replaced by a large company 
atmosphere :

"When I first came here it was more of a family concern friendliness 
but that's going. It's a business friendliness now."

There were several reasons put forward for this decreased family 
atmosphere. One Midland Systems participant felt it was the 
result of a need for management to adjust their attitudes to cope 
with a changed world:

"I mean, the world's a different place. It's hard, isn't it? I 
suppose this is it. You've got to be hard to survive. There's so 
many firms going under, so I suppose they've got to be hard whereas 
in the past they were family-type bosses."

A long-serving Unitran employee put it down to company growth:

"Going back some time there was a lot of togetherness but as the 
company grows you can't keep that up."
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7_____Poor quality management

Many of the above trends which challenged peoples' presumptions 
about the nature of organizational life at Midlands Systems and 
Unitreai could be blamed upon poor management. Many individuals 

did specifically refer to the apparent decline in the calibre of 
their management personnel and provide illustrations to support 
such contentions. General comments from Unitran employees included;

"You get different opinions of the abilities of managers. The 
opinion of our current management is not very high."
"(The department manager) is gradually coming round to our problems 
but for his first few months our opinion was that he was still 
trying to bring in ideas that were geared into the mass production 
requirement rather than the short batch requirement which we have 
here. It upset a lot of people. 'He's talking out of the back of 
his head. He doesn't know what he's talking about'. We have been 
through the mill so often of trying to bring something in and 
finding that it's just not compatible with the short batch production, 
He's slowly beginning to realise that we've got a set of unique 
problems."

To add support to such claims of poor quality management individuals 
referred to production design mistakes, political behaviour, and the 
extremely poor manner in which a redundancy situation was handled.

Midland Systems employees spoke of the limited training in man 
management that some of the new supervisors had received. They 
reported a lack of management knowledge and expertise, inconsistent 

application of rules and disciplinary action, favouritism, unfulfilled 
promises, and the poor administration of a scheme of job evaluation. 

Even the office manager when reflecting on the abilities of his 
subordinates, admitted that the new management team were not of 
the calibre he would have liked:
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"I do think that they were being stretched beyond their capabilities. 
We were asking them to do things they'd never been asked to do 
before which was manage .... They'd never been delegated the 
authority in the past nor did they feel they had the authority to 
deal with people as a manager. This is what I had to try and 
overcome. I succeeded in most cases but in one or two I failed 
completely. They would never make managers as long as their 
backsides gazed southwards. You had to make the best out of a 
bad job .... I don't think anyone could be frightened of the 
ruddy managers I've got. They frighten me but they don't frighten 
the troops."

To recapitulate, when talking about unwelcomed effects of rapid 
change, participants of each host organization reported that many 
taken-for-granted assumptions about the nature of organizational 
life had been challenged. In the cases of Computako and Dataware, 
such reports indicated that the presented company images, which have 
been seen to be of great importance to employees, were rapidly 
diluting and deteriorating. Employees of Midland Systems and 
Unitran spoke of a general feeling of "it's not the same place 
anymore" and provided data suggesting that seven specific trends 
had challenged longstanding notions of the character of these 
organizations and life within them. A degree of similarity was 
observed between these trends and the factors producing a deterioration 
of the presented company image at the other organizations.

Individual Overload

Attention is now devoted to individual accounts of feeling overloaded, 
pressured, and stressed as a direct result of working in a rapidly 
changing environment. The bulk of this data was obtained from 
Computako and Midland Systems participants. There was only occasional 
mention of individual overload at Dataware and Unitran. The lack of 
such data from Dataware respondents could have been the result of
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insufficient time spent at this organization developing an 
atmosphere of trust where such admissions could be freely made. In 
the case of Unitran employees, the workload was exceptionally light 
owing to a rapid decline in demand for the organization's products. 
This was probably a major reason for the absence of reports of 

overload.

Discussion is first centred upon one of the first indications that 
there was the likelihood of individual overload in rapidly changing 
organizations. This was a very frequent claim that there was 
insufficient time to achieve anything while at work. As a result of 
this apparent disappearance of time, there was evidence of a strong 
desire for temporary stability. This is the second issue to receive 
attention. Finally, some of the reasons put forward for feeling 
pressured and stressed are examined.

The disappearance of time

One indication of the likelihood of individual overload within 
rapidly changing organizations was the frequent observation that 
time apparently disappeared when at work:

"Time disappears at Computako."
"I haven't got the time to think about anything these days apart 
from what I've physically got at any particular minute."

"If we had a fifteen hour day we might be all right 1"

The major problem associated with this disappearance of time seemed 
to be the inability to achieve job objectives and generally be in 
control of one's work activities.
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Desire for temporary stability

As a result of the disappearance of time it was found that 
individuals often wished there could be a short interval of 
relative stability between periods of rapid change. Such stability 
was apparently desired to give them the opportunity to have a 
break from the pressure and stress associated with rapid change, 

consolidate their jobs, and prepare for the next "attack" of rapid 
change. Some comments of participants illustrate this phenonemon:

"We just haven't the time to sit down and think of the best way 
of doing things. If only we could sit still for a while and 
sort things out."
"It never stops! It never stops! You think you've got something 
settled. You think you've got things into the right shape but 
there's always something that needs to be changed somewhere. 
Sometimes I feel it would be nice if things would just stay static 
for a year or two years with enough time to draw breath and think 
about things."

Such "breathing space" of temporary stability rarely materialized 
and hence many individuals found that a rapidly changing environment 
was making them increasingly pressured and stressed.

Pressure and stress

These were two terms that were common in descriptions of life within 
rapidly changing organizations. The terms were apparently synonymous 
to the majority of participants reporting such effects and therefore 

no effort is made to deal with them individually.
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There were several reasons given for the incidence of pressure 
and stress which are now examined separately.

1 Increased workload

As explained on several previous occasions, times of rapid change 
were characterized by a marked increase in workload. Normal daily 
activities had to be continued while considerable effort frequently 
had to be directed towards the process of change. Where changes 
were rooted in growth the effect was magnified. The resultant 
increased workload was a frequently cited source of pressure and 
stress :

"The pressure is purely additional workload."

"It's pressure of work. We're expected to do far more."
"The pressure comes from the growth we're experiencing. The sheer 
workload an individual has got to cope with as the company grows.
If you could have one person doing the job and they're busy and 
they're working daily from 8 . 3 0  to 5.00 and that person's job 
grows to (to quote the figure for last year) 37 per cent, you can't 
hire a third of a person to do that extra work. That person's 
got to do it. So they're under more pressure than they were last 
year. That affects them."

Pressure and stress resulting from increased workload was, according 
to evidence from Midland Systems, compounded by the knowledge that 
a backlog of work was building up:

"The first months of the change were traumatic because you'd got the 
pressure of 6,000 orders there that hadn't been processed. We were 
always carrying a backlog and you could see the backlog. It was 
there, facing you everyday. If the computer went down everyone's 
spirits and morale went down because they thought, 'Oh God! The 
backlog's going to grow.' So there was pressure."
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A further source of pressure for Midland Systems employees was the 

emphasis placed upon quantity of work output by the new management 
team. With minimum quotas of output relating to most individuals' 

jobs an amount of pressure and stress was reported. A similar 
effect resulted from the job objectives and efficiency targets in 
existence at Computako.

2 Insufficient manpower

This reason for pressure and stress was closely associated with the 
one above and was only pertinent to organizations experiencing 
growth. Participants spoke of a recruitment lag, referring to the 
interval between realizing that more employees were needed to cope 
with the additional workload and the recruitment of extra personnel. 
Again, the pressure and stress reported had their source in the 
increased work with which existing employees had to cope.

2_____Perceived decreased capability

This term has already been introduced as referring to feelings of 
inadequacy and incompetence which participants experienced within 

rapidly changing work environments. A few participants suggested 
that perceived decreased capability was a source of pressure 

and stress:

"They were uptight within themselves with the pressures of the work 
and this added pressure of feeling they weren't any good at the job."
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"Even the managing director used to come down and say, ’What's the 
order position?'. There was pressure and obviously a girl who 
was only putting in ten orders an hour was feeling this pressure 
more than anybody else because it was, 'Come on, let's get this 
lot through! '. They weren't really capable of getting it through 
at that stage."

Competition

Competition amongst peers was sometimes given as a reason for 
individuals feeling pressured and stressed. In thriving business 
environments, this competition was for promotion. In declining 
organizations, competition was in respect of proving that one was 
a less suitable candidate for redundancy than one's colleagues:

"I think there's a certain underlying pressure. A point which shows 
slightly where it's coming from is that as the company grows then there's 
more opportunities but more people after those opportunities. This 
puts you under a certain pressure of competition for certain jobs 
whereas when there were a lot less people then it was almost done on 
a hierarchy basis. 'You've been here seven years so you can have 
that job', but now there's far more competition for jobs."

It appeared that "being watched" by superiors added to the pressure 
and stress. At Computako, this activity was closely associated 

with assessments of suitability for promotion:

"From a career point of view you're looked at. There's a certain 
image you have to create."

While there was a declared policy of no redundancies at Midland 
Systems, employees still feared that such involuntary exits could 
take place. There was also the possibility of redeployment to less 
attractive jobs. Many individuals felt they were being scrutinized 
by their superiors for such reasons as well as ensuring that they 

were working hard at all times:
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"They're watching all the time .... You feel you're in a 
concentration camp."
"We feel constantly watched by another section leader who reports 
back to ours. We all work hard. There's no need for this 
watching."

Promotion

In work environments where rapid change was rooted in growth, it 
was common for individuals to experience very fast promotion. The 
end result could be young and relatively inexperienced individuals 
finding themselves in senior positions. It was coping with these 
jobs at a senior level that several participants reported as being a 

great source of pressure and stress:

"When you are promoted you naturally go through rather a lot of 
stress mainly because you've got to prove that you're able to do 
the job."
"A new, bigger job gives stress .... it gets more stressful the 
further one goes up."

"I think it's a function of the promotion to be honest. More 
responsibilities mean, if you take them seriously, you have more 
worries, more pressures."

Information overload

One Computako technican highlighted a particular source of pressure 
and stress within a rapidly changing environment. This was being 
bombarded with information and being required to learn a great deal 
within a short time:
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"But unfortunately, the odds are, there's a ginormous, endless 
strain because you tended to be absorbing and learning a lot in a 
very short period of time, which you were. There's no getting 
away from it. In my first six months I must have learned more 
than I've learned in the last eight or ten years! Mainly because 
you're bombarded with information. You're completely bombarded 
with high technology equipment. You see the equipment. Well, I 
think it's unbelievable really. I think a lot of it's a spin-off 
from the American space race. Computako did a lot of work into this. 
Unfortunately, it's such a change. It's quite a shock to the 
system really. When I first came here I couldn't understand how 
people could be so relaxed working this equipment when I was really 
struggling because it was so different from what I was used to doing."

Individual overload within rapidly changing organizations was, 
therefore, indicated primarily by the apparent disappearance of time 
for individuals and their desire for temporary stability. In 
addition, reports of pressure and stress were very common. Sources 
of such pressure and stress were reported to be increased workload, 
insufficient manpower, perceived decreased capability, competition 
for jobs, promotion, and information overload.

Negative Consequences Of Rapid Change

When asked to describe life within a rapidly changing organization, 
participants spoke of apprehension, irritation, percieved decreased 
capability, revision of presumptions concerning organizational life, 
and individual overload as unpleasant effects. The presence of such 
phenomena within the working environment was discovered to produce 
undesirable consequences for some individuals. It is these 
undesirable consequences to which attention is now drawn. Separate 
attention is given to attitudinal, behavioural, mental, and physical 
manifestations although these distinctions are at times somewhat 

arbitrary.
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Data upon this topic was collected from each host organization 
with the exception of Dataware. At Dataware, there was only 
occasional mention of these undesirable consequences. This was 

probably because of the limited time spent on site and the fact 
that only one interview was conducted with each Dataware participant, 
In view of my experiences at other sites, admissions to suffering 
undesirable consequences of change characteristically came at the 
later stages of data collection when a higher level of trust had 

been established.

Attitudinal Consequences

A rapidly changing environment was reported by some to give rise to 
changed attitudes at work. Here the two major trends of attitude 
modification are addressed.

Apathy

Attitudes of apathy and indifference as a direct result of 
experiencing rapid change at work were almost exclusively reported 
by Midland Systems and Unitran respondents possibly because of the 

low status of the majority of these samples. It appeared that 
rapid change and its negative effects had generally engendered a 
"couldn’t care less" attitude towards work:

"I seem to think sometimes, ’Why bother?’.If you worry about the 
job no-one thinks any more of you."
"To me, you should enjoy what you’re doing. You should enjoy 
working for your management. You shouldn’t have this 'couldn’t care 
less' attitude."
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"They're getting a 'couldn't are less' attitude at the moment." 
"They just don't seem to be bothered anymore."
"There's less enthusiasm for work. It's a case of whereas before 
you said, 'Well, we've got so and so to do. Let's get that done 
quickly this week then we can step on it and do the next bit'.
Now it's 'What the hell? We don't want to get on with it! Why 
bother?' .... We think, 'Why should we worry? Let them get on 
with it!', A'couldn't care less*attitude is going around the 
factory. You see people standing around talking when normally 
they'd be getting on with the job. It's a pity."

Helplessness
There was plentiful evidence of an attitude of helplessness 
resulting from life within a rapidly changing organization. This 
attitude was discovered to be most predominant in Unitran and 
Midland Systems. Again, this could have been due to the low 
job levels of the majority of these respondents.

"You begin to realise that you just have to live with changes. 
There's very little you can do about them. If you can't alter them 
and you can't change them, there's no point in being concerned 
about them. That sounds a bit philosophical but if there's nothing 
you can do, there's no point in worrying about them."
"Even if I was really dissatisfied with all this change I don't 
think there's anything I could do. I suppose if something really 
affected me like that the only thing I could do would be to leave."

Behavioural Consequences

Many reports of individuals from each host organization suggested 
that there was a range of consequences in terms of changes of 

behaviour. This had been noticed both within their own actions as 
well as those of others. Participants spoke of personality change 

and an increasing irrationality. These issues are now addressed 
individually.
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1_____Personality chainge

There were widespread suggestions that life within a rapidly 
changing environment had led to both temporary and permanent 

changes of personality:

"Change has made me a different personality at work. I can still 
have a laugh and a joke but there's something there that’s different,"
"It surprised me in a way how people could change .... You think you 
know people and all of sudden you don’t know them."

There were reports as to how personalities had changed. It was 
frequently suggested that people became harder and more aggressive:

"Well, I think I’ve got harder. You get harder towards other people. 
Things you would worry over, you think, ’Well, why should I worry 
about them?’. So you just harden yourself. I feel I’ve got harder 
and I was only speaking to someone this morning who said, 'Well, I've 
never been like this before'. I said, 'This is just the way you 
have to be now isn't it?' .... It's just the change. The results of 
change I should say. You just train yourself not to worry over it."

"I think that as the company grows and more people come under 
pressure (and there are a lot), that really affects their personality 
in a small way. When people are under pressure they tend to become 
less pleasant and more aggressive .... that comes back to the point 
I raised before where the actual growth, when you're under pressure, 
affects your attitude, your outlook, and your relationship with 
your co-worker. It definitely does. It's made a lot of difference 
to me. A lot of people have stated, my wife has stated, and people 
who've known me for a long time have stated, 'The job is changing 
you'."

It was also pointed out that people became short-tempered and 
argumentative :

"People get a little bit touchy, a bit shirty, short-tempered, and 
generally harassed. I think it affects their work as well."
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"You also find they get short-tempered and even with their best 
friends there's bickering and one thing and another. They fly off 
the handle a bit."
"There were arguments. People all seemed on edge."
"I'll tell you how it's noticeable. If I'm under pressure, and 
you can ask other people in the office about me, I'm very short- 
tempered."

Another personality change mentioned was a general loss of sense 
of humour and an increasing seriousness;

"People who used to laugh and joke now look serious. You now 
see them talking in little groups."

2_____Irrationality

While only mentioned by a few participants, this was a most 
interesting consequence. They reported that as the rate of change 
reached a climax, they began to act in a totally irrational manner. 
The classic example of this phenomenon was reported by the office 
manager of Midland Systems:

"At one stage it got that I didn't want to come into work. I didn't! 
I stayed at home for a couple of days. I acted in a totally 
irrational manner. Looking back, I can't see why I acted in this 
way but you do these things when there's all this stress and 
pressure."

Mental Consequences

A number of participants were of the opinion that some form of mental
disturbance had resulted from life within a rapidly
changing organization. There were reports of personally suffering
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nervous breakdowns as well as recognizing the symptoms in others. 
These reports were almost exclusively obtained from Computako 

and Midland Systems.

Yet again, it must be stressed that admissions of this kind tended 

to emerge at the second interview stage when a higher level of 
trust had been developed. Hence, the absence of such reports at 
Dataware. As for Unitran, the predominantly indifferent attitude 

to work which the majority of individuals apparently possessed 
ensured the absence of the degree of involvement necessary for 
mental consequences to ensue.

Comments from Computako participants included:

"You'd come into work at eight in the morning. You'd work solid, 
perhaps no lunch hour. You'd work overtime in the evening. You'd 
go home and take work with you. You'd have no private life at 
all. All the time you were awake it was Computako. Computako 
and nothing else. You'd take work home weekends which is no way 
to go on. My family weren't too pleased with it. They could see 
it was going to lead to trouble. In the end it did. I had a 
nervous breakdown at the beginning of this yeeir. There was no way 
I could go on anymore .... Yes, it has happened to other people 
within the group. It builds up over a while. Then you can't cope 
with it anymore."
"From then, in actual fact, my shall we say 'rise to fame' was quite 
meteoric. Not so much by Computako standards but by other company 
standards. Obviously, I was learning a lot. I suppose it was 
very mentally demanding but I got on quite well. Within six months 
of starting as a normal engineer I was leader of a section, the 
test gear section. Unfortunately, then I did peg out with a 
nervous breakdown .... I had, shall we say, quite long periods of 
therapy with a psychiatrist and, apart from a few normal emotional 
problems such as parents dying, there was nothing they could put 
their finger on that could cause this breakdown and they had to, 
unfortunately, put it down to the company. I was off work for 
two and half months .... Unfortunately, it was proven that it was 
Computako. Immediately I came back I started to get the same 
symptoms as when I was ill."
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"The pressure on some sales managers has led to them leaving the 
rails. There have been affairs with people, marriage break-ups, 
and nervous breakdowns."
"You've got some guys who beaver along and beaver along, and the first 
you notice that there's anything wrong with them is that they're 
in bed ill with a breakdown or something like that."

"It does produce mental problems. I don't know whether anyone 
else has told you but we've had two or three breakdowns within this 
company in the last couple of years, but if you suggest, like I did, 
that it was through pressure of work, I got jumped on from a very 
great height .... I think it's a combination of workload and 
conditions we've experienced over the last two years."

One Computako participant described the stages of mental disturbance 
through which he had seen inhabitants of the rapidly changing 
organization progress:

"Well, for a start, a normal person becomes aggressive for no 
reason at all. It starts with snapping back at people, then 
flying off the hemdle, losing patience. Then they go through a 
more advanced stage which is a lack of co-ordination; the whole 
business of, 'Where did I put it down? I've lost something. Did 
you see me with a bit of paper a minute ago?' . Then you find 
they're doing six jobs at once and they can't cope with one of 
them. Eventually they come in emd say, 'Oh, I've got a terrible 
headache'. This is the start of it."

The introduction of computerization represented the culmination 
of a great deal of change for Midland Systems employees. It was 
at that time that the incidence of nervous complaints was high:

"I found I was under the greatest stress. I look back and I 
recognise it now. At the time I didn't recognise it as sucho 
I dare say that there were occasions when I was almost on the edge."
"One of them left for anxiety neurosis and another packed it up 
because her husband couldn't stand it any longer."
"A few people suffered from nerves or stress and this sort of 
thing. The doctors put it down to the problems we were having at 
work."
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"When we first started off, there was a terrific amount of 
pressure on us. I felt there was myself .... The strain and the 
pressure affected everyone. There was someone who was away for 
five weeks with nervous trouble. I was away for seven weeks."
"It must have just been the strain because that's the only thing 
we could think of. We were so busy and I suppose the strain of 
learning new things as well .... We had the manager away for six 
weeks in the crucial time. She went down sick and that was a 
nervous illness which emphasizes it more."

The office manager of Midland Systems referred to one woman who 
was under a great deal of pressure when computerization was 
introduced. She was reported to have threatened to commit suicide 

at the height of the change. This was the only case mentioned in 
the whole study and consequently it was probably a most isolated 
incident.

Physical consequences

The dividing line between mental and physical consequences was 
particularly thin. When documenting the mental consequences 
reported it has already been seen that nervous complaints often 
meant, in turn, a period of physical illness. Many reports of 
physical illness as a result of inhabiting a rapidly changing work 

environment were forthcoming. These reports were predominantly 
heard at Midland Systems. The topic of illness at this 

organization has received attention elsewhere (pp. 361 - 3 6 3).

As well as illness, another physical consequence of rapid change 
was reported to be tiredness almost to the point of exhaustion.

The increased workload at times of change appeared to be the major 
cause.
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To recapitulate, individuals within rapidly changing organizations 

reported several undesirable consequences. There were 
attitudinal consequences of an increase in apathy and a strong 
feeling of helplessness. On the topic of behavioural consequences, 

respondents spoke of personality change and a sudden irrationality.

The embodiment of mental consequences was in nervous complaints 

and nervous breakdowns as well as one reported case of suicide 
threats. Physical illness and extreme tiredness made up the 
range of physical consequences cited.

Individuals Most Susceptible To The Negative Consequences Of 

Rapid Change

"Change affects people in different ways."

This observation was heard, in one form or another, at many times 
during the study. Individuals within rapidly changing work 
environments generally understood that some people were hardly 
affected in any way by the dynamic nature of their work environment 
whereas others experienced the full impact of the negative 
consequences outlined above.

There was an eagerness in participants from all four host organizations 
to pinpoint generalized groups of individuals considered most 

susceptible to the undesirable consequences of rapid change. No 
fewer than seven factors were isolated as embracing those most 
affected. Even within the realms of individual factors, there were 
frequently diametrically opposed conclusions as to which individuals 
were most affected. For instance, one factor was age and length of
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service. Some participants were convinced that the old and long- 
serving employees were most affected by rapid change, whereas 
others pinpointed the young short-servers. Likewise, position in 
the organizational hierarchy was considered an important indicator 
but there was no unanimous conclusions as to which level suffered 
most. The full picture will become clearer as each individual 
factor receives attention in turn.

In respect of individual differences and the impact of rapid change, 
there was another source of data in addition to the interview 
reports of respondents. As may be recalled, the Myers - Briggs Type 
Indicator was incorporated into the design of the current study in 
order to assess the influence of personality variables upon reactions 
to change within the workplace. The results obtained from this 
indicator are examined to see whether there were any trends, in 
terms of personality variables, which identified those individuals 
most susceptible to the undesirable consequences of rapid cheinge.

Finally, the notion of the "trapped individual" is introduced as 
a crucial element in understanding those individuals who suffered 
more than average from the impact of rapid change.

This discussion is now commenced with the seven factors reported 
by participants.

1_____Age and length of service

The two variables of age eind length of service have been grouped 
together as it became obvious during the study that the majority
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of participants could not disassociate the two. The long-servers 
were the older members of the organization and the short-servers 

were the younger employees.

Most respondents isolating age and length of service considered 
it was the older and longer-serving individual who was more 
susceptible to the negative consequences of rapid change. Such 
opinions came from each host organization:

"I think some of the hardest points are for the older or long-serving 
employees to adjust to change. They find it difficult."
"I'll tell you one thing. Facing up to change, from my personal 
experience, gets harder as you get older. It's not so easy to 
accept as you go on. I find it more and more difficult as time 
goes on to face up to, er, change is inevitable."
"I suppose that people as they get older find it harder to adapt.
You do sense it. We have one elderly technician of 58 and you do 
sense he's not the man he was ten years ago and that it's unfair 
to push him to do something different rapidly."
"I think the old are affected the most. The older person is more 
affected by change. I think that's general. As you get older you get 
set in your ways. When you're younger you take change in your 
stride."
"I think the older women find it harder to accept than the younger 
ones especially if they've been here 15 years. I've noticed a lot 
of women that are retiring. 'I'm glad I'm going'. That seems to be 
the attitude now."

A few participants offered the viewpoint that it was the young and 
short-serving employees who were affected most. The rationale for 
such a conclusion appeared to be that such individuals had not yet 
become accustomed to the rapidly changing nature of the work 
environment ;
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"During, of course, the organizational changes, it is, of course, 
very difficult especially where people are new and not used to 
Computako. They keep seeing changes and they're not used to it."
"I mean, if a person's only been here for five months and we've 
had three changes of policy within these five months from the 
U.S., it is very difficult for them to cope."

2_____Position in the hierarchy

When mentioning position in the organizational hierarchy with 
respect to susceptibility to undesirable consequences of rapid 
change, participants tended to isolate three distinct levels. There 
was "management" which usually referred to senior personnel, above 
first line supervisory status and up to board level. "Supervisors" 
were usually those of first line supervisory capacity. "Workers" 
were those employees, clerical and non-clerical, in the lowest 
echelons.

There were different schools of thought regarding which level was 
affected the most. A large number of participants felt management 
were most susceptible:

"The impact is direct upon people in higher positions. Take this 
restructuring. There are going to be casualties."

"I think the higher you are in the organization the more you're 
affected by change. Certainly! The post lady, with no disrepect, 
is less affected by change than the regional manager. I think that 
carries on all the way through. The higher you are up the organization, 
then the more you must be affected."

"I definitely suffer from change more than lower level staff. This 
change may be seen as remote by people lower down in the organization."

Other participants, predominantly those from Unitran, suggested that 
it was the supervisors who were most susceptible:
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"Change affects the supervisors most. They’re the people who’ve 
got to adapt the quickest and they’ve got to convince the shopfloor 
that it’s in their interest. We're not given time to get used to 
the idea and yet we've got to sell the idea to the people who work 
for us."
"I think everybody is affected to an extent but the section leaders 
and supervisors have an awful task really. I think it does affect 
them a lot. Also, I think they're more vulnerable than if you're 
in production."

Finally, quite a few respondents suggested it was the workers who 

were most susceptible:

"I feel the general workers feel the greatest impact of change. 
Managers generally accept it."
"Now supervisors and managers, they're supposed to be able to cope 
with these things, at that level, but ordinary shopfloor workers, 
with anything like this, there was a big pressure on us."

3 Change-specific

This factor referred to individuals most susceptible by virtue of 
their relationship to events of change taking place. With most 
changes it was easy to isolate such a group. For instance, when the 
Midland Systems office procedures were computerized, many individuals 
felt those whose jobs then revolved around the use of a VDU, 
especially when they had previously been non-typists, were affected 
the most. One Midland Systems employee suggested it was her section 
that had been most susceptible as it was the first to change over onto 

VDU equipment. In each other host organization, individuals were 
similarly pinpointed because of the activities in which they were 
involved and the way events of change had impinged upon these activities.
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4 Hours worked

Here reference is being made to the distinction between full-time 

and part-time employees. There were a few comments suggesting 
that full-timers were much more susceptible than their part-time 

counterparts :

"The morning ladies aren't too bothered anyway. They're not full
time."
"I think it's easier for part-timers. They think, 'I'm only here 
for four hours'. You know."

At Unitran there was a body of opinion which suggested that part- 
time employees were the most likely "casualties" of rapid change. 
However, this was a change-specific phenomenon. With workload 
decreasing dramatically, it was reported that certain measures had 
been taken to make work positively less attractive to part-timers 
so that they would be encouraged to leave voluntarily. It was also 
feared that should involuntary redundancies be necessary, it would 
be the part-time employees who would be first to go.

5____ Career Aspirations

One Dataware employee suggested that it was those employees who did 
not have career aspirations who were most susceptible:

"I think people who are looking for a career progression will not 
necessarily resist change. People who don't want career progression 
generally want stabilityo They want to come in at nine and sit at 
their usual desk. They want to do the same things throughout the day, 
They will have lunch at the same time. They will go home at the 
same time. So, therefore, change is just of nuisance value to them.
It disrupts the routine. Whereas, because I'm career-minded, change 
is more attractive to me,"
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6_____Intelligence level

A Unitran supervisor identified intelligence level as an important 

factor with regard to susceptibility:

"I think the intelligence level has some bearing on it. The more
intelligent a person, the more receptive to change they are. I
don't know whether that's right or wrong but that's the impression
I've got. I think they can see the need for change whereas the
less intelligent people say, 'Why the hell are we changing? There's 
nothing wrong with the old methods that have been tried and tested*."

Confidence level

Two Dataware managers suggested that level of self-confidence was 
very important:

"The people who are confident of their own ability will relate to 
change. People who are not confident won't accept it."
"I think it's got a lot to do with self-confidence because if people 
are self-confident , a change of boss, a change of structure, 
whatever it is, people think, 'Well, I can cope with it. It isn't 
a problem'. Whereas perhaps if you're not so self-confident, or 
perhaps not so well-educated, I don't know, or a more isolated or 
insular person, you might find it more difficult."

Personality variables and susceptibility

In addition to many of the factors listed above, Computako participants 
observed with a remarkable consistency and regularity that "make-up", 
"mental constitution", or "personality" was a key variable in 
relation to how individuals reacted to rapid change and their degree 
of susceptibility to the undesirable consequences. As such claims 
were made early on in the first interviews at Computako, there was
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the opportunity to incorporate a personality indicator into the 
research design. The Myers-Briggs Type Indicator was administered 

at the end of the second interviews with respondents being 
requested to complete them in their own time. As the second 
interviews at Dataware did not materialize, Myers-Briggs data was 

not obtained from members of this organization. Out of the 75 
participants in the remaining organizations, 64 completed the 
personality questionnaire. It is this data that forms the basis 
of the following discussion.

Establishing a link between personality variables and susceptibility 
to the negative consequences of rapid change presented problems.
While it was easy to allocate, on the basis of the completed 
questionnaire , a Myers-Briggs type to the participant, obtaining 
a measure of their susceptibility was not so straightforward.
However, to test the idea that personality and susceptibility were 
linked in a significant manner, scores or other measures were 
needed for both these variables. It would have been impossible to 
justify weightings given to individuals by me on, say, the attitudinal 
consequence of apathy. How could I decide, out of those who had 
admitted to rapid change making them apathetic, which participant 
was the most apathetic, the least, and so on? I could not do this 
with any justification. The most I could do was to examine the 
Myers-Briggs data produced by individuals reporting negative 

consequences and ascertain what links, if any,emerged. Implicit in 
this method was the conclusion that only individuals who admitted 
personally suffering the consequences would be eligible for scrutiny,
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Surprisingly, no discernible pattern emerged. The incidence of 
negative consequences reported was fairly evenly distributed 

throughout the groups established by Myers-Briggs types. No one 
particular form of consequence showed euiy trends in relation to 
personality types. People who had reported personally suffering 

nervous breakdowns and other nervous complaints came from a diversity 
of types* such as ISFJ, ISTJ, INFP, ENFP, ENTP, and ESFP. The same 
was true for the other negative consequences. Even scrutinizing the 
data in terms of negative consequences in individual organizations 
produced no perceptible pattern.

It was found that the group of individuals who had type ISFJ 
appeared to report a high incidence of undesirable consequence. To 
a lesser extent, this was also true of ISTJ individuals. However, 
when examining the accounts of all individuals in these groups, no 
conclusion in respect of susceptibility seemed appropriate. Other 
ISFJ and ISTJ individuals appeared at the other extreme, reporting 
no negative consequences suffered and generally thriving on rapid 
change. Even when looking at individual scores on the four 
Myers-Briggs dimensions, patterns "were not apparent. In fact, 
when examining members of the different personality groupings and 
making comparisons with the accounts of these individuals as well 
as my overall impressions of them, the total picture seemed chaotic. 
Apart from their responses to the Myers-Briggs questionnaire 

obviously being similar, there appeared no degree of homogeneity 
within each personality type grouping.

* See pp.242-243 for a description of the meaning of the Myers-Briggs 
type categories•
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The trapped individual

In each of the four host organizations there were reports which 
suggested a certain category of person, which I have termed "the 
trapped individual", was particularly susceptible to the negative 

consequences of rapid change. Seven other factors suggesting 
susceptibility have already received attention as a group. This 
factor now receives attention in isolation mainly because the notion 
of the trapped individual is crucial to the concept of perceived 
ease of severance which is introduced later (pp. 52 2- 523 ).
For the time being, attention is concentrated upon discovering 
the characteristics of a trapped individual and ascertaining what 
was considered to make him susceptible.

The notion of being trapped refers to individuals who, for one 
reason or another, felt an inability to leave the organization and 
were therefore trapped within its rapidly changing environment.
There were many factors which led to a perception of being trapped. 
These included age, external labour market conditions, laziness, 
redundancy payment entitlements, pension entitlements, family 
commitments, and mortgages. Company benefits proved to be 
another factor and one which led to something of a paradox. It 
appeared that where a company was attempting to be a good employer 
by providing an attractive remuneration and benefit package, many 
of its employees felt they could not afford to leave the organization 
and consequently were trapped. In turn, they were more susceptible 

to negative consequences.
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Comments made by participants threw further light upon this 

notion of the trapped individual:

"There’s something else. The people at Computako work up to a 
good salary and on getting a good salary they do something that I 
consider foolish. They’ve gone and bought themselves a house, 
or houses, which is the maximum they can stretch themselves to.
Then they get disillusioned with life at Computako but they can’t 
leave for the simple fact that they can't get the same money 
somewhere else."
"Yes, there could be a feeling of being trapped .... I mean, if 
you've been here a fairly long time and got used to the benefits 
and find out that to go outside to get a job which may be of 
equal pay or perhaps a pound or two more is not the be all and 
end all of it. There are other factors to be taken into 
consideration like insurance. Have you got life insurance? Here, 
yes, more insurance than you could ever buy outside. When you 
look at those sort of things, they're a hell of a drain on your 
salary when you've got to go out and buy them yourself. I feel 
some people do feel trapped. They do feel they're trapped."
"I am trapped really. I mean, if I gave it up we wouldn't starve, 
but."
"Many people here are long-serving and possibly in a rut. They feel 
trapped within the environment."

"I think the way the world is now, really you've got to hang onto 
your jobs because there's too many unemployed and employers can 
be very fussy about who they employ. Now I think people that have 
got a job already would rather sit tight."
"Then again, it all happened at a time when there was no jobs 
outside. People couldn't say, 'Right, I'm off because there 
wasn't anywhere to go. I think they'd really got you in that 
situation."
"It got very bad but I couldn't have left at my age .... Where am 
I going to get another job at my age?"

The consensus of opinion, both among people who considered 
themselves trapped and others who were aware of trapped individuals, 
was that without the "safety net" provided by the knowledge that 
the organization could be left at any time, individuals became more 

susceptible to the undesirable consequences. The overall picture 
was summarized in the words of a Midland Systems clerk:
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"If I thought I'd got to come. If I was trapped into coming, I 
think it would weigh more heavily upon me."

In conclusion, when examining which individuals were most susceptible 
to the negative consequences of rapid change, it was found that 
seven main factors were of importance, although there were 
differing opinions as to the effect of some of these factors. The 
factors were age and length of service, position in the hierarchy, 
change-specific, hours worked, career aspirations, intelligence 
level and confidence level. Despite a great deal of verbal 
assurances, no patterns could be found in the relationship between 
personality, as measured by the Myers-Briggs Type Indicator, aind 
the claimed susceptibility of individual participants. A consensus 
of opinion existed which suggested that "trapped" individuals were 
most susceptible to the undesirable consequences of rapid change.
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CHAPTER TEN; FACTORS COUNTERACTING UNPLEASANT CONSEQUENCES OF 

WORK WITHIN RAPIDLY CHANGING ORGANIZATIONS

A large proportion of participants appeared to have built up a 
certain immunity with regard to the unpleasant experiences 

associated with rapid change and, more importantly, an isolation 
from the attitudinal, behavioural, mental, and physical consequences 
just described. While these individuals detailed such undesirable 
manifestations witnessed in others, they claimed to be only slightly 
affected, if at all, themselves. Something seemed to be preventing 
them from being seriously disturbed by the unpleasant effects of 
rapid change. Such observations led to the notion of a "counter
action factor" as a factor which counteracted the negative 
consequences of rapid change for certain individuals.

This chapter examines the final data category grouping of 
"individual experience - counteraction factors". Addressing the 
issue of individual counteraction,attention is devoted to those 
factors originating from the beliefs, attitudes, and so on of 
inhabitants of rapidly changing organizations. The focus of the 
discussion then shifts to organizational counteraction, where there 
is an examination of action taken by officials responsible for 
bringing about change with a view to offsetting or minimizing the 
potential negative consequences for their subordinates.

Individual Counteraction

It was noted from conversations with participants that there were 
many factors responsible for ensuring a certain immunity from the
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potential negative consequences of rapid change at work. Sometimes 

it appeared that an individual relied upon only one of these 
factors while, with other participants, it was apparent that 
several factors were pertinent to their relatively trouble-free 
existence. Most of these factors were in evidence in all the 
host organizations. Where this was not the case, reference is 

made to this in the descriptions of individual counteraction 
factors which follows.

1______Time perspective

An individual's time perspective was observed to be an important 
factor of counteraction. More specifically, the manner in which 
the inhabitant of a rapidly changing organization related to the 
present and the future could provide an element of immunity from 
the negative consequences of rapid change. Evidence of future 
orientation was found on many occasions. Closely associated 
with this concept was a confidence in managerial ability and the 
notion of the present as a temporary state. Other individuals 
exhibited a present orientation which again acted as a counteraction 
factor. These discoveries are now examined in more detail.

a) Future orientation

Especially in the higher occupational levels of the sample and 
particularly at Computako and Dataware, strong evidence was found 
of a future orientation. This was characterized by a great 

optimism. All the problems and traumas associated with the 
unstable present were apparently dismissed with the attitude of
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mind that things would turn out fine in the end. An unspecified 

time in the future, when things would settle down and peacefulness 
would return, seemed to be concentrated upon. The present time 
was seen as an inconvenience that had to be endured in anticipation 

of better things to come. Quotes from participants support such 

contentions:

"The transitional stages of change can be unpleasant but the end 
result will be of benefit to all."
"You've got to ride the storm in anticipation of improved circumst
ances within the company. That is inevitable. Things must improve."
"You think, 'Well at least we're moving in the right direction'.
It'll take us a while to get there and it's probably going to be 
a bit frustrating. You've just got to sit tight, grit your teeth, 
and wait for it to happen."
"I think at times it did weigh upon you. 'Is it ever going to 
change?' I think you have to keep on saying, 'Well, it can't last 
forever' .... We tried to think that it couldn't last forever. I 
think if you try and bear that in mind it does help."
"I'd always got that feeling of 'it'll turn out all right in the 
end'. I'm sure that's the only thing that got me through the ordeal."
"I didn't doubt that we'd get there in the end. It was bloody 
agony on the way there though."

The belief that things would improve in the future and the general 
optimism associated with this belief seemed to enable individuals to 
remain immune from the negative consequences of rapid change taking 
place at the present.

In part, the optimism for the future apparently stemmed from a 
confidence in managerial ability. It was Computako participants who 
suggested this possibility by making comments such as:
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"I get a bit upset when I don't know the reasons for chauige. In 
my position in the organization I accept that I can't be in 
possession of all the facts but I am confident that it's the 
compauiy way to strive for maximum growth and profits so it's all 
for the best."
"If things get too bad, people think that the company will recognize 
that there is a problem and will do something about it. It's that 
sort of company."

A more widely apparent reason for optimism about the future seemed 
to be that inhabitants of rapidly changing organizations accepted 
that, by the very nature of their working environments, the present 
was only a temporary state. Hence, instead of suffering any 
undesirable consequences, many individuals simply waited in 
anticipation for unpleasant situations to quickly evaporate away 

and be replaced by more favourable conditions:

"With a bad manager, I think, 'Never mind! The next one will be 
better'."
"If you don't like a management change, you can put up with it for 
the while that it's going to happen .... You know he's going to go 
in the foreseeable future, so why worry?"
"There's a common statement throughout Computako that the only 
constant thing is change. It certainly seems that as we're in July 
time people are saying, 'Well, don't worry about the situation as it 
stands because it's going to change by November anyhow'. We are a 
dynamic company. We are growing and it does tend to happen that way."

Present orientation

It was clear that not all individuals looked to the future for relief 

from the potential consequences of rapid change. Apparently, some 
perceived that the act of thinking about the future could increase 
their problems. There was a tendency for such a pessimistic view 
to be heard predominantly at Midland Systems and Unitran mainly, it 

appeared, because of the abundance of lower level employees in the 

samples from these two host organizations. Attitudes of "living for
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today" seemed to be most common for individuals in the lower echelons 
of organizations. With few thoughts about yesterday or tomorrow, these 

people seemed little affected by rapid change:

"I tend to take things as they come and observe them as I'm doing 
them."
"I live from day to day. You've got to take each day as it comes."
"I think it's mostly accepted now especially with the people it's 
going to affect. They sort of just shrug it off their shoulders and 
don't worry. When they hear things now they say, 'We'll see what 
happens when it happens'."
"I suppose they're all aware of it but as long as we're all right 
for this week and the week after, they're not particularly worried."

Tolerance

It was found that some Computako individuals had a high tolerance 
level in respect of the negative effects of rapid change and 
therefore did not suffer undesirable consequences. There were two 
apparent reasons for this high degree of tolerance. One of these 
was linked with the future orientation discussed above. As one 
service supervisor pointed out:

"I think that anyone is willing to tolerate anything you're not 
happy with if you know it's going to improve fairly rapidly."

The second reason for a high degree of tolerance seemed to be 
accepting the root causes of rapid change as highly desirable. Some 
Computako participants realized that the majority of change was a 
direct or indirect consequence of both growth and technological 
innovation. Both origins were highly valued. A sales manager 

observed:
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"People can't be unhappy with growth because it's their prospectso"

Positive effects

It may be recalled that growth and technological innovation were 

discussed earlier in the context of the positive effects of rapid 

change. There were many other identifiable beneficial aspects of 
rapid change eind they were present at all host organizations.

By only noticing the positive aspects of employment within a 
rapidly changing organization or concentrating upon these aspects 
at the expense of negative effects, potentially undesirable 
consequences of rapid change were apparently avoided. A Computako 
service technician commented:

"I think you could look back at it and say, 'Well, I think it's a 
shame that that's happened but never mind we'll still have a good 
canteen'. In fact. I've heard this. People have actually said, 'Still, 
as long as the canteen's good, it'll be all right'."

4 Interpretation of change

Quite a few people appeared to combat any negative consequences of 
rapid change by always ensuring they interpreted it in a positive 
way. In doing so, their focus of attention was once more upon the 
positive effects of rapid change. One Unitran employee claimed:

"A lot depends on your attitude. I find it helps to think of change 
as a new adventure."
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Denial

It was discovered that certain individuals overcame any possible 

negative consequences of rapid change by a process of denying that 

rapid change existed or was about to exist. Such a repression of 
thoughts about rapid change seemed to be strongly linked with the 
"living for today" time perspective and was most in evidence at 
Midland Systems and Unitran. Comments made by employees of these 
two organizations illustrated this form of denial:

"You pushed it to the back of your mind. Even though you knew the 
change was going to take place, you always told yourself it was a 
long way off."
"It seemed such a long way off. You think, 'Well, I'll think about 
it when it gets a bit nearer', but it was surprising how quick the 
time went."
"To tell you the truth, I  don't think about it too much. I  don’ t  
think about anything too much because it frightens you too much."
"I consciously try to forget those sort of things because you don't 
know from one day to another, do you?"

An interesting example of individuals denying that change would 
take place was witnessed at Midland Systems where, even though there 
had been much discussion about the computerization of office activities, 
members of the department apparently refused to believe that such a 
change would every really materialize:

"No-one could visualize it happening .... We thought it would never 
happen. The jobs we were doing we'd been doing for years. We thought 
it would never change."
"They kept saying, 'We're going computerized'. We thought, 'They'll 
never do it, not pricing. They'll never be able to'."
"You couldn't believe that it was going to happen till you saw this 
VDU come into the office. When you saw it, you knew that it was 
right. It was happening! "
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Even more interesting was the observation that even when the 

computerized system was operational there was a tendency to revert 

back to old methods of work:

"It goes on to this day with some of the older ones. They're still 
trying to do what they used to do in some way or another."

"We were perhaps running back to the little books and having a little 
look in there and then running back to the VDU .... We were told not 
to but sometimes it takes a long time to adjust to a new job."

The Midland Systems office manager offered an incredible 
illustration of denial associated with the computerization of 
office procedures:

"There's a department in there that's exactly the same to this day. 
There's an interesting area .... They've built a barracade around 
themselves. I mean physically. They're led by somebody who's very 
difficult to convert to anything new and is adamant that she's the 
only one in Midland Systems who ever does anything correctly, 
properly, and thoroughly. She couldn't wash this change at all. The 
whole carpet was pulled from underneath her feet .... Rather than 
admit it and come out into the open with us and join the group and get 
on with it, she fought it tooth and nail. She paid lip service to it 
at the meetings and then went away and deliberately did nothing or 
did even more against it than for it. Gradually, as it came in, 
they started erecting bloody cupboards around themselves. They're in 
the middle of that floor I sit on and they're surrounded completely 
by cupboards. They sally forth occasionally to have a cup of coffee. 
Then they're back in again. The fortunate thing for them is that 
they're only affected by the computer in a minor way."

Justifications and rationalizations

Some individuals seemed to obtain a degree of immunity from the 
negative consequences of rapid change by strongly believing that 
there were good and logical reasons for rapid change. Therefore, 
they were able to justify and rationalize away einy problems 
associated with the dynamic nature of their work environment. In 
so doing, it appeared that they decreased their susceptibility to



519

the negative consequences. Most evidence relating to this form 
of counteraction came from Computako where there was an abundance 
of individuals exhibiting a future orientation. Justifications 
and rationalizations often seemed to be linked with an 
acknowledgement that things had got to get worse before they could 

get better.

The way problem issues connected with rapid change were justified 
and rationalized away can be illustrated by the comments of some 
Computako employees:

"By the very nature of the company itself, inevitably it's a 
young company, so it follows that most of the young people are 
going to get to the top relatively quickly because in these days 
of changing technology, an older person like me is eventually 
going to get left behind. It is a good argument as to why 
Computako is where it is today. Although I say it myself, and I'm 
in my late fifties, it is of no use at all in this day and age 
having older people in R and D."
"You haven't got the same flexibility when you've got computer 
systems. They cope with 95 percent but there's the odd 5 percent 
which give the problems. There again, it's a lot more efficient. 
You'd never be able to process the same amount of paperwork with 
the old manual method."
"One of the greatest problems with the growth is that we're working 
under strength in terms of staff. There again, in periods of 
recession, when business falls off, you don't have mass redundancies 
and things like that. So from the fewer numbers point of view, 
the aspect of Computako working as it does, I find acceptable."

Fatalism

When discussing the negative attitudinal consequences of working 
within a rapidly changing organization, reference was made to an 
attitude of helplessness which was encouraged in certain individuals 

at Midland Systems and Unitran. It was common to find this very 
attitude providing a form of immunity from the more serious
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manifestations. This mode of counteraction was the adoption of an 

attitude of fatalism. It appeared that some individuals resigned 
themselves to the belief that everything was predetermined and there 
was nothing that could be done to influence events of chamge. It 
was, therefore, pointless to worry. This attitude of resignation 
apparently prevented certain people from suffering from more severe 
consequences of rapid change.

The attitude of fatalism was not only found in the lower levels 
of organizations. A Unitran product manager commented:

"You begin to realize that you just have to live with changes. There's 
very little you can do about them. If you can't alter them and you 
can't change them, there's no point in being concerned about them.
That sounds a bit philosophical but if there's nothing you can do, 
there's no point in worrying about them."

Separation

Maintaining an element of separation between themselves and their 
organizational world was an activity adopted by some which had the 
effect of introducing a high degree of immunity. There were three 
facets of this counteraction factor which now receive separate 

attention.

a) Compartmentalization of life

Some individuals apparently perceived their lives as a series of 
separate and distinct compartments. The most frequently discussed 
compartments were "work life" and "home life". When in one of 
these compartments it seemed that some individuals could isolate 
themselves from the other compartment(s). Thus,they were able to
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"switch off" completely as soon as they left work and not take 
thoughts of problems associated with rapid change with them. The 
relative stability of the other compartment (s) seemed to both 
neutralize and outweigh unpleasant experiences at work. When 

within the compartment(s) isolated from their working life, they 

were apparently able to relax, alleviate any tensions connected 

with work, and "recharge" themselves prior to returning to the 
work compartment. This process enabled them to remain unaffected 
in any serious way by the negative effects of rapid change. This 

was in evidence at each host organization although individuals 
who did not consider work to be their central life interest (i.e. 
predominantly Unitran and Midland Systems) had a greater 
tendency to use this counteraction factor;

"I would say it is very important to keep your work life separate 
from your home life.... It took me a long time to do that, without 
a doubt. For three years the company was my life, my eat, sleep, 
and drink. I took a conscious decision to change. Now it's 
settled down to a nice, stable line where I can go home, switch 
off, and forget about the company completely. I think that's very 
necessary."
"Mind you, when I get home I don't want to know about work."

"I suppose it's on some people's minds the whole time. That's 
why they get so affected by change. I'm afraid when I go home 
that's it. I don't think about it anymore. That's probably why 
I can take these things better than most."

b) Role distancing

Closely linked with compartmentalization of life was the activity 
of separation from work by a form of role distancing. Many individ
uals appeared to adopt the attitude embodied in the statement, "It's 
not the real me at work". Leading on from this attitude appeared 
to be the conclusion that there were negative effects of rapid change
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but it was not their real selves that were experiencing these 
effects and, hence, their real selves remained unaffected in terms 
of the resultant consequences of rapid change.

This form of counteraction was mostly in evidence at Computako. It 
may have been encouraged by the promotion by merit policy of this 
organization as many employees were apparently "putting on a front" 
while at work in order to increase their promotion prospects:

"Everybody's trying to put on a front. I'm sure that if you really 
took all these people aside and boiled them down, er, I mean if you 
ever go out with these people socially, the person behind the chap 
you see at work is totally different. Completely different1"
"Everyone is a Jekyll and Hyde in what they are at home and what 
they are at work."

c )____ Perceived ease of severance

A slightly different form of separation was exhibited by what I have 
called "perceived ease of severance". Quite a few individuals from 
each host organization apparently maintained a degree of separation 
from their organizational life when they suggested their ties with the 
company had not become too strong. They, in turn, reported feeling it 
would be no great trauma to leave the organization if it became necessary 
to do so. Therefore, these individuals were directly opposite to the 

"trapped" individuals discussed earlier. For one reason or another, 
they felt it would be easy to cease employment with their 

organization at any time. Such reasons included their skills being 
in high demand, not being the only wage-earner in the household, 

having no family commitments, and being young and flexible.
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It appeared that the perception of being able to easily sever 
one's ties with one's organization proved to be a counteraction 
factor providing a high degree of immunity from the negative
consequences of rapid change. At the back of these individuals'
minds was the reassuring knowledge that if the rapidly changing 
environment became unbearable they could make a prompt exit from 
it. They had a level of immunity through the realization that

there was always an escape route:

"I don't think change affected me as much as many people because 
I've had the feeling all the way through that if it got too much 
for me I'd leave. I'm lucky to be in that position .... If I 
thought I'd got to come. If I was trapped into coming, I think 
it would weigh more heavily upon me."
"Us older ones with husbands, if we stop work it doesn't really 
matter."
"The younger people, I don't think they're too bothered with the 
changes that are going on. When you're young you think, 'I'm not 
going to spend the rest of my life in here'. think that."
"But I could leave tomorrow. If I'd got more responsibilities it 
might be different."
"Well, if the change that I was required to accept by the company 
didn't suit me, I would probably look elsewhere. I'm sure I 
would. While the change is of benefit to people it suits me to 
stay. If the company imposes changes that cannot be accepted 
people will go elsewhere. Fortunately, the computer industry is 
such that they can do this. In other industries there might not be 
the job opportunities available to them and they may have to accept 
change that isn't in their best interests."
"It really shook the older ones up. With the youngsters coming in, 
they've got a certain amount of training and realize they can 
easily get a job elsewhere. Naturally, they weren't affect so 
much."
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9 Physical isolation

The negative consequences of rapid change were counteracted for 
certain individuals by virtue of their geographical location 

within the organization. Even when an organization was rapidly 
changing it became obvious that there were backwaters of relative 
tranquility. Inhabitants of these backwaters were largely isolated 
from rapid change and consequently did not suffer as a result 
of it. The majority of such isolated individuals came from 
Midland Systems and Unitran. In the other two organizations there 
were very few locations that could in any way be considered as 
backwaters:

"I like where I'm working now. On the line you tend to notice 
everything that's going on and you're always moving around. In the 
test area you don't tend to notice things and they don’t tend to move 
the test bays much."
"We're reasonably isolated in the model shop so they tend to leave 
us alone."
"I'm finding it so much easier to cope than I did. The group I'm 
working with now doesn't have its activities changed so much."

10_____Spheres of perception

As well as being physically isolated from rapid change, it appeared 
that some participants were isolated by their limited perceptions.
To be affected by rapid change an individual had got to notice it 

taking place. It was found that universal knowledge of every aspect 
of change in an organization was noticeably absent. In some 
instances, particularly with lower level employees, it was amazing 
just how limited people's perceptions were of events within their 
organizational world.
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Events of change occurring outside a person's "sphere of perception" 

remained unnoticed. Therefore, it appeared that the smaller this 
sphere of perception, the greater immunity provided from the 
negative consequences of rapid change. Counteraction by virtue 
of limited spheres of perception was most in evidence at Midland 

Systems and Unitran where the samples contained a high proportion 
of employees within the lower organizational echelons:

"Yes, I think it's all down to perception. The way I look at it is 
that people have a bubble around them. They don't get involved 
with, or know, what's going on outside that bubble. Being a manager, 
my bubble is undoubtedly bigger than my subordinates'."
"You don't ever get involved with anything outside the area in 
which you work."
"I only really get to know about the changes that go on within 
my little group. Outside of that, it doesn't really affect me."

A Midland Systems typist indicated that the size of sphere could be 
curtailed by an unwillingness of others to impart information:

"If you start asking questions there's a barrier .... You don't really 
notice changes anywhere else. You don't get to know about them.
You sit there and you don't even realize you've got a factory going 
on behind you. You're just in a tunnel. I wouldn't know of changes 
going on anywhere else. You're in a tunnel and that's it."

This limiting of knowledge was further illustrated when several 
Midland Systems participants with in excess of ten years service 
reported having got lost when attempting to locate the room in which 
research interviews were being conducted. Previously, they had 
not been aware of what rooms existed outside their own departmental 
environment.
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Data from Unitran suggested that where work was far from a central 
life interest of individuals, they could be personally responsible 
for limiting the size of their own spheres of perception owing 
to an almost total lack of interest in their organizational world. 
A comment by one production operative was indicative of the 
prevalent attitude:

"I wouldn't even know the manager, let alone how many times he's 
changed."

11_____Proximity of change

Closely linked to the notion of the sphere of perception was the 
concept of the perceived proximity of change. It was observed that 
individuals could be totally unaffected by changes of great magnitude 
within their organizations when these were perceived to be "distant" 
matters and not "local" to them or their work situations. Hence, 
many negative consequences of "distant" changes were counteracted 
by an attitude such as illustrated in this comment by a Computako 
participant:

"We can tell you how many million dollars the States have made, 
but on a very local level, like this, there's no information. But this 
is more important. That's what I'm trying to say. A small issue 
like this is much more important than whether the States have made 
ten million dollars last month."

This emphasis upon parochial matters was well illustrated by the 
discovery that many revoluntionary changes that had their origins 
some distance from the individual were apparently of no importance 
in comparison with trivial repercussions that occurred within the 

near proximity. At Midland Systems, the complete computerization and
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revision of the order processing department’s procedures impacted 
upon several individuals simply a terms of anxiety about the 
new VDU's effects upon eyesight. For several individuals at 
Unitran, the total reorganization of the instrumentation production 
department, in terms of both its structure and operating process, 
was judged solely in respect of where their benches would be 
relocated as a result. Divisionalization was a major change 
occurring at Unitran but, apart from a few senior personnel, most 
were oblivious of this process. At the same organization, the "Micro 
Revolution" was simply differently shaped or differently coloured 
components to be assembled as far as many production workers were 
concerned. Dataware managers were largely convinced that, despite 
some incredible changes the organization had gone through, the 
greatest change from the lower level employees' points of view had 
been the recent movement of desks and offices. Comments from a 
selection of research participants further illustrate parochial 
attitudes in relation to change and add more support to the contention 
that "distant" change, even when of tremendous proportions, had 
little effect upon many individuals:

"Well, put it this way, if the managing director and the U.K. 
director swopped seats, it would be interesting but it wouldn't 
cause that much interest really whereas if you change the layout 
of the floor, that was a serious disruption for quite a long time."
"They tend to be very inward-looking as a department. They're much 
more concerned with their own conditions than the firm having a take
over bid or something like that. That wouldn't bother them too 
much at all .... I think that some of the major changes that have 
happened have really passed over their heads."
"The company's too big. It's just my own little bit that I know.
I don't know what's going on up there. It wouldn't affect me - 
not directly anyway."
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"Unless it has a direct bearing on me as an individual, it doesn't 
bother me. Changes in the quality control department or areas 
around me do not have any relationship to, or influence on, the 
way I do my job. Obviously, if my immediate superior changed, 
that would."
"They accept the big change but it's all the little avenues that 
come off the change that they concentrate more on .... that's more 
personal to them. It's more real to them and I think that's why. 
If they do do a big change then, fair enough, you accept it, but 
it's all little things that directly hit you that you start 
moaning about."
"I suppose it's when it impacts upon your working space and we all 
have some sort of territorial instinct. That's probably got a 
bit to do with it."

While many of the above comments have suggested being affected to 
some degree by change, this has only been actual changes or 
offshoots of larger changes which have been manifested at a 
"local" level. The notion of perceived proximity of cheuige ensured 
a high degree of immunity from negative consequences associated 
with many large scale changes occurring at a "distant" level.

12_____Insensitivity

One counteraction factor which was widely in evidence was a certain 
insensitivity to rapid change that, in turn, produced a high degree 
of immunity from the negative consequences.

For many individuals rapid change was the norm. It was the accepted 
way of organizational life. As a Computako participant observed:

"There's a common statement throughout Computako that the only 
constant thing is change."
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Change was the status quo. As such, it appeared that certain 
individuals hardly noticed it. It seemed that the only thing they 
would notice and become disturbed about was an absence of rapid 
change. Their insensitivity to the dynamic working environment 
apparently ensured that no disturbance resulted from conditions of 

rapid change;

"1 supposed everyone in the computer industry is used to change. 
They’ve been brought up to expect it. In all the companies they’ve 
worked with throughout their career they've seen change probably 
every year. I would suggest to you that if they don't see any 
change in one year, they'll think something's wrong. If there's 
no change they'll feel uncomfortable in a way."
"I think another aspect is what some people class as change and 
other people wouldn't class as change. Perhaps people in Dataware 
are so used to little things changing that they don't consider 
them as changes. It's only a major change that gets talked about .... 
Otherwise, it changes so frequently that it's the norm."
"If you're talking about the impact of change, the only time change 
causes any real impact is when you're not expecting it or 
used to it .... It's intriguing to me that if we threw a plan out 
tomorrow and totally changed everything there'd be very few people 
who it would impact upon."
"We're used to it. I'm sure that if you've been in an engineering 
company that has remained static for a number of years, change would 
be somewhat traumatic to you. If it's not out of the ordinary, no 
change feels unnatural."

The majority of such comments came from Computako and Dataware 

employees. It was also participants from these two organizations who 
provided evidence on another facet of insensitivity. Many of them 

reported that, while from the outside the organization appeared to be 
very rapidly changing, inhabiting the environment tended to produce 
a perception of a much more gradual state of change to which it was 

easy to accommodate:

"You don't feel that all of a sudden all these things are upon you 
and you have to cope with them. It seems to be just the right pace 
to keep up with."
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"We’ve doubled our size in twelve months. When you think of it in 
those terms it does sound horrific but when you're actually going 
through the process of doing it, it doesn't really seem that 
horrific. It's something you've got to do so you get on and do it. 
People take it in their stride. They don't think, 'Oh my God! I've 
got to increase the size of my department by one hundred percent 
next year'."
"Perhaps it made me realize coming back from holiday just how quick 
things do happen. When I'm here all the time, you see it as it 
happens day to day. When you come back after two weeks and you 
find these things, it makes you think a bit more. Change does 
happen so fast."
"In the two years that I've been here, they've changed the PCB's 
completely- This is a bit annoying but it doesn't really affect 
me. To me, it comes in gradual steps and is therefore not that 
noticeable."

While some participants from Midland Systems and Unitran also saw 
rapid change as the norm and perceived its occurrence as gradual, 
the predominant form of insensitivity at these organizations was 
discovered to be a hardening of attitudes towards rapid change;

"You become hardened to change. You've got to. I would say that 
the actual layout of a section doesn't remain the same for more 
than six months."
"Floor changes, we've seen so much of that. Now we just accept it, 
That doesn't worry us anymore .... You could say we've got very 
hardened in our attitudes towards change."
"As the changes continued, I found I was becoming harder, if you 
like. Things were not affecting me as much as they had been at 
first."

An interesting form of insensitivity was uncovered by the comments 
of one participant. Following the increased workload associated 
with one event of change, it appeared possible that individuals 
would not notice further changes because they were too busy:

"You tend to let things go over your head a bit when you're too 
involved with everything else. I haven't seen much change going on."
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13_____Expectations of the nature of organizational life

When discussing insensitivity it was noted that, particularly in 
the case of Computako and Dataware participants, it was expectations 
of rapid change within their working environments which provided 
an element of counteraction. Expectations of the nature of 
organizational life was found to be a counteraction factor in its 
own right.

Data suggested that how people were affected by rapid change within 
their working lives was determined by their expectations of the 
nature of organizational life. For instance, by the way many 
individuals of Unitran had been treated during times of rapid 
change, it was considered most probable that they would report dire 
consequences. However, it was observed that they were relatively 
undeterred by their experiences. Apparently, they did not expect 
their working lives to be pleasant. Bad experiences did not cause 
upset. They merely reaffirmed expectations of the nature of 
organizational life. The conclusion reached was that having a low 
level of expectations in respect of one's life at work gave an 
immunity from many of the unpleasant consequences of rapid change.
As one Unitran participant commented;

"I can't say I'm too worried with all these goings on. This is a 
factory not a holiday camp. You don't expect things to be pleasant,"

Many Midland Systems employees apparently expected their organizational 
lives to provide an element of drama and excitement. For them the 
impact of rapid change seemed to be less than would have been
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predicted owing to its very occurrence providing an enjoyable 

melodrama. A Midland Systems clerk provided evidence of this 
type of expectation which, in turn, gave her a certain immunity 

from the negative consequences of rapid change;

"It was absolutely chaotic. We were being given different instructions 
every day. The computer kept going down. The orders kept mounting 
up. Nothing at all was going right. Funnily enough though, this was 
quite an enjoyable time. I suppose it was the excitement, the suspense."

l4_____Orientations to work

According to the data, orientations to work* proved to be an important 
issue in connection with counteracting the negative consequences 
of rapid change. The meaning of work to the individual seemed to 
determine how he behaved at work and, in turn, the degree of impact 
upon him which rapid change had.

The majority of Unitran employees exhibited a marked instrumental 
orientation. Apart from those changes which they perceived might 
have affected their ability to maximize earnings, rapid change seemed 
to have little effect;

"As long as they pay us on Thursday what does it matter?"
"With the younger ones the attitude is, 'I'll come in, get paid, and 
that's it'."

Even those changes which were most likely to be detrimental to their 
earning capabilities were dealt with in a somewhat cold and calculating

* The concept of orientations to work has already been discussed
and defined on pages 31 - 3 2.
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manner. For instance, when it was announced that there were to be 
redundancies within the department, the reactions were reported 
to be as follows:

"Firstly, you sort out your legal rights and your entitlement to 
redundancy payments."
"Everyone was talking about redundancy money and entitlements."

This instrumental approach, which was in evidence to a lesser 
extent at Midland Systems, seemed to shield individuals from the 
negative consequences of rapid change.

Numerous individuals at Computako and Dataware appeared to live to 
work. The importance of work to their existence seemed to result 
in them being more susceptible to the negative consequences of 
change than the instrumental employees. However, there appeared 
to be another important factor in the equation. Recognizing the 
importance of work, they seemed invariably expert in activities 
that would ensure that their employment would remain a source of 
satisfaction. Indeed,there was quite a lot of evidence suggesting 
that people engineered the dynamic situation to ensure fulfilment 
of the needs they had at work.

Midland Systems employees were predominantly concerned with 
satisfying social needs at the workplace. In line with this 

observation was the discovery that some of the most traumatic 
changes experienced had been those which involved some hinderance 
to social relationships. This was evidenced by such things as the 
strong opposition to the new management team with its emphasis upon 
work output which meant that opportunities for conversation had
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declined and the bitter upset caused by the swapping of desks 
in one section which had resulted in individuals being separated 

from their friends. With changes which did not inflict upon social 

relations at work, it appeared that Midland Systems employees had 
a reasonable level of immunity.

13_____Organizational Culture

Closely linked with orientation to work was discovered to be the 
culture of the organization. This aspect was found to have a great 
bearing upon how individuals interpreted, behaved towards, and were 
affected by rapid change. Each host organization had its own 
distinctive way of life by which the majority of employees 
abided. These ways of life frequently helped to produce a consensus 
as to the role and impact of change within the organization, and 
gave varying opportunities for behaviour providing shelter from 
the negative consequences of change. Hence, facets of the 
organizational culture played roles as counteraction factors.

As already intimated,primary elements of the culture of both 
Computako and Dataware were concerned with merit and personal growth. 
At these organizations the tendency was to see rapid change as 
producing opportunities for further advancement or promotion.
Within this way of life, individuals had to constantly monitor 
changes and adapt as required. They appeared to always feel the 
full force of rapid change but, while they were progressing up the 
hierarchy, rapid change was working for them. The organizational 
definition of rapid change therefore provided a degree of immunity.
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As explained in connection with orientations to work, the culture 
of Unitran was characterized by a marked instrumentality. This 
way of life adopted by the workforce led to an indifference, and 

therefore an immunity, to most events within the organizational 

world.

The new management team of Midland Systems had apparently ensured 
that one aspect of the "Dickensian" style of the pre-computerized 
days had been preserved. This was the domination of the mass of 
employees by key organizational figures. It was found that, appar
ently in order to make such an arrangement reasonably pleasant, the 
way of life of most individuals was entangled within a fantasy 
world of soap opera type dramas. Most elements of rapid change 
appeared to be welcomed by many as they provided fuel for the 
continuance of these sagas. Even when people were actually 
maltreated or threatened by rapid change, this provided further 
evidence for a long-running theme or gave a hint of suspense and 
intrigue which, in turn, produced a level of excitement. This 
fantasy world appeared to cushion many individuals from the harsh 
realities of organizational life and provide a good level of immunity 
from the negative consequences of rapid change.

16 Coping Characteristics

As for when discussing individuals most susceptible to the negative 
consequences of rapid change, the point of departure for 
examination of this counteraction factor has got to be the 
frequently heard comment at each host organization that:



536

"Change affects people in different ways."

In addition to pinpointing those most susceptible to the negative 
consequences of rapid change, participants were also keen to 
provide enlightenment with regard to those who exhibited a degree 
of immunity. The previous examination of susceptible individuals 

highlighted by inference groups and classes of employee who were 
not so susceptible. To proceed by bringing these to the attention 
of the reader would be superfluous. Here, the discussion is 
focussed solely on the wealth of information obtained on personal 
characteristics (i.e. personality traits, attitudes, and so on) 
which were believed by participants to contribute to a degree 
of immunity from the undesirable consequences of rapid change. 
Examination of these personal characteristics will, in turn, imply 
characteristics of susceptible individuals. Therefore, it is 
suggested that this discussion and that of susceptibility (pp. 499- 5IO) 
are examined in conjunction.

With coping characteristics there seemed a much greater consensus 
of opinion with regard to the factors which were of importance.
There were fewer diametrically opposed views than those voiced 
in relation to individuals most susceptible to the negative 
consequences of rapid change. Nevertheless, it appeared to be 
generally acknowledged that there was no particular formula, in 
terms of personal characteristics, ensuring immunity. As one 

Midland Systems participant pointed out:

"I can think of different types of people who came through the 
change equally well."
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An interesting point raised by a few participants was that the 

characteristics ideal for coping with a rapidly changing environ
ment would not necessarily be suited to the situation when the 
rate of change slowed down:

"I think you are choosing the person for the job after the change 
and you might choose somebody too good if you say, 'Are these the 
people that are capable of taking part and making the change happen? 
When the change has happened will they be content with the ongoing 
situation which may be very much lower in intelligence and activity 
to what you need to instigate this change; to bring the creative 
thinking to it?"
"When you bring in a new machine or a new method of doing something, 
invariably it's a simplification of the process that it was before. 
In which case, the monotony level of the worker could be higher so 
in theory you may want a worker of lower intelligence who may not 
be upset by the monotony aspects. It's very difficult. You want 
somebody intelligent to accept and bring about the change but when 
once it's in the monotony aspects take over. They start to rebel 
then. I've actually experienced that,"

As well as the views of participants in the study, data relating to 
individual difference variables was obtained by the administration 
of the Myers-Briggs Type Indicator. This data is examined with a 
view to discovering whether the personality variables the 
indicator measured were pertinent to level of immunity to the 
negative consequences of rapid change. Before doing so, attention 
is now devoted to the variables which participants highlighted 
as being conducive to coping with conditions of rapid change and 
developing some immunity from the undesirable consequences.

a) Flexibility

Not unsurprisingly an abundance of comments suggested that a key 

variable for coping with conditions of rapid change was a high 
degree of flexibility:
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"The cliche is flexibility but what it means is that probably 
alert individuals interested in, committed to the company per se, 
committed to the changing environment."
"You need to be both technologically and generally adaptable as 
well as being mentally flexible. To cope with change within 
the organization requires a high degree of charaeleonship."
"There's got to be a willingness to be adaptable. That's obviously 
what they'd have to be; adaptable and not too set in their ways. 
Prepared to change their skills if necessary, to retrain constantly."

"To be happy in a situation like this, people have to be versatile 
and able to adapt easily."

b)_____Enthusiasm and energy

Several participants stressed the importance of great enthusiasm and 
almost unlimited energy as important prerequisites for coping with 
rapid change at work. As one participant observed:

"A series of even minor changes can meein as incredible amount of work 
that's got to be done. With this in mind, I feel it's essential 
to be not only energetic but also enthusiastic when working within 
a changing organization."

c)_____Hardworking

On similar lines to the stated necessity for unlimited energy was 
the conclusion that an important trait at times of rapid change was 

to be hardworking. This observation was once more based upon the 
almost universal understanding that the implementation of change 
was characterized by a period of increased workload.
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d )____ Experienced

Being used to change was occasionally cited as a characteristic of 
individuals which made them cope more easily with a rapidly 

changing work environment.

e )____ Intelligence

A very frequent observation concerned the desirability of a 
reasonable level of intelligence when it came to ability to cope 

with change:

"I select people with a view to the environment in which they've 
got to operate. It would be ridiculous doing otherwise. I need 
someone who can think for themselves. Someone with a bit of 
intelligence."
"You've got to be fairly intelligent and sensible to handle the 
sort of changes we have to."

At least one person strongly differed in opinion about the degree 
of intelligence required. This Midland Systems VDU operator was 
convinced that a reasonable level of intelligence was a hinderance 
when coping with change:

"You need dim people. People who just take things as they come. 
You don't need a brain."

f)____ Not of nervous disposition

Being anything but a nervous or anxious individual was generally 
considered essential to coping with rapid change and not becoming 
subject to its undesirable consequences:
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"As for the qualities that are needed to cope with these changes,
I think that if you get somebody who’s got bad nerves and is edgy 
about anything, when once they get into a routine and it’s upset 
it takes them quite a while to calm down again."
"No way would a survivor be a person with a character of nervous 
disposition!"

g )_____Not emotional

Closely linked with not being of a nervous disposition was the 
desirability of being relatively unemotional. Several participants 
appeared to consider emotional stability as an important requirement

"I think the people who got on best during the changeover were 
those who didn’t get easily ruffled and upset with things. Level
headed."
"If I'd got the job of recruiting people suitable for this environ
ment, I'd be looking for people who didn't get upset easily and 
take things to heart. Someone who can shrug it off."

"Those that have taken to it best have been people who don't panic 
or go into a flap."

"I think you've got to weigh up the people very carefully. You 
don't want a very excitable person."

h)_____Self-confidence and self-sufficiency

Apparently based upon acknowledgements that rapid change produced 
an element of novelty within the working environment, a few 
individuals were of the opinion that those most able to cope with 
rapid change were individuals who exhibited a great deal of self- 
confidence and were generally self-sufficent:



541

"For rapid change I think you need people with confidence. I mean, 
some people haven't got the confidence to do anything without asking 
the next person if it's right. When things are changing even 
the next person may not know the answer. There comes a time when 
you've got to act on your own initiative. That's when self-confid
ence is essential."
"I think certainly as far as this group is concerned they've got 
to be able to use their own initiative. They've got to be self- 
sufficient."

i )_____Youth and maturity

The unusual combination of youth and maturity of mind was suggested 
on more than one occasion to be important coping characteristics:

"I've noticed that you need youth and maturity which is almost 
impossible again. You need some maturity but then you get some 
young people who are quite mature .... I think a youthful outlook 
and a mature person."
"The people who really appear at home when it comes to change are 
those that possess the qualities of both youthfulness and maturity 
of mind."

Personality variables and coping ability

Establishing a link between personality variables and coping 
ability presented similar problems to when the relationship between 
personality and susceptibility was examined. While data on 
personality variables was readily available for the majority of 
participants (with the exception of Dataware personnel) in the form 
of the Myers-Briggs results, data on coping ability was not so 
forthcoming. How was I to rate a participant's coping ability prior 
to relating this to his personality type? As already pointed out 
with respect to measures of susceptibility, any form of assessment of 
degree (in this case, of ability to cope) would be unjustifiable.
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I could only hope to isolate one group of "copers" from the 
remainder of the sample. To then assess which of the copers was 
coping best would be impossible given the types of data collected.

An initial characteristic indicative of an ability to cope with 
conditions of rapid change was easy to isolate. This was the 
absence of reports of personally suffering from undesirable 

consequences of change. It was also considered reasonable to 
assume that an individual who had the personal characteristics 
conducive to coping in a rapidly changing environment would 
emphasize the positive aspects of rapid change and report enjoying 
it. There was also the possibility that the individual would 
exhibit some evidence of actively coping with rapid change. This 
could be,say, a history of rapid promotion and satisfactorily meeting 
the challenges of his latest job or by not only accepting technological 
change but personally contributing to it in some way which was not 
necessarily a requirement of the job. Again, this method could only 
justifiably be used when individuals reported personally being 
affected.

When attempting to isolate individuals in this manner, some trends 
did emerge but these could in no way be considered conclusive. Those 
with clear evidence of coping characteristics were confined to the 
following personality types*:

ENTJ
ESFJ
ESTJ
ENFJ

See pp.242-243 for a description of the meaning of the Myers-Briggs 
type categories.
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As is clear, each type is the same on two of the Myers-Briggs 
dimensions. Individuals appearing to possess coping characteristics 
seemed to have a tendency towards extroversion on the extroversion- 
introversion dimension and a tendency towards judgement on the 
judgement-perception dimension. However, it was only in the case of 
individuals comprising the ENTJ group that there was intragroup 
conformity. As this group only consisted of three individuals the 
data provided by this study must be considered limited. For the 
other three groups, there were also people who definitely could not 
cope with rapid change, according to the criteria used to identify 
such individuals.

It would therefore appear that, based on the evidence of this study, 
the most that can be claimed is that individuals with a tendency 
towards extroversion and judgement, as measured by the Myers-Briggs 
Type Indicator, are likely to be able to cope with rapid change 
more easily than most but this is by no means guaranteed.

17_____Coping Behaviour

Discussion with individuals at each research site produced data 
suggesting that personal characteristics were only one aspect which 
determined an individual’s ability to cope with conditions of rapid change. 
Equally important was the conscious and active involvement in 
behaviour providing a high level of counteraction. This behaviour was 
in the form of several skills, tactics and strategies designed to 
minimize the chances of becoming in any way at all a casualty of rapid 

change. These aspects of coping behaviour are now covered individually.
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a) Interpretation

One of the most common skills observed was a highly developed 
sense of interpretation. People were able to foresee events of 
change about to take place by the reading of signs which would be 
imperceptible to, or considered insignificant by, the casual 
observer. As a consequence, change became less of a shock and, 
being expected, the individual had already made moves to adapt to 
it. Examples of signs that could be interpreted were the witnessing 
of private meetings between individuals,"reading between the lines" 
of letters and memos, and observing patterns occurring at other 
locations of the organization:

"There are times when people just keep their ears and eyes open and 
have put interpretations on things. Sometimes they've been very 
accurate .... A lot of people can jump two or three steps ahead 
having witnessed the same events that I have. Maybe it's exposure 
to this environment that has trained them to do it."
"A lot of people like salesmen are actually paid to look at a 
situation, a set of facts, and working out the combination and then 
going along a certain route taking the facts into consideration. So 
if they're going to do that in their job when they're selling a 
computer, they're going to sit down in the pub and they're going to 
look at another set of facts and they're going to look at what the 
combinations are. There's usually a consensus. 'That's what we 
think's going to happen'. It's been deadly accurate .... They're 
used to constant change so it becomes a bit of a game. 'What's 
going to be happening to so and so?' A lot of people have only 
got to be around a year or eighteen months to know the way things 
basically work and not to be surprised by the surprising. People 
think very laterally. They don't just see a situation and go for 
the obvious. They tend to look outside it."
"I have the advantage, if you like, of having worked for Computako 
for some time. Knowing the various personnel concerned. I'm able 
to ascertain, if you like, when there is something in the wind. By 
a method of deduction I can work out pretty well what it's likely 
to be, considering the parties concerned .... I mean, all it needs 
is to see meetings being arranged a lot more frequently with various 
types of people. For you, yourself, to be asked pointed questions that 
you wouldn't normally be asked. It doesn't take too much deduction."



545

’’Thing’s are not always spelled out in black and white but they’re 
there for people who care to look.”
’’You can see what’s going on, what the work situation is, how other 
departments are faring, what the overtime’s like. You can build 
up a picture and take it from there.”

From the comments presented it is clear that this well-developed 
sense of interpretation was considered extremely important when 
coping with rapid change. A senior manager of Computako emphasized 
why it was so important:

’’Well, why is it that a farmer can forecast the weather better than 
you can? The signs are available to both. However, to one, knowing 
what the weather will be like is crucial to his livelihood. As a 
manager in a dynamic environment, being able to forecast change 
is vital to my livelihood so I have to become an expert in the 
signs.”

b) Political actions

When once the signs had been interpreted it was apparent that many 
individuals, particularly those in the higher levels of the 
organization engaged in political behaviour of one form or another 
to minimize any problems that change could bring resulting in the 
suffering of undesirable consequences. Another Computako manager 
provided an example of this type of activity when he recalled his 
behaviour prior to a merger between his department and another in 

which there would be need for only one manager for the new set-up:

”I thought it would take place at some time for about two years.
There have been occasional upsurges in interest in this area. I 
have been taking varying degrees of interest in it depending on its 
forecasted imminence. When I could see that it was definitely coming 
I took positive measures to improve my position. I changed priorities. 
I increased my visibility amongst the decision-makers. I set up 
escape routes. When giving talks, I would always include some personal
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selling however disguised. It increased the distance in the 
photo-finish. In a truly marginal case that’s really necessary.
I wasn’t too comfortable in respect of my strength against that of 
the other favourite.”

People at the lower levels of the organizations occasionally made 
reference to the political activities of their superiors:

”If everybody accepts it then change is not too bad. When you get 
factions that do not accept and carry on, if you like, a bit of 
in-fighting and playing politics and playing one off against 
another and this sort of thing, that’s when it becomes difficult.”
’’It’s all politics! I imagine the higher you go the more you find it.”

c) Organizational life as a game

Particularly within Computako it was discovered that individuals 
obtained a degree of counteraction from interpreting organizational 
life as a game. One young and successful Computako manager 

explained:

"It’s a case of whether you interpret business as a game or not. I 
think business is a game. It’s a serious game but it is a game.
I look at it as a game and battles are part of the game. If you 
don’t you’ll end up in a mental institution. You’ve got to think 
it’s fun. If you don’t enjoy it you’d better get out.”

From the way several Computako managers spoke, it appeared that 
while playing these games they were performing a kind of mental 
levitation where they disengaged from their physical selves and 
took a ’’helicopter view” of the total situation. It was as though 
they were the players looking down at a games board. For instance 
one senior manager observed:
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"I'm now working down the tree with change. This is done 
on a person by person basis. I can identify problem areas and 
potential casualties. I'm working to a very tight time schedule. 
I’ve already informed my key players and it is through them that 
my strategy will be realized.”

Such an activity of looking down upon themselves and others as 
players on a board was undoubtedly very valuable in terms of the 
insight it could give* It also appeared to be a way of remaining 
unemotionally involved which, as already mentioned, was an 
important aspect when coping with conditions of rapid change.

d) Pumping

This phenomenon had links with interpretation as both were 
concerned with obtaining advanced warning of events of change.
While interpretation was the skill of reading signs within the 
environment, "pumping” was the direct attempt to obtain information 
from people who were involved in the implementation. Such attempts 
usually involved the exercise of cunning and ingenious methods 
designed to trick those with knowledge of future changes into 
disclosing more than they wished- While this activity was only 
readily acknowledged and referred to as "pumping” within Computako, 
there was clear evidence of it occurring at other research sites:

"Information leaks out through pumping. Some people are very good 
at obtaining information from secretaries and others in the know.
By skill they are able to trap them into divulging things. For 
instance, an innocent question like, ’I must go and see so and so in 
the next week or so. Where will I find him these days?' could 
produce unintentionally a great deal of information about a 
rumoured reorganization.”
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l8____ Release Mechanisms

A large number of individuals apparently obtained a great deal of 
immunity from the use, whether consciously or subconsciously, of 
a variety of release mechanisms. Many of the negative consequences 
of change seemed to be overcome by indulgence in a range of attit
udes and activities. These are now looked at in turn.

a)____ Humour

By far the most popular mechanism for releasing the individual 

from the negative effects of a rapidly changing environment was 
discovered to be humour. A high proportion of participants 
appeared to have a well-developed sense of humour. By an ability 
to see the funny side of things they seemed to maintain a degree 
of immunity from the negative consequences of rapid change:

"It's a common joke now that if you miss Monday here you're likely 
to find that the whole world has changed! And when anybody comes 
out with something you didn't know about, they look at you and say, 
'Well, you did miss Monday'. That is now becoming a standard joke.... 
Monday's the day when everything seems to happen. After the 
weekend it seems to have boiled up and it happens on a Monday and 
if you've missed Monday or not been in the right place at the 
right time on Monday then that's it. So at management meetings 
now, and supervisors' meetings, if something should have gone 
adrift, that is the standard buzz word now, 'Well, you missed 
Monday. What do you expect? Your objectives have changed three 
times since then. Don't be silly!' .... There has to be a 
certain amount of humour. We'd all go loopy otherwise. Completely! 
Well, I know I would if I couldn't retain some sense of humour 
especially when something happens that's going to impact on the 
group."
"Because of the inherent tension and frustration within the 
organization at the moment, you must be able to see the funny side 
of things."
"These factory changes, well, it's really a bit of a laugh, us keep 
moving around."
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"If you don't have a sense of humour and have a laugh occasionally 
you'd burst into tears."
"You've got to laugh. If you took all this seriously it would 
drive you mad."
"Now you could get very upset about this results board if you 
thought about it seriously. I looked at it the other day. Seventeen. 
I said, 'Oh girls! Seventeen orders! You'll have to watch it!'.
You know, sort of joke about it. I think you've got to really with 
all these changes."

b)_____Loss of temper

Another popular release mechanism was loss of temper. So common 
was it in Computako that, judging from the account of one salesman, 
it had become an institutionalized activity:

"You tend to live with it except for one day (which happens about 
once every third day) when you go, 'My God! I've got to stop! I'm 
up to here! There's more coming on the top and I can't breathe 
now! '. So you tend to blow up now and again .... You can 
guarantee that one day per week somebody, somewhere, no matter 
what level, is going to have his little blow up session. It's 
a bit like ski-ing. No matter how good you are, you're always going 
to fall down. Because everybody falls down sometimes it's an 
acceptable thing. You can live with it because you know you've 
just blown up and the secretary's looking at you all strange, 
thinking that you've finally flipped or whatever. So you're 
embarrassed for a while but then you think, 'O.K., I've calmed 
down now and I know that it's going to be his turn tomorrow or the 
day after*."

c) Friendships

Social relations at work seemed to play as important role for some 
when it came to release mechanisms. There were reports that talking 
with work colleagues allowed one to "get things off your chest" with 

the result that the burden of rapid change was eased. This could 
explain the "therapeutic" value of collective moaning which was 
discussed when examining reactions to rapid change as a social
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phenomenon. For a few, social relations with people outside work 
produced the same affect.

d)____ Drink

There was occasional reference to the activity of frequenting 
the company bar, the social club bar, or the local public house 
as a form of release. While most of these reports of consuming 
large quantities of alcohol to counteract the negative consequences 
of rapid change were related in a jovial manner, there were 
occasions when the participants were apparently very serious.

19____ Informal Communication

The whole question of formal and informal communications and their 
roles in the process of rapid change is shortly to receive detailed 
examination. At this stage, passing reference should be made to 
informal communication as a counteraction factor.

Informal communications appeared to provide a degree of immunity 
from the undesirable consequences of rapid change in two ways. 
Firstly, rumours provided, as did interpretation and pumping, an 
advanced warning of the next possible events of changeo Hence, 
individuals were given time to prepare for change. Secondly, a 
further degree of immunity was given by an interesting phenomenon 
associated with informal communications. Invariably, the rumour 
became distorted and exaggerated. Such rumours tended to concern 
something that would not be welcomed by many. With the distortion 

and exaggeration that took place, people were usually expecting 
something a lot worse than what actually happened. Consequently,
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the characteristic response to change, under these circumstances, 

was one of relief. A Unitran employee commented, after the 
announcement of a redundancy plan:

"When I heard it was only 6? people that were going I felt very 
relieved. The figure that had been going round was 200."

By this phenomenon, a degree of counteraction was evident when the 
full extent of the change was realized.

Organizational Counteraction

Having considered the nineteen aspects of individual counteraction 
discovered during the course of the present study, the focus of 
attention shifts to an examination of actions taken by officials 
responsible for bringing about change with a view to offsetting or 
minimizing the potential negative consequences for their subordinates.

Because a larger proportion of the samples of Computako and 
Dataware were individuals within higher management, much of the data 
now presented was obtained from these two host organizations. To 
assist in the discussion of organizational counteraction the 

examination of data is dealt with in two stages. The first stage, 
labelled pre-implementation, focusses attention upon strategies of 
counteraction used by management prior to any event of change. The 

second stage addresses organizational counteraction during the process 
of change.
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Pre-implementation

There were several ways in which managers attempted to counteract 

potential negative consequences of change for their subordinates 

prior to their involvement in any events of change. These activities 
revolved around both the preparation of employees and the planning 
of change.

1_____Preparation of employees

Several ways had been devised of preparing employees in a manner 
conducive to them having some level of immunity from the negative 
consequences of rapid change. These are now examined in turn.

a) Changing emphasis of recruitment and selection

Time has already been spent discussing coping characteristics of 
individuals where it was disclosed that high proportion of the study's 
sample was of the opinion that certain personal characteristics 

made an individual less susceptible to the negative consequences 
of change. Such beliefs seemed to have been manifested in a 
changing emphasis within the activities of recruitment and selection 
at each research site. Many individuals responsible for hiring 
labour at whatever level seemed to be looking for people exhibiting the 
qualities they felt essential for counteracting the negative 

consequences of change. The reputably strict selection procedures 
of Computako and Dataware have already been mentioned. Here the 
objective was to find "Computako People" and "Dataware People". Quite 
often participants' descriptions of these people tallied with the
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characteristics they felt were essential for coping with change. 
The possession of such characteristics was apparently the most 
important criteria to be satisfied. According to one participant:

"Dataware people they've got to be. Then we'll see if we can match 
them in a job."

Many other comments made by participants supported the contention 
that recruitment and selection was changing with the emphasis being 
placed upon taking on individuals who would be able to cope with 
rapid change and therefore enjoy a degree of immunity from its 
negative consequences:

"I think obviously the main thing is trying to find, select, train 
people that can cope with that environment ...o What you're trying 
to do is trying to see how people will operate a little bit 
further down the road than traditionally where you recruit somebody 
to do a job and they come in and do that job. That's rarely the case 
now because every job in the organization is changing to a certain 
extent because the company is changing .... So the selection aspect 
becomes even more crucial because you're not just trying to fill 
this slot that exists at the moment. You're looking forward and 
anticipating the pressures that the individual will be required to 
take. That's one of the key aspects to managing change."
"In times of high change, selection is the keystone to the whole 
success of the organization. One of the biggest problems is 
employing the right people; people who can take constant changeo"

b) Careful induction

Both Computako and Dataware placed special emphasis upon the 

induction of new recruits. It has already been suggested that part 
of the importance of induction related to the continuance of 
behaviour congruent with the presented company image. Another reason 

for careful induction was apparently to ensure that employees were 

fully aware of the nature of their organizations' environments and
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were therefore prepared for an encounter with rapid change:

"I feel induction training equips individuals with the skills 
required for adapting to the Computako world of constant change,"

c) Training

Evidence from Computako and Dataware indicated that most employees 
of supervisory status had a detailed knowledge of management theory. 
A great deal of emphasis was apparently placed upon management 
training especially in techniques of change and the handling of the 
human resource. It seemed that the organizations accepted the 
crucial importance of well-managed events of change and effective 
human resource management when it came to ensuring that the 
negative consequences of rapid change were counteracted for meuiy 
individuals.

2 Planning change

It was clear from the majority of managers in the study that there 
was a necessity for careful attention at the planning stage of 
change if the undesirable consequences of rapid change were to be 
minimized. Certain activities were perceived as advantageous.

a)_____Planning

Naturally, great emphasis was placed upon the essential activity of 
planning exactly what changes would be made and when. In addition, 
views were expressed that it was most necessary to understand the 
possible implications of planned changes and devise contingency plans
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should things not go according to schedule;

"Planning for change is the key. You must look ahead to see what 
changes will have to take place. Doing this, it may be possible 
to change something else in advance that will minimize the effects 
of change. In all cases, changes demand further changes in order 
to be successful."
"A lot depends upon planning. It is very important to forecast 
the effects of change. Some logical changes cannot be made because 
of the effects they would have."

b )_____Reaction testing

To understand the implications of planned changes and generally 
forecast effects of change designed to take place in the future, it 
appeared that those responsible for implementing change needed some 
feedback from their subordinates. There were reports of the activity 
of reaction testing which usually operated through the informal 
communications network and produced the feedback required:

"I’ve got a belief that the company may well use the grapevine to 
test the temperature of the water if you like, 'I wonder what would 
happen if such and such a rumour were to come around? I wonder 
how people would react to xyz?'."
"I often wonder whether management has leaked things, that some 
rumours are, in fact, official rumours. Whether that is the 
method they use to gain information on what the reaction is."
"It's fairly common with the people that I know that if you're 
thinking of doing something maybe to bounce the idea off a few 
people and see what their reaction is. You can incorporate this 
into your own ideas."

c) Pilot runs

At Computako it was found that one pre-implementation strategy 
intended to provide some counteraction to the negative consequences
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of rapid change was to use pilot runs as a method of obtaining 
information upon effects of proposed major chamges:

"These operations will soon be decentralized if all goes well. It's 
almost six months away before the first person actually goes up 
to Manchester. Manchester, if you like,is going to be the test 
bed. "
"The effects of changes are frequently assessed by small, controlled 
pilot schemes."

d) Provision of signs

When discussing the highly-developed powers of interpretation 
witnessed in a large proportion of the sample, it was acknowledged 

that advanced warning of events of change could be obtained by 
"reading the signs". With such advanced warning, individuals were 
able to prepare for these changes and consequently they received 
some degree of immunity from the negative consequences. On the 
other side of the coin, there were many observations and admissions 
regarding the deliberate provision of signs to be read by individuals. 
The rationale for doing so was to get people used to the idea of a 
certain event of change, consequently ensuring an easier implementation 
and few negative consequences:

"To facilitate changes I usually broadcast the symptoms of the 
change. For example, if I'm planning to change a person's job, I 
may make the odd comment to key people that this person is becoming 
overworked and I don't know how he copes. Word filters through and 
by the time the change takes place, people tend to be totally in 
agreement with it and, sometimes, even have a 'don't know why it took 
so long to rectify this stupid state of affairs' attitude."
"Rumours? Well they're usually officially leaked. That's how you 
can make change have its least impact really in the sense of the 
problems it can cause and its best impact in the sense of what it's 
trying to achieve."
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"My old job was advertised as a manager when I applied for it. I 
must admit that I was on board for a year before they decided 
to put it down. In normal, open discussions he seemed to put it 
into my mind that maybe the job wasn't going to stay as a manager 
for too long. So when it did happen, it was more or less by mutual 
consent."

Very similar to the provision of signs was the process of "leading 
around" which was well described, by means of a recent example, 
by a Dataware participant:

"The managing director had a meeting of all the sales managers 
about a month, six weeks ago and he was starting to lead them 
around. He was asking them what changes they felt ought to take 
place in the organization to meet the challenges and so on. What 
he was in fact doing was trying to lead them around to saying 
that what needed to be done was what he had planned to do anyway,"

e) Provision of communication

As well as providing signs, it was readily acknowledged by several 
managers that an important prerequisite for successful implementation 
of change was the provision of specific information regarding 
planned events of change:

"I feel this is the real key to it; not to try and impose it on 
people without them understanding what it's all about and how it 
affects them. To try and get the mystery, the unknown, out of it 
and to try and make it as understandable as possible. People are 
frightened of the unknown."
"You can minimize the trauma with good communications."

Implementation

Attention is now devoted to organizational counteraction taking 

place during the process of change.
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a) Selling change

It was widely acknowledged amongst the management personnel 
participating in the study that there was a great need to "sell" 
change to the members of the organization. In doing so, 
individuals would look more favourably upon change euid be less 
susceptible to the negative consequences. According to the 
Midland Systems department manager:

"Well, I thought they reacted to it extremely well and I think this 
depends entirely on the people who are guiding the change. You 
need to create the enthusiasm amongst the team, communicate with 
them well and sell the idea that this is an exciting time and that 
it's going to be stimulating to do this .... Deep inside me I'm 
a salesman. I'm a salesman really so the first job I saw I had 
to do was to sell the thing. Here we've got a group of people 
doing a thing one way and we want them to do it another way and 
get their full co-operation. Really, you've got to sell it."

It appeared that most of these managers found that the best way of 
selling change was to acknowledge to their subordinates that there 
were both advantages and disadvantages to any change being 
implemented but the advantages far outweighed the disadvantages:

"You must transform every challenge, in this case a change, into an 
opportunity. That is, accentuate the positive and eliminate the 
negative."
"I think that because we're a fairly smart company our changes are 
made in such a way that they don't affect people too much and if 
they do affect people that's usually in a positive way. There are 
very few negative effects of our changes. There are a few but 
usually the positive effects heavily outweigh the negative effects.
I think it's very simple to say to these people, 'The positive effects
upon you are this and the negative are this. I think that the
negative are very much smaller than the positive. What do you
thinlc?'. Usually he says, 'Yes, you're right'. There are negative
aspects but usually they're outweighed heavily by the positive ones."
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"People can usually see the problems but I think it's the managers 
job to point out that there are also benefits and that these 
benefits are far greater than the problems."
"You've got to investigate the pros and cons of the change so that 
you can present it well."

b) Cosmetics

Earlier in this thesis, the notion of the presented company image 
was introduced. It was suggested that one of the problems of rapid 
change at both Computako and Dataware was the dilution and 
deterioration of this presented company image. It appeared that 
some Computako managers responsible for the implementation of change 
had realized that this was occurring and, in turn, producing 
negative effects for employees. To rectify the situation they 
appeared to attempt to patch up this image by the application of 
"cosmetics" during the implementation process. This cosmetic 
activity appeared to be both in the form of introducing further 
changes to bring the organization back in line with the presented 
company image or of selling those changes being implemented as 
assisting the return of this image. As an example, the process of 
decentralization can be considered. Comments made by individuals 

on this subject support the claims made with regard to cosmetic 
activity:

"It's a matter of personal contact. If you lose the personal contact 
then it becomes depersonalized and the family atmosphere disappears.
I mean, a lot of people say the company isn't like it used to be since 
it was moved to these new headquarters. Of course it's not going to 
be like it used to be, but it will be when we create the autonomous 
units. It's up to us to make sure that it is."
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"There’s certainly more formality because of the growth in size. 
That’s very true. You have to produce a lot more memos and 
you have to safeguard yourself. It’s becoming more formal because 
the communication channels have to be so much wider. You can’t go 
round and see everybody so you have to do it more formally in 
terms of memos and documentation. So changes in size do create more 
formality .... If you take a year’s time what will happen is that 
we will decentralize to the small branch offices. The informality 
will still be there in the small branch offices."
"It’s a very desirable situation in that being closer to the actual 
customers at any level is obviously better. The old customer 
contact will return."
"Any remoteness that’s recently been experienced should disappear 
with decentralization where people will once more be working in 
small groups."

Similar instances were witnessed in relation to other changes 
that were being implemented.

Summary

To recapitulate, it was discovered that a large proportion of 
individuals seemed to have a degree of immunity to rapid change and 
an isolation from its negative consequences. This immunity 
appeared to arise from the operation of a number of counteraction 
factors which had their origins within the individuals themselves 
or within deliberate actions of those responsible for bringing 
about change within the organization.
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CHAPTER ELEVEN; COMMUNICATIONS WITHIN RAPIDLY CHANGING 

ORGANIZATIONS

The incredible bulk of data elicited on communications necessitated 
one final data category grouping dealing with the role of 
communications in rapidly changing work environments. Almost 
without exception, each participant in the study devoted a large 
proportion of his account to focussing upon communications. The 
underlying significance of communications has probably already been 
realized by its emergence in many aspects of the results discussion 
to date. Here, attention is devoted to communication in its own 
right as the final data category grouping of "individual experience - 
the role of communications" is examined. Firstly, issues pertinent to the 

organizations' formal communication networks are addressed.
Secondly, informal communications in rapidly changing organizations 
receive attention. Finally, some findings are discussed which 
highlight the crucial importance of both formal and informal 
communications in conditions of rapid change within the workplace.

Formal Communications

In each host organization it was only the occasional participant 
who spoke in praise of the formal communications. The majority 
reported a tremendous dissatisfaction with official communications 
in general and, more specifically, with those relating to events 
of change. After acknowledging the infrequent comments of 
satisfaction with formal communications, attention turns to the 
reports of poor communications. Poor communications as a consequence 

of management actions is the first issue addressed. Next, poor
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communications connected with the non-involvement of employees 

receives attention. Finally, it is considered how far the very 

rapidity of change was responsible for poor communications.

Good formal communications

There were several participants from each host organization who 
believed that formal communications in general and in particular 
with respect to events of change were good. While such individuals 
were clearly in the minority, their comments must be noted;

"Computako are outstanding in this respect. I've never been in a
company that tries so hard to keep its employees aware of what's
going on. I think they're outstanding."
"Some people feel that the communication here is not as good as it
should be but I feel it is. It's about 75 percent better than any 
other organization in the U.K..We do have a lot of meetings and some 
employees say, 'Why do you have so many meetings? You seem to be 
talking all the time'. But that leads to good communication."
"Actually, as each stage has come to an end, we've had a meeting and 
have been told what the next move was going to be. We haven't been 
kept in the dark at all."
"There's the Works Council meetings for anything you want to know. 
It's very effective."

There were other comments voicing satisfaction with official 
communications at the four host organizations. However, the majority 
of participants were most dissatisfied with the information which was 
formally passed on to them. Attention is now turned to the subject 
of poor formal communications.

Poor communications as a consequence of management actions 

Managers and supervisors received a great deal of criticism with
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regard to their inability or reluctance to pass on information. 
At each host organization there were complaints of poor official 

communications.

Computako participants observed;

"There are definite problems with this company. Recently I raised 
these with the managing director. I said, 'I'm concerned that 
quite often you don't know what's going on'. "
"I think often things just happen. You're not informed."
"Well, communications, it's poor. It's very poor."

Dataware participants observed;

"I get the feeling that we could have been better informed." 
"Communications in general are bad."

According to Midland Systems employees;

"All the time I've felt that they could have elaborated more on 
what's going on."
"It was just about a month before I came here that there was a new 
floor manager. I don't know what communication was like before. 
I've heard it was very good but I don't know. As this change 
came in we had a new floor manager and everything went dead."
"Communications are extremely bad now. I mean, we originally 
thought you were going to give us all medicals."
"I think all the problems have stemmed from communication. We 
never get to hear what's happening."

According to Unitran employees;

"Communication within this company is diabolical. Absolutely 
diabolical! Whether we're worse than any other company I don't
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know, but I'm appalled at the level of communication here."
"This time, unfortunately, there's nothing, only deadly silence."

"We're not told anything directly."

It was clear from further comments made by participants from each host 
organization that many placed the blame for both lack of communications 

and poor communications upon management actions and inactions.

Managers and supervisors were criticized for their inconsistency when 
passing on information. This complaint came predominantly from 
Midland Systems employees who experienced problems associated with 
people being given information on an individual basis by their 
supervisors. It appeared that these supervisors did not relate exactly 
the same information to each individual. This inconsistency in 
communication produced problems:

"The most annoying aspect of it is that you're not always told of the 
changes immediately and you're not always told of changes together as 
a group. It's easy to get different interpretations of what a change 
involves. This may be due to the communication being worded differently 
to each individual. The people informing you of change can't communicate."
"One set of people know what you should do on one part where we've been 
told different. They say, 'You shouldn't be doing that. We've been 
told to do this'. There's only been a few occasions when we've all been 
brought together to explain what should be done. It's not very often."

However, Midland Systems employees made little reference to another 
phenomenon of poor communications reported by participants of the 
other organizations. This was the "half a communication" where 
employees were informed about a change in overall terms but the 
specific details were not forthcoming:

"We were told, 'At Christmas, you'll be moved', but we weren't told 
where we were going. It's always half a communication."
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"They've got half the information but they're not quite sure what's 
going to be done to overcome the problem."

"We're left 75 percent in the picture. We were given no dates and 
we were not told what the job situation was."

"We're not told officially of many changes. When we are told, it's 
only days before and only 95 percent of the information."
"My subordinates won't know the full implications of change until 
next week. They know there's going to be a change of two disciplines 
but they won't know the details until next week."

Perhaps part of the problem here was, in fact, brought about by 
management attempting to be good communicators. They were keen 
to get the information about proposed changes out quickly but, in 
doing so, they were informing their subordinates prior to the final 
details being settled. Hence, the end result was "half a communication" 
This idea coincides with the occasional comment that at times of rapid 
change it was "the blind leading the blind". Rapid change often 
meant constant novelty. Management may have, with this in mind, 
been excused for not providing full communication for they did not 
know what to expect. Holding back the communication until they were 
relatively sure of the final details of change produced another 
problem. Management was frequently criticized for "last minute 
communication" about changes:

"You're always told at the last minute .... It always seems to be last 
minute."

"You don't get to hear what's going on until the last minute."
"In fact the last time I moved, I think they did tell them actually 
one day before the move. They seem to think that you've got to move 
so why bother to tell you."

"1 inherited my boss's two jobs as well as my own .... So that's the 
biggest change. I was given a week's notice. That was at my request.
I was asked on the Friday evening to start on the Monday. 'For Christ's 
sake! Give me a week to sort out my own backlog!'."
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As is later discussed, this "suddenness" of communication could also 

have been a function of the rapidly changing environment where 
there was little time between the decision to go ahead with a 
change and its final implementation. Where changes were being 
brought about as a result of rapid changes in external conditions, 
such as consumer demands, einother problem arose. Management could 
communicate about a planned change only to "change their minds" 
and implement something different. Unitran employees were 
particularly conscious of this occurrence. One technician 

provided an example:

"They brought half the factory out and showed them into the 
canteen. For an afternoon they were talking about rearranging 
the company. They were going to have a big reshuffle. It never 
really did take place. All of that fell through."

Above, the problems of "suddenness" and insufficient advanced 
warning in respect of changes to be implemented were acknowledged. 
There was also evidence of problems arising from too much advanced 
warning being given. It was discovered that individuals who were 
informed of changes to take place in the distant future tended to 
repress thoughts about change. The result was that it was quite 
a shock when the change eventually took place:

"You pushed it to the back of your mind. Even though you knew the 
change was going to take place, you always told yourself it was 
a long way off."

"It seemed such a long way off. You think, ’Well, I’ll think 
about it when it gets a bit nearer', but it was surprising how 
quick the time went."

One interesting finding was that even where management had made 

provisions for the dissemination of information there were still 
complaints of insufficient communications. It appeared that the
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development of a structure for communication did not necessarily 

ensure that the process took place. The classic example was the 

Works Productivity Council at Unitran. Here was a monthly meeting 
designed largely to provide two-way communication between 
management and workers. However, evidence suggested that this 

system was far from satisfactory:

"There is a productivity meeting but I think it's a waste of time 
quite frankly. I think they've set what's going to be done and 
they only have that meeting simply to make it look as though we're 
involved. It's cut and dried before it's even come down to that
level. I'm certain of that."
"There is a committee but unfortunately in the little corner that 
we're in, unless you actually go out and seek the information, we 
don't get any information back at all. It's a queer set-up."
"We get to know fairly well in advance through the minutes of the 
Works Council. However, we're still left in doubt. They say one 
thing euid do another. You can't rely on the minutes. Sometimes 
you get them a month after the meeting."
"The minutes tend to be irrelevant to us. They are mainly concerned
with work outputs, targets and things like that."

This last participant appeared to have stumbled upon one possible 
reason for dissatisfaction with communications in spite of the 
presence of machinery for communication. This was in respect of 
what was communicated and returns to the concept of perceived 
proximity of change which was introduced earlier. Although there 

might have been an abundance of information concerning "distant" 
changes, this was of little consequence to individuals in comparison 
with communication concerning "local" matters:
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"We can tell you how many million dollars the States have made, but 
on a very local level, like this, there's no information. But this 
is more important. That's what I'm trying to say. A small issue 
like this is much more important then whether the States have made 
ten million dollars last month."

A Dataware manager was apparently unaware of the evaluation of 
communications in terms of such proximity when he praised his 
organization's policy of communication:

"I would say that communications at Dataware are generally very 
good. We all understand what objectives the company has, where 
it's trying to go, its modus operandi, and where it thinks it will 
be in 1 9 8 5."

It appeared that certain managers were afraid to communicate. Whether 
this was because of the possible repercussions for which they would 
be responsible or whether it was that they saw possession of 
priviledged information as a source of power, it was not clear:

"Frequently managers are not at liberty to disclose the exact nature 
of the changes."
"I sometimes try to keep a tight lip on changes."
"If you're talking to people who are working for you then you have 
to be a little careful."
"I suppose there is a certain reluctance to pass on certain inform
ation. It's often not made clear to you whether the information that 
is given to you is to be passed on in all cases. You think, ‘Now I 
wonder whether I should be telling people this or not'. Obviously, 
there are things that are confidential and are not passed on and it's 
generally left to your intelligence to decide whether that information 
is passed on or not."

There were reports that because of management not being open eind 

frank in the past, the formal communications received were not trusted. 
Unitran employees were particularly affected when redundancies 
followed frequent official promises that this would never happen:
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"Those stupid Works Productivity Council meetings! All the times 
that people had asked me. Once a month they'd say to me, 'There's 
rumours about redundancies'. I used to take this to the meeting 
and the bloke used to say, 'There's absolutely no redundancies'. 
The last time he said that was a very short time ago."
"It now leads us to believe that you take what is said with a 
pinch of salt."
"I'm dissatisfied with communication because you just don't know 
who's telling the truth."

Poor communications and the non-involvement of lower level employees

It appeared that many of the communication problems stemmed from the 
non-involvement of lower level employees in decisions concerning 
events of change. They were not aware of what was going on, it 
seemed, both because of their superiors' decisions not to involve 
them in discussions about planned change and also because of their 
own inactions with respect to communications.

It was clear that as one progressed down the hierarchies of each 
organization the dissatisfaction with communications increased. 
Participants at the lower levels complained that they were not even 
given the opportunity to provide constructive feedback concerning 
proposed changes;

"You're not allowed to say anything. It's alien to the way they 
react."

"The approach used to be, 'How do you feel about this?'. It's not 
anymore."
"There's no provision to express reservations at shopfloor level .... 
I'd like to think that if I can see any reason why this change could 
create problems, someone would at least listen to what experience I've 
got, to at least look at it from that side as well."
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"They don’t take your arguments into consideration. If someone 
higher says you've got to move, you’ve got to move."

It may have been that the speed of change required to keep pace with,
say, growth or technological innovation did not allow for feedback

from members of the organization. However, the fact that they were
not even informed of the rationale for change seemed to emphasize
that it was more of a case of the decision-makers not wishing others to be

involved at all:

"Change could have been made for some very good reasons but those 
reasons are not always evident to you."
"We don’t ever really get to hear the reasons."

This non-involvement was emphasized by the questioning role which 
lower level subordinates had to adopt by constantly approaching 
their superiors for more information about change. Indeed, 
supervisors and managers admitted that when approached by subordinates 
in connection with change, the most frequent reason was for further 
clarification:

"What 1 find happens is things start changing around you and you 
suddenly think one day, ’Something’s happening. Now what is it?’.
So you stand up and say, ’What’s happening?’ and they tell you. 
Otherwise they wouldn't bother."

"The only way to find out what's going on is to ask your supervisor."
"If I'm talking to someone they'll throw it in as an aside, if you 
like, when the initial conversation has finished. They'll say, 'What’s 
happening about so and so?'."
"People are always wanting more information from me."
"The more you tell them the more they want to know."
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It was not always that individuals had the courage to approach 
their supervisors with questions about change. When discussing 
collective reactions, it was noted that there was a general fear, 
particularly amongst Midland Systems and Unitran personnel, of 
approaching management with change-related grievances. This 
timidity seemed also to extend to cover the making of inquiries about 
change. In turn, managers and supervisors appeared to believe that 
their subordinates were not interested in change. This was only 
one aspect which led to managerial claims of poor communication 
being largely "their fault". Subordinates' lack of time to digest 
communication and their inability to understand it were also issues 
raised when supervisors and managers chose to abdicate from the 
responsibility of ensuring good formal communications:

"They're good enough at moaning, but giving their own ideas? They 
don't want to .... They just don't seem bothered."
"People don't always hear what you say."
"No matter how hard you try to communicate there's always the 
problem of people not understanding what you've said."
"Because of work pressures 1 feel they find it impossible to read 
all the memos that are circulated."

Rapid change as a factor producing poor communications

Already in this discussion it has been hinted that the rapidity of 
change could have been partly to blame for problems experienced 

with the formal communication system. This aspect is now examined 
in more detail as rapid change is considered as a direct and indirect 
contributor towards poor official communications.
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The last quote cited gave a clue as to one way in which the rapidity 

of change produced a decrease in effective communications. It has 

already been acknowledged that times of rapid change are 
characteristically times of greatly increased workload. Therefore, 
it was quite probable that individuals found they did not have 
the time to familiarize themselves with written communications. 
Indeed, it was noted earlier that an acknowledgment of the 
disappearance of time was common for inhabitants of rapidly 
changing organizations. There was also every likelihood that those 
involved in the implementation of change did not have the time to 

communicate. This was supported by an observation of a Computako 
supervisor :

"Probably one could say that with lots of other things going on 
it doesn't help. People do. 1 mean, 1 do it myself. 1 mean to 
talk to somebody and there's never the time for me to stop and 
talk."

It appeared that managers and supervisors were too busy managing 
change to spare the time to provide information. Another manager 
suggested a further reason which could produce an unintended barrier 
to communications at times of rapid change;

"Being a manager who is constantly in on planning and implementing 
changes, it is easy to forget that something that is commonplace 
to you may come as quite a shock to others."

It has already been observed that problems of little advanced warning 
could be a function of the rapidly changing nature of the work 
environment. Similarly, the phenomenon of communications arriving 

after the change had taken place appeared to result from rapid change, 
A Dataware manager saw this as an inevitable consequence of being a
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dynamic organization;

"We’re more dynamic than many organizations. We react more. We 
act where others would write memos. We write memos to say that 
we've done it."
It is easy to understand that in such conditions the opportunities 
for listening to feedback would be limited. Therefore, this 
aspect of the non-involvement of lower level workers was also 
caused, in part, by the rapidity of change.

It has been noted that, particularly when rooted in growth, rapid 
change led to accelerated promotion for many individuals. The most 
technically competent were the ones who found themselves quickly 
reaching supervisory status and going on to higher management.
Their inexperience and lack of expertise in man-management was 
often considered a reason for poor communications;

"It's the sort of thing that the supervisors are very capable 
technically in their jobs but they don't appear able to communicate 
to the people below them, on the same level, and above. They get 
on with their jobs but forget that people are people and not 
machines."
"Bill is beginning to learn about his job as product manager and 
I'm beginning to learn about my job as a group leader. Consequently, 
Bill's on his learning curve just as 1 am. Bill has to master the 
art of communication just like 1 have to as well. So clearly we're 
all learning and communication is very difficult. What we do find is 
that above Bill we have John who is a very experienced manager and 
we find that he can communicate very well with us. But the middle 
man, because of his learning curve, 1 imagine he finds it rather 
difficult. It's natural that he will find it difficult just as 
1 do and other people. Communication is a bit of an art, isn't it? 
It's not easy."
"1 think that the problem of growing and the problems of growing so 
fast with so little experience are showing some other problems as 
offsprings of that problem such as communications."
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Such a high level of management inexperience coupled with an 

environment producing constant novelty was probably at the 
foundation of the claims already cited of it being "the blind leading 

the blind".

Where rapid change necessitated frequent organizational structure 
changes, there was a further implication for communications. Old 
communication networks were destroyed and it would take time to 

build new ones;

"So what happens is you get a communications problem because 
people don't know who they should talk to about particular problems 
or what's the accepted standard of communication. Who they should 
talk to and what they should talk about. Who they should tell about 
what."

Informal Communications

For many reasons the informal network of rumours and "grapevines" 
proved to be of great importance within the rapidly changing 
organizations studied. Here, attention is devoted to informal 
communications by examining the reasons for the establishment of 
good informal networks and how rumours apparently originated. The 

discussion is then focussed upon the lack of trust which several 
participants seemed to have in relation to rumours. A final issue 
to receive attention is the "relief effect" when change was 

implemented following an abundance of rumours,

a) The rationale for informal communications

A financial accounting manager from Dataware observed;
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"I know people here are extremely rumour-conscious. Rumours 
are a high value commodity in a rapidly changing organization."

The tremendous dissatisfaction with various aspects of the formal 
communication networks of the four host organizations went in 
part to explain the high value of rumours. Such informal communications 
seemed to compensate for the deficiencies of the offical information 
flow, as was acknowledged by several participants;

"There's not been much communication lately. Although we were told 
unofficially about the move round in the section on Thursday, our 
supervisor told us on Friday .... The grapevine overcomes most 
communications problems."
"The only way to sort things out is to discuss matters amongst 
yourselves."
"Everybody listens to rumours, you see, because no-one else tells 
them the truth."
"1 think the informal is so good because the formal is bad. Word 
will get around because they know it won't get around unless they 
tell. If people were getting formal notification pretty quickly, 
people would just wait and say, 'Well, if it is going to happen, 
we'll know about it shortly'."

b) The origin of rumours

It was interesting to learn how rumours originated. One point of 
view suggested that communications by managers and supervisors at 
different rates produced a flourish of rumours for those who had 
not then been informed. Such an occurrence was reported in 
particular at Midland Systems where it has already been mentioned 
that management apparently acted in a rather unprofessional manner 

in such respects;
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"There's a lot more rumours going around because they might tell 
one supervisor and that supervisor will tell her section. Of 
course, all the girls get to know. Meanwhile, there's two or 
three supervisors who haven't said a dicky bird yet. This is 
a problem."
"1 gave out the information two days ago. Today, a supervisor just 
got round to relating it to her people which is probably where 
some of the rumours start. They're hearing it from other people 
in other departments who have heard it from their supervisors .... 
The underlying problem is the fact that there shouldn't have been 
that delay between different departments being told."

It was acknowledged by some that an open plan environment was very 
conducive to the nurture of rumours. This could have been one 
factor explaining the abundance of rumours within the four host 
organizations. Each had offices in the open plan format.

The "reading of signs" was introduced eeirlier as a method of 
interpretation which gave advanced warning of events of change. It 
could have been this activity which was at the source of many 
rumours.

These signs, it has already been acknowledged, could have originated 
from management in their activities of "reaction testing" and 
"provision of signs". Hence, it seemed that some rumours were 

originated by management because of the key roles which the informal 
communication network could play in assessing the feasibility of 
change and preparing individuals for its occurrence.

One Dataware participant offered an fascinating variation on this 
theme which is included at this stage as a point of interest:
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"Well, it could actually work the other way. You get the 
speculation down the pub and this gets very quickly to the people 
who are making the decisions. They would actually be affected 
by what the rumours were. 'Ahl That's not a bad idea. We could 
incorporate that'."

c )____ Distrust of rumours

Several participants voiced a certain distrust of the informal 
communication network and stated they listened to rumours with a 
great deal of reservation. It appeared that management changing 

its mind about events of change was one reason for rumours later 
being unsubstantiated by fact. There was also the problem of 
rumours becoming exaggerated as they passed around the organization. 
The final communication could, therefore,be unreliable.

d) The 'relief effect'

It was this exaggeration that produced an important effect in 
respect of individuals' experiences of change. This 'relief effect' 
was introduced earlier when discussing individual counteraction.

The basic theme of this effect was found to be that as informal 
communications continued, there was a great deal of exaggeration.
As a result people expected far greater and far worse changes than 

those which eventually materialized. Therefore, individuals far 
more easily accepted, and even wholeheartedly welcomed, the actual 
change as it was not as bad as anticipated. The predominant feeling 
was one of relief:

"When I heard it was only 67 people that were going I felt very 
relieved. The figure that had been going around was 200."
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"We're shocked but it hasn't been half as bad as expected.
Rumours had certainly got around that there»d be redundancies 
at the very least. When we were called for this meeting over here, 
I fully expected them to announce the three day week."
"We'd heard the whole factory was going to be moved to Brighton.
It was a great relief to me when only a small part of it was 
moved."
"People were saying, 'Oh there's going to be so many made 
redundant'. It even got to 400. I also heard 200 but, as it was, 
it was 6 7. I thought, 'Well, that's not too bad'."
"A lot of the rumours are wrong. They're exaggerated. This often 
happens but you then feel better when it's not so bad as 
expected."

The Crucial Role Of Communications In Conditions of Rapid Change

From what has been said so far, it is clear that communications, 
both formal and informal, played a crucial role in the rapidly 
changing environment. As well as reiterating that several of the 
discovered negative effects of change had their sources in 
communications problems, this discussion focusses upon the findings 
which emerged suggesting that for many individuals the events of 
change were apparently embodied in the communications concerning 
them. It was communications about change which frequently affected 
individuals more than the actual event of change.

Communications and negative effects

The unpleasant effects of rapid change and the contribution made 
by the lack of formal communications have already received detailed 
attention at several stages in chapter nine. At this point, it 
is sufficient to acknowledge that many of the facets of the negative 

effects of feelings of apprehension and feelings of irritation 
apparently resulted in part from poor formal communications.



579

When examining reactions to change as a social phenomenon, it 
was also suggested that the trauma stage suspicion witnessed at 
Midland Systems was partially attributable to a lack of formal 
communications and an abundance of rumours.

Consequently, it must be concluded that communications problems 
seemed to play a significant role with respect to the development 
of several unpleasant effects associated with life within rapidly 

changing organizations.

Communication as the medium of rapid change

Following the discussion of the "relief effect", it has probably 
already become apparent that people could experience unpleasant 
effects and possibly suffer negative consequences of rapid change 
before any tangible event of change had taken place. It was 
observed that individuals had reacted to the knowledge of proposed 
changes (exaggerated in that particular case) and not to the actual 
event of change.

In the case of reactions to informal communications,it was discovered 
that individuals could even be affected by many "changes" that never 
materialized outside the medium of communication. A reason for this 
was the "reaction testing" activity of management. A good example 

was provided at Unitran. At one time within its recent history there 

had been plans to move the whole factory to a different location. It 
seemed that this idea had been deliberately leaked to "test the 

temperature" and subsequently a decision had been taken not to 

proceed with the proposal. Nevertheless, several individuals reported
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that they had been seriously affected by this "change". The words of 

a Unitran manager captured the nature of this phenomenon:

"They react so much to rumours and there are countless rumours 
to every time that a rumour actually comes true. So all the time 
they’re living in a state of flux. They’re not sure which way to 
jump. But a lot of it is totally unsubstantiated."

A Dataware manager was apparently also aware that people could 
experience change before it ever materialized:

"Maybe that's where the change is. Maybe it's what happens in 
the mind before you start doing it. Maybe by the time you get to 
do it, you’re reconciled to the whole thing anyway and you very 
quickly get used to it. So maybe it’s the point of being told 
what’s going to happen."

An interesting perspective may be drawn from this observation. The 
suggestion appears to be that the period associated with the 
unpleasant effects of rapid change is that which occurs between 
hearing about a proposed change and the implementation of that 
change. Other evidence seemed to support this contention. For 
instance, with the Unitran redundancy situation the main period 
of unpleasantness was the interval between the announcement and 
the 67 individuals having their employment terminated. Indeed, 
many were critical of management for producing a situation where 
the department was "kept on edge" for that period. However, the 
situation was a little more complex in most cases. It must be 

remembered that some participants apparently perceived negative 
effects brought on by the results of change and not the process or 
lead-up to it.



581

Focussing upon the period between knowledge of change and the 
event of change, it became a possibility that the peak of a 
reaction to change could occur before the change was implemented. 
One Unitran operative spoke of an intense reaction to a change of 
solder machine which, in fact, subsided before the proposed cheinge 

was implemented:

"Well, I think it's been talked of for so long now that people 
just accept the fact that there's got to be a flow solder machine. 
People are disappointed at where it's being put. They don't feel it 
should be in the centre of the factory but now they're just 
accepting anything that comes along. They've been prepared for it 
so they know it's going to be there, and that's it now. It's taken 
so long to come in that when it eventually does we probably won't 
even notice it's there."

Here it was clear that the experience of the change had peaked 
a long time before the actual event of change. This was taken 
as further evidence of the crucial importance of communications in 
conditions of rapid change. Communication was the medium of 

rapid change.

Summary

It has been shown that although some evidence suggested satisfaction 
with the formal communications at each host organization, the 
majority of the participants were of the opinion that the official 
information flow was very poor. This deficiency was seen to have its 
source in management actions, the non-involvement of employees, as 
well as the rapidity of change. It appeared that good informal 
communications existed to compensate. Rumours originated from such 

sources as differential rates of communication by supervisors.
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interactions in an open pleui environment, and the "reading of signs". 
It was also noted that rumours gave rise to a "relief effect". 
Finally, the crucial role of communications in conditions of rapid 
change was emphasized by noting that several negative effects were 

associated with poor formal communications and suggesting that 

communications acted as a medium of rapid change.
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CHAPTER TWELVE ; DISCUSSION

The purpose of this chapter is to draw together the
contents of the present thesis. In so doing, several issues are
addressed.

In section one, attention is devoted to experiences of work within 
rapidly changing organizations. At this stage the findings are 
consolidated into an explanatory framework. In turn, this framework 
is summarized in the form of a generalized conceptual model relating 
to the topic of the investigation. Then, the conclusions reached 
are reviewed in the context of relevant existing literature.

Section two returns to the writings of Toff1er (1970). By comparing 
and contrasting the theoretical arguments of this author with the 
empirical findings of the present study, further insight is offered 
into the unpleasant consequences of rapid change in the work 
environment.

Implications for the management of the human resource at times of 
rapid change within the workplace is the topic of discussion 
addressed in section three. Here is drawn together those findings 
which appear to have immediate relevance to the management of 
change.

In presenting each of the above facets of discussion, particular 
emphasis is placed upon relating the findings of the current 
investigation to the primary research aims and objectives formulated 
prior to commencing data collection.
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It may be recalled that a secondary research aim was "to further 
the knowledge and understanding of the dynamics of conducting 
research". At various stages in this thesis, and in particular 
within sections three and four of chapter five, great attempts 

were made to capture the flavour of the research experience and 
to elucidate the process of conducting this investigation. It 
is therefore felt that further reference to this topic is 

unnecessary.

This discussion chapter closes with two final sections. Section 
four examines the limitations of the current study and section five 
proposes directions for further research.
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SECTION ONE : EXPERIENCES OF WORK WITHIN RAPIDLY CHANGING
ORGANIZATIONS

An Explanatory Framework

The second research objective was "to provide research of an 
exploratory nature designed to obtain a deeper understanding of 
the individual's experience within organizations undergoing change 
of great magnitude and rapidity". By focussing upon each of the 
five final data category groupings in turn, the content of the 
preceding five chapters has gone a long way to meeting this aim by 
showing what individuals in rapidly changing organizations perceived, 
how they perceived these things, what they considered pleasant and 
unpleasant aspects of organizational life, how they made sense of 
their worlds, how they chose to act at times of rapid change, and 
so on.

To do greater justice to the second research aim, what is now needed 
is further development of the substantive grounded theory of the 
present study in the form of a consolidation of the final data 
category groupings into a more unified whole. The result will be 
an overall perspective with regard to experiences of work within 
rapidly changing organizations.

The objective of this section is to propose such a model of 
understanding as suggested by the research data. Here is presented 
an integrated framework of how individuals were discovered to 
characteristically react at times of rapid change within their 
organizational lives and what factors influenced the nature of 
their experiences.
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In chapter six it was explained at length that, consistent with 
the phenomenological approach, the results presented were necessarily 
only one interpretation of the mass of data collected. While firmly 
grounded within the accounts of research participants, the results 
still represented the researcher's persuasive account. Being selective 
in which data was presented and then creatively imposing an order 
during that presentation, it was claimed that the results could do 

no more than offer awareness from a unique perspective by putting 
forward plausible explanations of the phenomena observed. The same 
applies to the explanatory framework about to be presented. While in no 

way wishing to belittle my efforts, it has to be admitted that this 
model is no more than the outcome of my sense-making activities.
In making sense of the data, a degree of simplification has been 
inevitable. Nevertheless, efforts have been made at every available 
opportunity to reproduce the complexity witnessed. Even more 
importantly, it must be stressed that I have not consciously engaged 
in any "forcing" of the data. The explanatory model has arisen 
entirely from discernible patterns noticed in the information collected 
during the course of the study.

It is quite probable that others will detect alternative frameworks 
which serve equally well to unite the data exhibited earlier. What 
I am offering here is my creative synthesis of the results disclosed 

in the previous chapters. Reassuringly, the various elements of 
my explanatory model which were made known to members of the research 
settings were reported to make sense to them. There was usually a 

high degree of validation of my conclusions when they were submitted 

in casual conversation or formally presented to the host organizations. 
The feedback on the content of my report to Unitran, for instance, 
was largely an acknowledgement that nothing which was incongruent
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with the perceptions of members of that research setting 
had been offered. On another occasion, the reactions of Computako 
managers and directors during the presentation and discussion of 
findings clearly indicated that my conclusions made sense to them. 
Indeed, it was later discovered through informal contact that 
several initiatives and actions had been taken as a direct result of 
my intervention at Computako. This was considered an excellent form 
of validation of the conclusions reached.

Before continuing, it may be apt to provide a brief synopsis of the 
major findings of the current investigation in preparation for what 
is to follow. In very simple terms, rapid change was found to 
produce both pleasant and unpleasant experiences as defined by 
organization members. Continued exposure to those aspects considered 
unpleasant could result in unpleasant consequences which were found 
to be various attitudinal, behavioural, mental, and physical 
manifestations. However, several factors were found to be in 
operation which led to these negative consequences being counteracted 
for different individuals.

It is now suggested that the situation was a little more complex than 
that outlined above. It was discovered not to be simply rapid change 
but a variety of different aspects or dimensions of the experience 
of this phenomenon which gave rise to pleasant and unpleasant effects. 

In turn, negative consequences suffered at times of rapid change appar
ently originated from a variety of sources. Similarly, it was 
concluded that the counteraction factors identified during the course 
of the study were not all of the same nature. Various groupings of 
these factors seemed to be pertinent to the different sources of 

negative effects.
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To support these claims and offer further enlightenment with regard 

to experiences of work within rapidly changing organizations, this 
discussion follows the framework of the four headings of awareness, 
uncertainty, evaluation, and homeostasis. Each of these issues 
embraces an area of discovery considered crucial to the understanding 

of the subject matter of this investigation.

Awareness

The point of departure for this explanatory model is the notion of 
awareness. By awareness, reference is being made to a realization 
of the occurrence or potential occurrence of rapid change. This 
realization could result from communication, whether formal or 
informal, perception of the incidence of change, or actually 
experiencing rapid change. It was clear from the results of this 
study that the individual had to be aware of rapid change in order 
to experience either the pleasant or unpleasant aspects reported 
to be associated with it. This may appear a statement of the 
obvious but it is an acknowledgement that must be made since a 
proportion of the inhabitants of rapidly changing organizations 

were apparently unaware of the occurrence of high rates of change.
For support of this contention we may recall what was discovered 
in connection with three counteraction factors which had definite 

links with the concept of awareness.

Physical isolation was one such counteraction factor. It was found 
that even in rapidly changing organizations there were backwaters 
of relative tranquility. Thus, it appeared that, by virtue of their 
geographical location within the organization, some participants 

were unaware of events of cheinge.
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The counteraction factor labelled spheres of perception was also most 
relevant to awareness. Again, some individuals appeared not to 
realize that change was taking place. This time, unawareness had 
resulted from change occurring outside the person's field of vision 
and therefore remaining unnoticed. This state of affairs was 
prevalent at Midland Systems and Unitran where a high level of myopia 
seemed to exist. Many changes appeared to have been so fundamental 
as to have fallen outside participants' worlds.

Another counteraction factor pertinent to awareness was that of 
insensitivity. Some individuals were apparently unaware of high rates 
of change as it was the status quo within their organizations.
They had become accustomed to high rates of change over long periods 
and consequently had reached a point where they reported not noticing its 
existencOo They were immersed in change of great magnitude and 
rapidity but could not perceive its occurrenceo The perception 
for these individuals was reported to be one of a very gradual state 
of changeo Other individuals suggested that a "hardening" of attit
udes towards change produced a similar lack of awareness of change 
and one participant argued that such insensitivity resulted from an 
immersion in the increased workload which characterized periods 

of rapid change.

Poor communications were sometimes contributory to an unawareness 
of change. For instance, in the cases of the counteraction factors 
of physical isolation and spheres of perception, it seemed that 

an absence of communication facilitated a continued unawareness.
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The three counteraction factors described afforded an immunity from 
the unpleasant consequences associated with rapid change as the 
individuals concerned were unaware of rapid change and, hence, there 
was no realization of any unpleasant effects associated with it. This 
leads back to my original argument. That is, an individual could 
only experience the unpleasant as well as the pleasant aspects 
associated with the occurrence of rapid change when he was aware of 

the existence of such change.

The remainder of this discussion applies only to those individuals 

with an awareness of the occurrence or potential occurrence of rapid 
change.

Uncertainty

Being aware of the occurrence or potential occurrence of change of 
great magnitude and rapidity did not guarantee that the inhabitant 
of the rapidly changing organization understood the exact nature and 
implications of this change. Uncertainty in this respect was found 
to be prevalent in each organization studied and, indeed, was 
concluded to be a major concept in understanding experiences of 
work within rapidly changing organizations.

A large proportion of the unpleasantness reported to be experienced 
by individuals within rapidly changing organizations was discovered 

to be connected with uncertainty in relation to the nature and 
implications of such change. This was even found to be the case 
with events of change generally acknowledged to be favourable. For 
example, it was found at Computako that although the majority of



591

individuals perceived rapid change rooted in growth and technological 
innovation to be advantageous to themselves, uncertainty with respect 
to how they would be personally affected was often a cause of great 
upset and intense anxiety. One participant spoke of a general "fear 
of the next unknown" and many others referred to the distress caused 
by "not knowing what’s going to happen to you".

Concern about the ubiquity of uncertainty at times of rapid change 
probably explained the great emphasis placed upon communications by 
practically every participant. While the occasional respondent felt 

communications were very good, most complained bitterly of an absence 
of good formal communications. The resultant uncertainty seemed 
clearly responsible for many of the problems reported by participants.

The anxiety, fear, and insecurity collectively referred to as 
feelings of apprehension were distinctly the result of uncertainty 
about the nature and implications of rapid change resulting from 
poor formal communications. There were many factors which intensified 
these feelings. Computako participants had witnessed demotions, 
involuntary exits, a potential redundancy situation, and an incredibly 
fast pace of technological innovation. Midland Systems employees 
had seen the occurrence of redeployment, the imposition of performance 
quotas with a great emphasis upon work output, temporary staff and 
new recruits performing to high standards, and computerization being 
equivalent to large scale redundancies in companies other than their 

own. Respondents from Unitran had noticed a drastic decline in 

demand for their company's products, actions taken by management 

apparently designed to encourage individuals to leave the organization 
voluntarily, as well as an actual redundancy situation considered 
to be the "tip of the iceberg". What seemed of prime importance with
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regard to these occurrences was that there had been a marked absence 
of official communication informing individuals of how they would 

personally be affected. Uncertainty prevailed with many individuals, 
particularly from Midland Systems and Unitran, fully expecting to 

lose their jobs as a result of the changes they observed.

Uncertainty was also pertinent to what has been termed feelings of 
irritation. It may be recalled that one of the reasons for the 
annoyance and frustration reported was the scarcity of communication 
and consultation with respect to rapid change and its rationale.
Poor communications and the abundance of compensating rumours were 
partially to blame for the presence of confusion and disorientation 
which were also inextricably linked with uncertainty about the nature 
and implications of change.

With uncertainty being the cause of much unpleasantness at times of 
rapid change, it was not surprising to find that people attempted to 
reduce it in several ways.

To alleviate uncertainty, some individuals sought more information by 
adopting a questioning role in their dealings with superiors. As 
documented earlier, managers and supervisors generally reported that 

when they were approached by their subordinates in connection with 
change, it was usually for further clarification with regard to its 
nature and implications.

At other times, individuals utilized the informal communication 
network to overcome the problems of official information flow and 
hence reduce uncertainty. This crucial role of the informal system 
probably explained the importance participants generally placed
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upon "grapevines". As one Dataware respondent was acknowledged as 
observing, rumours were a high-value commodity at times of rapid 

change.

While having the potential to reduce uncertainty, it soon became 
obvious that rumours could intensify the problem. Being typically 
pessimistic and exaggerated in nature, they often led to individuals 
expecting greater and more frequent changes with much more 
unpleasantness associated with them than ever materialized.
Management utilizing the informal communication system to assess 
the feasibility of change by the activity previously referred to as 
"reaction testing" had a tendency to compound the uncertainty 
experienced, as did the ability of communication to act as a medium 
of rapid change in the manner described in chapter eleven.

In the context of the reduction of uncertainty, the collective 
reactions to change, which were observed to be prevalent amongst 
lower level employees, may be considered. The predisposition of 
lower level employees to react at a social level towards rapid change 
may be viewed in conjunction with the discovery that as one progressed 
up the organizational hierarchies there was less dissatisfaction with 
communication. Uncertainty appeared to be at its height amongst 
the lower echelons. Apart from occasional instances of retaliation, 
the component features of the collective reaction occurred purely 
at a verbal level. It could therefore be proposed that a major 
reason for individuals engaging in the collective activity reported 
was to generate communication about an event of change, thereby 
reducing the uncertainty surrounding it. Indeed, the intial stage 

of the collective reaction was a "scuttling about" during which change
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became "the main talking point". In turn, individuals apparently 
reached a consensus of opinion about the nature and implications 

of change, ceasing to indiscriminately moan about it and instead 
focussing their efforts upon directing anger towards a particular 
symbol. The accusations of "It's all their fault" at a later stage
of the reaction appeared to be additional evidence of a consensus
being established. This seemed to further support the notion of 
reactions at a social level being largely activities engaged in by 
lower level employees to reduce the uncertainty they experienced 
at times of rapid change.

It was reported that formal communication was sometimes forthcoming. 
However, this frequently took the form of "half a communication" 
where certain vital details were not made known. In terms of the 
reduction of uncertainty, this did very little. In fact, this form 
of communication appeared to heighten uncertainty as the information 
given was usually the announcement of an event of change, with the 
omitted details being how this change would impact upon individuals.
A point made in chapter eleven is worth considering in this context.
There, evidence was presented suggesting that the period between the 
first realization of change and the eventual occurrence of this change 
could be considered a crucial period in terms of experiencing 
unpleasant effects of rapid change. This observation once more 
reiterated the strong desire individuals had to know how the outcome 
of change would impact upon themselves and that a great deal of the 
unpleasantness suggested to be experienced in rapidly changing 
work environments was the result of high levels of uncertainty in 
this respect.
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It has now been suggested that uncertainty with regard to the 

nature and implications of change was discovered to be associated 

with a great deal of the unpleasantness experienced in rapidly 

changing organizations. In turn, it appeared that uncertainty could 

be the cause of suffering unpleasant consequences of rapid change.

It has been shown that individuals apparently used several methods 

to reduce the inherent uncertainty of their work environments.

In addition, some participants appeared to utilize a number of the 

previously documented counteraction factors to prevent any 

attitudinal, behavioural, mental, or physical manifestations. These 

counteraction factors may be grouped into two categories for 

convenience. The first category has been labelled ’’active” 

counteraction factors and embraces cases where individuals actively 

engaged in behaviour either designed to minimize the uncertainty 

present or to remain unaffected by it. The second category of 

"passive” counteraction factors refers to inherent attitudes and 

characteristics of individuals which made them less susceptible to 

the negative consequences.

Making up the active counteraction factors were certain kinds of 

coping behaviour, the various forms of release mechanism, tolerance, 

denial, and fatalism.

Two types of coping behaviour were definitely attempts to decrease 

uncertainty. The most obvious was the activity of "pumping”. It 

was discovered that some individuals employed cunning and ingenious 

methods designed to trick those with knowledge of future changes into 

disclosing more than they wished. Hence, the nature and implications 

of planned events of change became clearer. A less direct kind of
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coping behaviour which provided insight into the nature and implic

ations of change was the skill of interpretation which many- 

individual s had developed. They were able to foresee the outcome 

of rapid change by the reading of signs which would be imperceptible 

to, or considered insignificant by, the casual observer.

The release mechanisms witnessed seemed, in part, conscious efforts 

to remain unaffected by the presence of uncertainty. Humour, loss 

of temper, friendships and drink all appeared activities engaged 

in partially to relieve the discomfort of inhabiting an uncertain 

environment and consequently remaining immune to the negative 

consequences•

There were similarities between the release mechanism of friendships 

and collective reactions. It may be recalled that reactions at 

a social level were reported to have a therapeutic effect. Moaning 

about change, as well as the range of other collective activities, 

apparently made people feel better in themselves and consequently it 

seemed that the collective reaction had a role to play as a release 

mechanism which enabled some people to remain unaffected by uncertainty.

The counteraction factor labelled tolerance also appeared to have a 

relevance to uncertainty. Some individuals were clearly able to 

tolerate the presence of uncertainty either because they anticipated 

the situation improving quickly or because they accepted the root 

causes of rapid change as highly desirable. By such tolerance, it 

appeared that individuals were consciously taking steps to remain 

unaffected by the uncertainty which characterized their work 

environments.
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Denial by repression of thoughts concerning rapid change also 

appeared to be connected with the presence of uncertainty. The 

process of denying that rapid change existed or was about to exist 

seemed to be a way of overcoming the unpleasantness induced by 

uncertainty. By consciously trying to forget about events of 

change, individuals seemed to develop an immunity to the negative 

consequences that could arise as a result of the uncertain nature 

of a rapidly changing organization.

While not wholly behaviour actively engaged in, the attitude of 

fatalism also appeared a mode of counteraction ensuring individuals 

remained unaffected by uncertainty. These people resigned themselves 

to the belief that everything in their organizational worlds was 

predetermined and that there was nothing that could be done to 

influence events of change and therefore it was pointless being 

worried by the dynamic state of affairs with its inherent uncertainty.

Moving onto the passive counteraction factors which appeared to be 

connected with the alleviation of problems associated with the 

characteristic uncertainty of rapidly changing environments, 

consideration must be given to time perspective, separation, 

expectations of organizational life, and coping characteristics.

As for time perspective, let us first examine the present 

orientation witnessed predominantly at Midland Systems and Unitran 

where a large proportion of the samples were from lower organizational 

levels. "Living for today" seemed basically an inherent attitude 

which effectively counteracted the unpleasantness associated with 

uncertainty. By concentrating on the present and not having 

thoughts about what could happen in the future, some individuals were
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able to counteract the unpleasant consequences which could result 

from an environment of uncertainty.

Individuals from higher occupational levels and particularly at 

Computako and Dataware often exhibited a future orientation. This 

time perspective also appeared to have implications with regard to 

uncertainty. These individuals appeared able to see further than 

the immediate situation, putting up with any unsatisfactory 

circumstances existing in the present in anticipation of improvement 

in the future. For them, the present was a temporary state. They 

looked forward with great optimism to an unspecified time in the 

future when everything would turn out fine. Although they might 

not have been clear about the nature and implications of change, 

these individuals were apparently not greatly disturbed by such 

uncertainty as they were confident that the results of rapid change 

would be most acceptable to them.

When introducing the concept of separation as a counteraction factor, 

the notion of compartmentalization of life was discussed. It was 

observed that individuals were able to remain immune from the 

unpleasant consequences of rapid change by virtue of an attitude 

which maintained a sharp "cut-off" between work life and other parts 

of their lives. Hence, it appeared that uncertainty in one’s work 

life would not be too disturbing if there was relative certainty in 

other "compartments". This was particularly the case when work 

was not the central life interest of the individual.

Expectations of organizational life also seemed relevant to 

minimizing negative consequences connected with uncertainty. Some 

employees of Computako and Dataware apparently fully expected rapid
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change and its associated unpleasantness within their working 

environment. Hence, it appeared that they would not be too 

perturbed by the presence of uncertainty. Unitran employees 

generally expected their organizational lives to be unpleasant. 

Hence, uncertainty was probably something that many of them took 

in their stride. Meuiy Midland Systems employees appeared to expect 

their organizational lives to provide an element of drama and 

excitement. It is suggested that the very presence of uncertainty 

sustained a high level of drama and excitement emanating from their 

work environment.

Certain coping characteristics appeared to be basically qualities 

possessed by individuals enabling them to remain less disturbed by 

inhabiting an environment of uncertainty. Being self-confident 

and self-sufficient as well as being not of a nervous disposition 

or emotional seemed to be characteristics which largely assisted 

individuals in remaining unaffected by the uncertainty of a rapidly 

changing organization.

The uncertainty associated with events of change would eventually 

disappear in one of two ways. Firstly, the individual could 

perceive that he understood the nature and implications of change 

by virture of his attempts to reduce uncertainty. Of course, in 

this case, there was no guarantee that the certainty created would 

match the change that later materialized. Secondly, the event of 

change would take place, thereby alleviating uncertainty which had 

surrounded it.

When the individual had, or considered himself to have, a good 

knowledge and understanding with regard to the nature and
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implications of change, a process of evaluation appeared to take 

place.

Evaluation

An interesting finding emerged from the study. It became increasingly 

clear that when individuals were aware of the occurrence or potential 

occurrence of rapid change and, in turn, knew, or thought they knew, 

the nature and implications of this change, they were characteristically 

far from arbitrary in their evaluation of it. Members of each 

organization were found to have clear criteria for concluding whether 

events of change were producers of pleasant or unpleasant experiences.

A high degree of consistency in the way change was evaluated within 

each separate organization suggested that group, organizational, or 

cultural factors, as well as those at an individual level played a 

major part in the process of evaluation. This will become more 

obvious as the discussion continues.

Attention is now given to the process of evaluation at each 

organization before an overall pattern is suggested.

To understand this evaluation process at Computako, it is necessary 

to return to the phenomenon of the presented company image. Computako 

employees had a strong tendency to emphasize with great enthusiasm, 

at every available opportunity, that their organization far excelled 

others. To illustrate this superiority, reference was made to the 

notions which have been termed the successful company, the good 

employer, and the elite organization. Participants generally 

exhibited a remarkable keenness to constantly point out that they were
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associated with a successful and good (in terms of benefits, conditions 

of employment, and so on) employer. Above all, though, it was the idea 

of belonging to an elite corporate body which apparently appealed 

greatly to these individuals. Indeed, it was the perceived special and 

superior character of their employment which many obviously relished.

It has already been noted that one Computako subject commented:

"This is no ordinary type company. You're always very much aware 
here that it's special. Yes, people actually smile here and don't 
mind coming to work."

Earlier, it was suggested that the rationale for maintaining a 

presented company image was for the company to "stand out from the 

crowd", leading to an increase in sales. In addition, several 

reasons were put forward for behaviour consistent with the 

maintenance of this image. These were induction procedures which 

bordered upon indoctrination; selective recruitment; individuals 

"putting on fronts" as they realized that such behaviour would be 

rewar ded with promotion; upholding this image as a way of "repaying" 

the company for benefits received; group pressures to conform; and 

the esteem gained from wider society apparently derived from the 

nature of one's employment.

It became increasingly apparent that the final reason above was of 

the greatest importance. It seemed that the main attraction of the 

presented company image to the members of Computako was the status 

and esteem they perceived as having in the eyes of outsiders by 

belonging to a special and superior corporate body. Their employment 

appeared to be valued in a similar fashion to, say, membership of an 

exclusive gentleman's club.
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It became evident that a large proportion of Computako participants 

were not arbitrary in their evaluation of rapid change at their place 

of work. As became clear in chapters eight and nine, they largely 

interpreted it in terms of its impact upon a major attraction of 

their employment experience; the presented company image. Rapid 

change which was seen to enhance the presented company image was 

perceived as highly favourable, and that acknowledged to lead to 

a dilution or deterioration of the presented company image was 

reported to be associated with unpleasant experiences. The presented 

company image thus appeared a crucial variable in understanding how 

Computako employees experienced rapid change at work.

To a lesser extent, but still on a significant scale, the notion of 

the presented company image was also pertinent to the Dataware 

sample. These participants were similarly eager to stress the 

superior and special nature of their organization, and clearly 

obtained a high degree of satisfaction by acknowledging that their 

association with Dataware held them in high esteem in the eyes of 

the outside world.

Like in the case of Computako employees. Dataware participants’ 

interpretation of rapid change in terms of its impact upon the 

presented company image appeared undeniable.

Midland Systems employees were not preoccupied with such a presented 

company image. However, at this organization there appeared further 

crucial variables when examining reactions to rapid change. We have 

seen how social relations as well as general excitement were 

apparently of utmost importance to members of this research setting.
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Individuals seemed to be most happy when they had the opportunity 

to get together with their colleagues euid engage in conversation.

The attraction of such interaction was apparently further enhanced 

by individuals constructing, in the process of their conversations, 

elaborate and exciting soap opera type fantasies which engulfed their 

day to day experiences of work. The office manager seemed only too 

aware of the importance of social interaction for his subordinates:

"If I thought that a number of them would leave tomorrow, I would 
give three hearty cheersi They’re all of an age group and of a type. 
They’re middle-aged housewives who come out part time for a little 
pin money, a nice coffee, and social chat."

Another acknowledgement of the importance of social relations to this 

group appeared evident when the ultimate punishment bestowed upon 

the "Ring Leader" was a physical isolation from her peers.

Accepting the great importance of social relations and excitement to 

the Midland Systems participants, a similar pattern to that occurring 

at Computako and Dataware was observed. Rapid change which increased 

opportunities for social interaction or, more commonly, that which 

enriched these social relationships by providing an abundance of 

material for incorporation into their melodramatic constructions was 

encouraged. However, rapid change which curtailed opportunities for 

interaction (such as the arrival of a new management team insisting 

that the workforce engaged in no activity other than hard work) was 

the cause of much unrest. However, it must be emphasized that these 

very sources of dissatisfaction sometimes appeared, in turn, to be 

encouraged by virtue of their utility in facilitating a continuance 

of existing soap opera type themes.
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While social relationships were definitely important to many 

Unitran employees, the majority had a greater preoccupation. As mentioned 

on several occasions during the presentation of results, members of 

the Unitran workforce exhibited great instrumentality in their 

attitudes towards work. Many openly admitted that there was one 

reason, and only one, which attracted them to work. So long as 

Unitran remained a source of comparatively high income, they were 

happy to simply complete their assigned tasks and continue to be 

largely indifferent to other aspects of life at Unitran.

This indifference also tended to characterize their attitudes towards 

rapid change at work, with one notable exception. This was when 

such change was perceived to impact upon earnings. As seen earlier, 

many Unitran employees were most enthusiastic about technological 

innovation for it was perceived as a means of remaining ahead of, or 

keeping up with, competitors which, in turn, was seen to ensure a 

continued source of income from Unitran. On the other hand, they 

were far from enthusiastic about rapid change which threatened 

their livelihoods. At the time of data collection, Unitran 

respondents were extremely anxious about the rapid decline in 

demand for the company’s products. They were most concerned about 

management actions apparently designed to encourage many to leave 

the organization voluntarily, and the fear of redundancies was 

paramount. In addition, it was amazing to note that predominantly 

indifferent, disinterested, and uncommitted shopfloor workers could 

relate in a most authoritative manner exactly why certain changes 

to the production set-up had resulted in inefficiencies. It was 

concluded that, given the existence of a productivity-linked bonus 

scheme, inefficiencies were most important to these operatives as they 

directly impacted upon take-home pay.
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Thus, it appeared that for Unitran employees, rapid change was 

largely evaluated in terms of actual or potential impact upon 

income.

Consolidating the data from the four host organizations, an overall 

pattern with regard to the evaluation of rapid change had emerged.

The findings suggested that individuals had certain expectations 

in respect of organizational life. These expectations seemed to be 

largely connected with the needs they wished to have satisfied 

by their employment experience but also extended to embrace broader 

presumptions concerning the nature of organizational life. Computako 

and Dataware respondents needed, amongst other things, to be 

associated with superior and special companies and expected the 

status £uid esteem which this entailed. Midland Systems participants 

predominantly looked towards their organizational lives for the 

satisfaction of social needs and the provision of an element of 

excitement. The inhabitants of Unitran largely expected their 

employment to remain a steady source of relatively high income. 

Individuals from each organization appeared to desire their 

employers to continue to meet these expectations they had in relation 

to work.

When organizations became involved in rapid change, experiences of 

work within such environments depended, to a large extent, upon how 

this change was perceived to impact upon employees' expectations of 

organizational life and the needs they desired to have satisfied 

by their employer. Rapid change which was perceived to ensure 

continued conformity to employee expectations, particularly in 

relation to the needs they desired to have satisfied, was greeted
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with favourable attitudes while that requiring a revision of presump

tions concerning organizational life was considered most undesirable.

The results of this study are now reconsidered in the context of 

what has just been said. The aim is to further clarify the 

contentions with regard to the evaluation process just presented.

In so doing, further supportive evidence is provided for the 

arguments put forward.

It became most clear during the presentation of results that 

Computako employees’ expectations and needs relative to employment 

largely revolved around being associated with a "special" organization. 

While at this organization, I was constantly bombarded with claims 

and observations regarding the superiority of Computako. There were 

the twelve features associated with the "Computako Way" which 

stressed that Computako was a good employer. Although part of this 

Computako way was associated with the provision of such things as 

security of employment and an excellent compensation package, it 

appeared that such items in themselves did not wholly satisfy the 

predominant needs of the workforce. Employees' needs were apparently 

satisfied by the knowledge that their benefits and so on far excelled 

those offered by other employers. Such a contention was readily 

supported by an observation made by the personnel manager. On one 

occasion, he was discussing the results of a questionnaire he had 

circulated with the intention of discovering which of the organization's 

benefits were most valued by the workforce. To his surprise,one of 

the cheapest benefits to provide (the holiday cottage scheme) had 

received overwhelming praise. He commented;
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"I was amazed to find that this was so much more popular than the 
more costly benefits we provide like the pension scheme and medical 
insurance. I gave this result some thought before it hit me. I'm 
sure it's so important because of a 'no-one else has got this one' 
attitude."

As well as emphasizing that Computako was a good employer, it was 

also stressed by participants that their organization was particularly 

successful, especially when compared with other companies. The 

importance afforded employees by their association with their 

employer was even further emphasized by what has been termed the 

elite organization aspect of the presented company image. One facet 

of this elitism was concerned with the superior nature of the organiz

ation and its products. Perhaps an even more important facet was 

connected with the acknowledgement that there existed a group of 

"Computako People" who possessed superior characteristics.

The evidence suggested that employees of Computako predominantly 

expected their employment to be a source of high status and esteem.

They wished to be seen by others as associated with a successful 

company and to be considered part of an elite group. They also 

desired the elements of the Computako Way which maintained or 

reiterated their superiority, such as excellent training, rapid 

promotion and career progression, a pleasant working environment, 

and a first class compensation package.

When rapid change was perceived as contributing towards an enhancement 

of those factors which met the predominant needs of members of 

Computako (i.e. when the constituent features of the presented 

company image were reinforced), it was viewed as a producer of pleasant 

experiences. For instance,growth was generally considered to be pleasant,
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It was clear that individuals saw distinct links between the 

incidence of growth and the maintenance of company success, the 

ability of the organization to be a better employer than others, and 

increased elitism at a company level as well as (with increased 

promotion prospects) at an individual level. Technological innovation, 

another producer of pleasant experiences, was also seen to provide 

greater elitism, as the company produced state of the art equipment. 

Individuals could apparently also see the links between technological 

innovation and Computako both remaining successful and being a 

superior employer.

Alternatively, rapid change seen as diluting the presented company 

image (and, hence, meaning that predominant needs and expectations 

were not satisfied to a desired extent) was generally considered 

as conducive to unpleasant experiences. When Computako participants 

highlighted unpleasantness associated with rapid change, they usually 

referred to instances where they perceived a potential decrease in 

company success; times when they witnessed the deterioration of, or 

problems associated with, the twelve features of the good employer 

concept; and, as a consequence of these trends,a decrease in elitism.

In most respects. Dataware was a very similar organization to 

Computako, and most of what has been stated above applied equally 

well to this organization. Dataware participants were also preoccupied 

with the maintenance of a presented company image. It appeared that 

their predominant needs were also satisfied by association with a 

superior and special organization. They desired and expected their 

organization to remain a cut above others and they wished to belong 

to an elite group of "Dataware People". By such means, they apparently
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perceived an ability to command status and esteem in the eyes of 

others. Change was evaluated in terms of how it impacted upon the 

features of the presented company image which, in a similar way 

to at Computako, were closely linked with the needs and expectations 

of employees relative to employment.

It became very clear that nearly all Midland Systems participants 

expected work to provide them with the opportunity for social 

interaction. Support for this claim was readily available;

"I wouldn't like not having a job. I think it does you good mixing 
with all sorts of people that you wouldn't when you were at home."

"Money is important but I'd put it down the list a little way. I 
come for the friendship, meeting new people and this sort of thing."

"I wouldn't like to be in the house all day on my own. I like to 
meet people. I don't like to be shut away all on my own."

Much of the social interaction in which Midland Systems employees 

became involved was apparently connected with the construction of 

exciting dramas centering upon seemingly trivial daily events at work. 

From the observations made by participants, it seemed that an immense 

satisfaction was derived from adding elements of melodrama and 

fantasy to quite unspectacular events and then excitedly discussing 

all the implications with colleagues. Great debate of this nature was 

focussed upon such matters as minor arguments amongst individuals, 

apparent favouritism exercised by supervisors, management's 

determination to treat people like schoolchildren, and who had 

managed to get a desk near the window.
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Accepting the opportunity for such social interaction as a principal 

need and expectation with regard to work, it was not surprising to note 

that rapid change was evaluated in terms of its impact upon both 

the level and nature of the social interactions permitted. Unpleasant

ness related to rapid change was frequently connected with a decrease 

in the amount of interaction permissible. Such instances were 

exemplified by the new management team's emphasis upon work maximiz

ation and consequent discouragement of idle conversation amongst 

their subordinates; the redeployment of staff to other sections and 

departments which disrupted social relationships; and the move of 

desks which one section underwent and which broke up social groupings 

in that area. There were many more unpleasant experiences which 

individuals spoke about, including the poor quality of the new 

management team, the way this group treated subordinates like 

schoolchildren, the decline in importance of long serving employees, 

and the victimization of the "Trouble Maker". However, these largely 

appeared to have been converted into pleasant experiences for the 

inhabitants of Midland Systems as they could be incorporated into 

soap opera dramas and fantasies that could be excitedly discussed 

amongst themselves.

While rapid change did not bring with it further opportunities for 

social interaction, it did inject more excitement into the working 

lives of Midland Systems employees and was, therefore, frequently 

considered to be the producer of pleasant experiences. Participants 

were often extremely excited about the glamorous and dramatic 

implications of the rapid change they experienced. For instance, 

technological innovation, in the form of computerization of the office 

procedures, apparently satisfied predominant needs as individuals
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excitedly discussed the adventure of having "televisions" in the 

office, "playing" with these machines, and the enjoyment associated 

with their "new toys".

The Unitran sample seemed to have an exceptionally low attachment 

to their employment, seeing it principally as a means to an end 

existing outside of the work situation. Their needs and expectations 

relative to work were largely related to the receipt of a relatively 

high income. Such needs and expectations apparently led to the 

encouragement of change such as technological innovation which was 

perceived as ensuring a continued source of income by keeping up with, 

or being ahead of, the competition. Technicians particularly 

welcomed technological advancement as they felt experience with the 

latest innovations would enable them to command a higher salary on 

the external labour market. Those occurrences which threatened the 

predominant needs and expectations of employees were usually referred 

to as the unpleasant aspects of rapid change. In this context were 

mentioned matters such as actual and potential redundancies, various 

management actions encouraging voluntary exits, inefficiencies, and 

poor quality management.

Certain points need now to be made in connection with the notion of 

the evaluation of change which has been presented.

Initially, it must be emphasized that the observations made above 

refer solely to an overall pattern which was discovered within the 

data. Quite naturally, every individual from each organization did 

not conform in the manner predicted by the propositions put forward. 

With a high degree of complexity being uncovered during the course of
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the investigation, it was inevitable that there were many exceptions 

to the rule. For example, predominant needs and expectations of 

individuals sometimes varied from the general form witnessed at 

separate organizations. At Computako, it appeared that several 

individuals, particularly the technicians in the sample, desired 

work which was interesting, stimulating, and challenging. This was 

also the case with some Dataware employees according to one manager:

"Now salary is a thing that most people are interested in at the 
moment. My team on average, I was surprised at this, were more inter
ested in having an interesting job."

Other Computako employees, when they reported feelings of insecurity, 

expressed great anxiety about losing the generous benefits of 

employment which they apparently desired in themselves and not 

because of any considerations of elitism.

Unlike the predominant instrumental attitudes of the Unitran sample, 

certain technicians from this organization, judging from the content 

of their accounts, had clear needs and expectations for interesting 

and stimulating work activities.

For the two Midland Systems managers, there was no preoccupation 

with social interaction or the excitement of soap opera type 

fantasies. They, too, appeared to expect a great deal of interest 

and stimulation from their work. This suggested that job level could 

have a bearing upon predominant needs and expectations although, 

given the general homogeneity witnessed in the cross-sectional 

samples of each organization, it seemed that group, organizational, 

or cultural factors were probably of greater importance.
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While these cases represented exceptions to the general patterns 

witnessed in each separate company, the overall theme of evaluation 

apparently still held in these instances. That is, rapid change was 

evaluated in terms of its perceived impact upon predominant needs and 

expectations relative to employment.

There were instances where, given the evidence available, it did 

not appear that the change-related sources of pleasantness and 

unpleasantness fitted the evaluation notion suggested. However, such 

an admission simply reiterates conclusions which have been reached 

many times during this thesis. That is, both the subject matter of 

the investigation and the inherent nature of man are far too complex 

to anticipate a single explanation of behaviour within rapidly 

changing organizations.

One item of complexity related to the multitude of perceptions of 

events of change. Indeed, the subject of perceptions deserves mention 

in connection with the notion of evaluation of change. As well as 

pointing out that different people frequently saw things in a 

different light (which had a bearing upon their evaluation of rapid 

change) and that these perceptions were frequently dependent upon 

position within the organization, the issues of spheres of perception 

should be reconsidered at this stage. While discussing awareness 

of rapid change it was suggested that there was evidence of 

widespread myopia at Unitran and Midland Systems. However, this 

appeared to not always be the case. It seemed that individuals did 

not have their usual limited spheres of perception when it came to 

matters connected with their predominant needs and expectations 

relative to employment. For example, we have seen how Unitran
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shopfloor workers could see the links between the state of the 

market plus the level of technological advancement of their competitors 

and the continued security of their employment. They could also 

detail in most authoritative terms the features of the production 

process which caused inefficiences which, in turn, had an effect 

upon their take-home pay. Yet on other matters, their perceptions 

were remarkably limited. Practically no-one was aware of a major 

process of divisionalization which was occurring and many did not even 

know who their managers were. Such matters were of little importance 

to them.

Closely linked with spheres of perception was the perceived proximity 

of change. As noted earlier, if a change was considered to be 

"distant" to the individual, he remained unaffected. In other words, 

it appeared that individuals did not consider that such change was 

likely to impact upon their predominant needs and expectations 

relative to employment. They were consequently considered to be of 

no importance. The evaluation process was apparently only exercised 

with "close" changes. In this respect, it is important to note 

that participants from Computako and Dataware tended to perceive more 

things as close to themselves than Unitran and Midland Systems 

respondents. This may have, once more, had something to do with job 

level. Generally, it seemed that individuals with higher job levels 

had less parochial attitudes and were therefore more inclined to consider 

a larger range of changes as being pertinent to their needs and 

expectations. There was a higherproportion of senior personnel in 

the samples from Computako and Dataware than there was from the 

remaining two organizations.
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As a final point concerning the notion of evaluation of cheuige, 

attention is drawn to another source of evidence supporting the 

contentions made. In chapter ten, the issue of organizational 

counteraction was addressed. Examining some of the management 

actions discovered, it appeared that managers were aware of the 

evaluation process described above. Particularly significant was 

the activity of "selling" change. Consider this extract from 

the account of the Midland Systems department manager:

"You need to create the enthusiasm amongst the team, communicate with 
them well and sell the idea that this is an exciting time and that 
it's going to be stimulating to do this."

This manager had apparently stumbled upon the importance of 

excitement to his workforce. He had concluded that for change to 

be greeted with enthusiasm, it had got to be perceived by his 

subordinates as a pleasant experience. This could be achieved by 

suggesting that the rapid change about to be experienced would 

further satisfy the predominant needs and expectations he had 

identified.

By "selling" change as a means of accelerated promotion, managers 

of Computako and Dataware appeared to have identified their 

subordinates' predominant needs and expectations, and concluded 

that acceptance of change would be easiest if it was seen to enhance 

the esteem and status which these individuals could command from the 

outside world, thus being perceived as a pleasant experience. It 

appeared that these managers used similar insight in their "cosmetic" 

activities where further rapid change was claimed to be a way of more 

strictly adhering to the all-important presented company images.
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Having now examined the way individuals came to conclusions 

regarding whether rapid change was a pleasant or unpleasant experience, 

attention is turned to behaviour following this evaluation.

Homeostasis*

The concept of homeostasis appeared most relevant to the behaviour 

reported whether rapid change had been evaluated as a producer of 

pleasant or unpleasant experiences.

It appeared that individuals were most comfortable when there 

existed a balanced employment relationship. That is, when they 

perceived that in return for their contribution to the activities of 

the organization, they were receiving an acceptable level of 

satisfaction of their predominant needs and expectations. Rapid 

change had the capability of disturbing the equilibrium established. 

Whether this cheinge was evaluated as a producer of pleasant or 

unpleasant experiences, individuals seemed exceptionally keen to 

re-establish the balance.

This term was first coined in 1929 by the American physiologist, 
Walter B Cannon, to refer to regulatory processes in biological 
systems. Homeostasis was defined by Langley (1973) as "the 
tendency of a system, especially the physiological system of 
higher animals, to maintain internal stability, owing to the 
coordinated réponse of its parts to any situation or stimulus 
tending to disturb its normal condition or function" ( p.l). 
Lately, the term has transcended the realms of the biological 
sciences to signify a tendency towards the restoration and 
maintenance of equilibrium in any system.
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Attention is now devoted to the manner in which rapid change 

disturbed the equilibrium and what behaviour individuals engaged 

in to once more attain a comfortable state of balance. In so doing, 

further potential sources of negative consequences associated with 

conditions of rapid change are uncovered and the utilization of 

further counteraction factors is discussed.

It was Computako participants who seemed particularly conscious 

of the need to keep their employment relationship in equilibrium 

in order to experience a degree of comfort;

"Well, I think that it's a two-way process, isn't it really?
Somebody feels committed to you, so you feel committed to them."

"I don't feel that anybody's saying to me, 'Come on, you ought to do 
this'. I feel it's an obligation in return for my pay, conditions, 
and so on."

"They do expect a contribution for the reward they pay."

Following on from the content of the discussion so far, it may come 

as no surprise to find in what circumstances members of different 

organizations perceived a comfortable state of equilibrium. It 

appeared that Computako and Dataware employees were most happy when 

they perceived the receipt of esteem and status in return for their work 

contributions. For Midland Systems employees, the state of 

equilibrium was apparently reached when opportunities for social 

interaction and general excitement were given in exchange for the 

contributions they made while at work. In the case of Unitran, a 

balance seemed to be achieved when a secure source of relatively high 

income was received for employees' efforts.
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With this in mind, let us now consider occasions when rapid change 

was reported as producing pleasant experiences. According to the 

notion of evaluation introduced above, this occurred when predominant 

needs and expectations were seen to receive further satisfaction.

With this increased satisfaction of needs and expectations, it 

appeared that individuals perceived that the balance of their 

employment relationships had been disturbed by the employer 

contributing more than what was necessary to maintain equilibrium.

In turn it seemed that individuals tended to increase their contribu

tion to match that of their employer. Support for these contentions 

may be offered.

From the quotes of Computako respondents just presented, it would 

appear that as their needs and expectations were increasingly 

satisfied, they reacted by becoming more hardworking and more 

committed. One manager noticed this increase in employee contribution 

connected with company growth;

"Ask a person to do two or three hours of overtime and they'll do it 
without question. They're that committed."

This increased commitment was apparently in return for the provision 

of experiences which were considered pleasant. It was amazing to 

witness to what lengths some individuals would go to ensure that 

their contributions were sufficiently increased to match those of 

their employer. This was illustrated by the comments of another 

Computako respondent who, because he considered he was receiving 

excellent treatment from the organization, described how he would 

be prepared to recruit individuals more able than himself in the 

knowledge that his own career progression would eventually suffer:
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"You'll always get young people coming in and jumping over all of 
the time. I mean, I'll see it. I haven't yet. I'm still going 
upwards but no doubt I will see it in five or six years time. I expect 
to see it as I expect to bring in people who can do that. I'd do that 
for the company because they've given me a lot, treated me fairly, 
and I feel I should contribute as much as possible to the company."

When change was viewed in a positive manner, both Computako and 

Dataware employees appeared to be more willing to behave in a manner 

consistent with the presented company image. As pointed out in

chapter eight, such behaviour was understood to be an expectation

placed upon employees in return for their excellent benefits of 

employment.

Dataware employees were also reported to exhibit an incredible 

enthusiasm and work exceptionally long hours. In addition, some

claimed to act as representatives of Dataware at all times. Such

behaviour tended to support the idea that employees sought to 

increase their contributions when their needs and expectations 

received additional satisfaction from their employer.

Because there were fewer reports of pleasant experiences of rapid 

change at Midland Systems and Unitran, such evidence was less 

forthcoming from these organizations. Nevertheless, it seemed 

that some Midland Systems employees were motivated to work harder 

during the "excitement" of computerization. In addition, Unitran 

technicians reported becoming quite engrossed in their work with 

advanced technological equipment which they apparently saw as 

experience that would increase their earnings potential on the 

external labour market.
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On occasions, it appeared that the individual perceived an inability 

to re-establish a state of balance in that he did not feel able to 

match the increased contribution made by his employer. As a result, 

it was found that the individual was likely to experience unpleasant

ness which could become a further cause of negative consequences 

arising at times of rapid cheinge within organizations.

One of the reasons for such a perceived inability was apparently 

that there was not the time for the individual to engage in efforts 

to re-establish equilibrium. It has been shown that one characteris

tic of a rapidly changing organization was the apparent disappearance 

of time. In turn, individuals had a strong desire for a period of 

temporary stability. It appeared likely that individuals would desire 

this "breathing space" to make an attempt at regaining an acceptable 

balance. However, with the increased workload characterizing times 

of rapid change, such a period of relative stability apparently 

never came to fruition.

In addition to not having the time to make efforts to return to 

equilibrium, some individuals seemed to feel they were incapable 

by virtue of a lack of innate abilities. This certainly seemed 

the case with those individuals from Computako and Dataware who 

reported pressure and stress following promotion. They had received 

a great deal from their employer but they were not then sure as to 

whether their performance in the new jobs was sufficient to match 

their rewards. On similar lines, one Unitran employee who had been 

pestering her supervisor for a pay increase was eventually transferred 

to another section where higher rates of pay were in operation. She 

had therefore received satisfaction of a predominant need and
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expectation. However, mainly through lack of training, she perceived 

that her contribution in terms of job performance was not matching 

the reward she had received. She reported a period of great 

unpleasantness apparently owing to her incapability to re-establish 

equilibrium:

"Without any real training anyway and not being taught how to do 
this specific job, I suffered from a loss of confidence ..•• This 
affects your whole state of mind. I felt use less and that I didn't 
deserve the money I was getting."

An almost identical experience had happened to a Dataware participant 

who had been promoted from one of the regional offices to a position 

within the head office:

"I found I was ignorant of an awful lot of things which other people 
around me took for granted. I went through a phase that a lot of 
people go through which is commonly known as the 'Black Hole'. You 
arrive full of confidence then you realize that, compared with the 
people around you, you're very much a dumbo. The confidence level 
sinks right down. You have to gradually build yourself up again until 
you feel you are contributing rather them taking away all the time."

The final remark of this participant appeared to reiterate that the 

unpleasantness of the "Black Hole" was associated with an inability 

to match what was received from the employment relationship with 

what was contributed.

Several of the cases of the unpleasant occurrence of perceived 

decreased capability reported in chapter nine apparently had their 

sources similarly in individuals believing they were unable to bring 

their contributions up to the level of those received from their 

employers.
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Let us now consider occasions when rapid change was evaluated as a 

producer of unpleasant experiences. In line with the notion of 

evaluation, this was when predominant needs and expectations were no 

longer satisfied to a desired extent.

It is worth now pointing out that some individuals were apparently 

proactive, attempting to ensure that predominant needs and 

expectations continued to remain unaffected in a negative manner.

Such activities were referred to as political actions when discussing 

coping behaviour. By treating organizational life as a serious game, 

some individuals achieved the same end.

With a decreased satisfaction of needs and expectations, it appeared 

that individuals perceived that once more the balance of their employ

ment relationship had been disturbed. This time it was because their 

employer was not seen to be contributing sufficient for the maintenance 

of equilibrium. As a consequence, individuals tended to decrease their 

contribution to match that of their employer. Such a decrease was 

found to not always be a direct physical reduction of

contribution. Frequently, it seemed that individuals engaged in a 

process of cognitive redefinition which either increased the organizat

ion's contribution or decreased their own according their perceptions.

The physical decrease of contribution was occasionally reported.

The only real cases suggested were amongst lower level employees.

During the collective reactions in which they engaged it was 

acknowledged that work output suffered^ There was the disruption 

of work as people "scuttled about" and moaned about the latest 

events of change. In addition, there were reports of various forms
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of retaliation such as deliberate limitation of work output 

following an event of change, taking days off when not ill, "acting 

dumb" when supervisors or managers tried to explain new procedures 

and so on, misuse of computer terminals designed to result in 

total breakdown of the computer system, and withholding relevant 

production information when the manufacture of a certain item was 

transferred to another site. In all these cases it appeared that 

contribution was being deliberately curtailed owing to a perception 

that events of change had rendered the employer less able to 

provide what was perceived as a reasonable level of satisfaction 

of needs and expectations. There were also occasional references 

to a belief that employee turnover had increased as a result of 

rapid change. It may have been that voluntary exit was seen as the 

ultimate decrease in contribution towards an employment relationship 

with an "ungrateful" employer. However, the current study did not 

collect evidence to assess claims of this nature.

Turning to the cognitive redefinition of contributions, it is 

suggested that several of the counteraction factors identified 

played a major role in this process» When they were utilized, 

it appeared that a perception of equilibrium was once more forthcoming 

and individuals overcame the unpleasantness associated with the employer 

failing to make sufficient contribution to the employment relationship. 

Consequently, negative consequences did not materialize.

Tolerance appeared to be one such mode of counteraction. At times, 

individuals tolerated unpleasantness associated with rapid change by 

apparently telling themselves that the situation would improve rapidly. 

In such cases, it would appear that the imbalance of the employment 

relationship was perceived as a temporary fluctuation and no cause
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for concern. The counteraction factor of future orientation 

operated similarly for some. Another reason for the tolerance of 

unpleasantness associated with conditions of rapid change was the 

acceptance that the root causes of this change were highly desirable.

By going through a conscious process of interpreting rapid change in 

this way, it seemed that individuals were, in fact, redefining the 

contribution made by their employer and concluding that, given the 

reasons for change, this contribution had not decreased after all.

An identical process seemed to be followed with the counteraction 

factor of justifications and rationalizations.

A similar redefinition of the employer's contribution may also have 

been taking place when individuals chose to emphasize the pleasant 

and positive aspects of rapid change. Here again, it seemed that 

the contribution of the employer to the employment relationship was 

being re-evaluated in a way which compensated for any decrease which 

could have potentially accrued because of unpleasantness caused by the 

incidence of rapid change. The interpretation of change in a positive 

way appeared to be a further counteraction factor operating in a 

similar way.

The organizational culture was presented as a counteraction factor 

earlier in this thesis. The basic argument was that the culture of the 

organization affected the definition and interpretation of rapid change. 

In this way, any potential unpleasantness associated with rapid change 

seemed to be once more avoided by a redefinition of the contribution 

made by the employer»
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A slightly different form of cognitive redefinition seemed to take 
place with the operation of the counteraction factor of denial.
Here, individuals simply denied the existence or potential existence 

of rapid change. Hence, they perceived the equilibrium of the 

employment relationship to be undisturbed. It is important to 
observe that denial sometimes extended to a physical phenomenon 
with individuals continuing with redundant methods and practices 
after new procedures had been introduced.

The counteraction factor of separation appeared to be connected with 
the redefinition of the individual's contribution as opposed to that 
of the organization. In the context of the perceived ease of sever
ance, some individuals apparently reconciled themselves to a 
decrease in the employer's contribution by reassessing their own 
contribution and redefining it downwards owing to the limited strength 
of their ties with their organization. A similar decreased estimation 

appeared to occur when it was acknowledged, during role distancing, 
that "it's not the real me at work".

The various measures that have now been documented seemed to enable 
many individuals to return to a state of relative comfort when their 
employer no longer satisfied predominant needs and expectations to a 

desired extent. A balance was re-established by individuals either 
physically decreasing their own contributions to the employment 

relationship or cognitively redefining these contributions or those 
of their employer.
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Not everyone appeared able in the short term to reachieve 

equilibrium in the manners described. For such individuals, it 

seemed that the associated state of unpleasantness and discomfort 
continued for a long time. This was apparently a further source 
of negative consequences which occurred within organizations 

undergoing rapid change.

From the data available it was not clear what subsequently 
happened to these individuals. Nevertheless, it may be speculated 
that they would, on the whole, continue to engage in homeostatic 
activities and eventually achieve a state of equilibrium. 
Occasionally these individuals would choose to alleviate suffering 
by leaving their organization as one research participant, who 
was working his notice, openly admitted to doing.

Finally, there was the possibility for some that unpleasant manifest
ations could be counteracted by the operation of the release 
mechanisms or by virtue of the personal traits referred to as 
coping characteristics.

Summary

What has been detailed above represents the results of extensive 
grounded theoretical analysis of data obtained from individuals who 

had experienced rapid change within their working environments.
These findings are now synthesized into a generalized theoretical 
model. This is done in two complementary ways. Firstly, a set of 
theoretical propositions is presented. Secondly, these concepts are 

represented in a simplified diagrammatic form.
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Let us now commence with the theoretical propositions.

a) General

1 A workplace undergoing rapid change produces both pleasant 
and unpleasant experiences as defined by organization members,

2 It is different aspects or dimensions of the experience of 
rapid change which give rise to pleasant and unpleasant 

effects.

3 Continued exposure to those aspects considered unpleasant can 
result in negative consequences in the form of various 
undesirable manifestations.

4 Several factors lead to these negative consequences being 
counteracted for different individuals.

5 The key concepts in understanding the nature of experiences 
of work within rapidly changing organizations are Awareness, 

Uncertainty, Evaluation and Homeostasis.

b) Awareness

An individual must be aware of the occurrence or potential 
occurrence of rapid change in order to experience either the 
pleasant or unpleasant aspects reported to be associated with it.
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2 Organization members may be unaware of rapid change, and hence 
not experience associated pleasantness or unpleasantness, 

owing to physical isolation from events of change, change 
occurring outside their spheres of perception, or a degree

of insensitivity with regard to the occurrence of rapid change.

3 Unawareness thus provides an immunity from the negative 
consequences of rapid change.

c) Uncertainty

1 Being aware of the occurrence or potential occurrence of rapid 
change does not guarantee an understanding of the exact 
nature and implications of this change.

2 Uncertainty in relation to the nature and implications of 
rapid change, especially in terms of how it is to impact upon 
the individual personally, is a major source of unpleasantness.

3 In turn, uncertainty can be a source of negative consequences.

4 Consequently, individuals in rapidly changing organizations have 
a great desire for an abundance of communication about rapid 
change and are generally dissatisfied with the level of formal 
commun ication.

5 With formal communication generally not considered sufficient 
to meet the demand for information, individuals in rapidly 
changing organizations engage in activities designed to reduce 
uncertainty.
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S Adopting a questioning role in dealings with superiors, relying
upon informal communications, and engaging in collective reactions 

are methods used to reduce uncertainty.

7 While having the potential to provide desired information,
informal communications may intensify the problem of uncertainty 
owing to the typically exaggerated and pessimistic nature
of rumours.

8 While engaging in information-seeking activities is one
method which can provide immunity from the negative consequences 
resulting from uncertainty, some individuals achieve a solution 
to the problem in a different way. By utilizing several forms
of counteraction factor, they do not suffer negative consequences 
associated with experiencing uncertainty.

9 Those labelled active counteraction factors are occasions when
individuals actively engage in behaviour either designed to 
minimize the uncertainty present or to remain unaffected by it. 

These are certain kinds of coping behaviour, the various forms 
of release mechanism, tolerance, denial, and fatalism.

10 Those labelled passive counteraction factors are inherent
attitudes and characteristics of individuals making them less 
susceptible to the negative consequences. These are what 
have been referred to as time perspective, separation, expect
ations of organizational life, and coping characteristics.
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11 Uncertainty eventually disappears in one of two ways. Either
the individual perceives that he understands the nature and 

implications of change by virtue of his attempts to reduce 
uncertainty or the events of change materialize, alleviating 

any uncertainty surrounding them.

d) Evaluation

1 When an individual has, or considers himself to have, a good 
knowledge and understanding with regard to the nature and 
implications of change, a process of evaluation takes place.

2 Experiences of work within rapidly changing organizations 
depend to a large extent upon how the individual perceives 
change to impact upon his expectations of organizational life 
and the needs he desires to have satisfied by his employer»

3 Rapid change perceived by the individual as ensuring continued 
conformity to his expectations, particularly in relation to 
the needs he desires to have satisfied, is greeted with 

favourable attitudes.

4 Rapid change perceived as leading to a decreased satisfaction 
of the individual's needs and expectations, or that requiring 
a revision of presumptions concerning organizational life,
is considered most undesirable.
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Some individuals are proactive by taking steps to ensure that 

predominant needs and expectations remain unaffected in a 
negative manner. Political actions and treating organizational 
life as a serious game are examples of these activities.

Even with limited spheres of perception in other areas, 
individuals are remarkably "far-sighted" when it comes to 
matters connected with their predominant needs and expectations,

Individuals tend only to exercise the evaluation process with 
regard to changes they perceive as "close" to themselves. The 
higher the level he is in the organization, the more things 
the individual considers close to himself.

e) Homeostasis

Individuals are most comfortable when there exists a balanced 
employment relationship i.e. when they perceive that in return 
for their contribution to the activities of the organization, 
they are receiving an acceptable level of satisfaction of their 
predominant needs and expectations.

Rapid change has the capability of disturbing the equilibrium 
established.

Whether rapid change is evaluated as a producer of pleasant 
or unpleasant experiences, individuals are keen to engage in 
homeostatic activities in order to reestablish the balance.
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Following the occurrence of rapid change perceived to be a 
producer of pleasant experiences (i.e. when needs and 
expectations are increasingly satisfied), the individual 

attempts to increase his contribution to the company.

With rapid change evaluated as producing pleasant experiences, 
the individual may perceive an inability to reestablish 
equilibrium where he feels unable to match the increased 
contribution made by his employer. In turn, unpleasantness 
may be experienced with a likelihood of negative consequences 
ensu ing •

Following the occurrence of rapid change perceived to be a 
producer of unpleasant experiences (i.e. when needs auid 
expectations are satisfied to a decreased extent), the 
individual attempts to decrease his contribution to the 
company.

Not always is this reestablishment of equilibrium attempted to 
be achieved by a physical reduction in contribution. The 
individual may also try to reachieve the balance by a process 
of cognitive redefinition by which he increases the organization's 
contribution or decreases his own according to his perceptions.

Whatever method is utilized, the experience of unpleasantness 
is overcome by reachieving a state of equilibrium.

Some individuals are unable in the short run to reachieve 
equilibrium and hence the period of unpleasantness and discomfort
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continues with the strong possibility, depending upon the 
personal traits of the individual, of negative consequences 

following.

10 It is speculated that these individuals continue to engage
in homeostatic activities until a balanced state is 
achieved. Occasionally, leaving their organization may be 
the method utilized to alleviate the suffering of negative 

consequences.
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EXPERIENCES OF WORK WITHIN RAPIDLY CHANGING ORGANIZATIONS
A CONCEPTUAL MODEL
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THE FINDINGS IN RELATION TO OTHER CONCEPTS

It was argued elsewhere (page 338) that the logical 

time to review literature relevant to the findings of 

a study conducted in the grounded theory tradition was 

after the results had been presented. It was also 

claimed that a high degree of selectivity would be 

justifiable in respect of this literature review.

The rational basis for such selectivity was concluded 

to be relevance to any underlying themes providing 

useful overall perspectives for viewing the findings.

As the findings of the current study have now been 

presented and, by subsequent consolidation of these 

discoveries into a generalized conceptual model, 

underlying themes have emerged, it is considered 

apt at this stage to review these conclusions within 

the context of relevant social science literature.

By briefly introducing and examining pertinent concepts 

and theories of others, along with the alternative 

perspectives they have offered, the desired objective 

is a deeper insight into the subject of this investi

gation by the provision of further discussion leading 

to a richer theory of experiences of work within 

rapidly changing organizations.

By what has now become convention, this review follows 

the framework of the four headings of awareness.
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uncertainty, evaluation and homeostasis, which were 

introduced earlier as crucial issues with regard to 

the focus of this investigation.
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Awarene s s

The first issue addressed in the explanatory framework 

was that of awareness, defined as the realization of 

the occurrence or potential occurrence of rapid change. 

It was suggested that individuals had to be aware of 

rapid change in order to experience the pleasant or 

unpleasant aspects associated with it. It was then 

noted that, for a number of reasons, a proportion of 

individuals within the study apparently had a lack 

of awareness of high rates of change. Consequently, 

they were not affected either positively or negatively 

by the incidence of such change.

After an extensive search, it must be reported that no 

literature has been found which has focussed directly 

upon the concept of awareness in any context whatsoever. 

Perhaps awareness has been considered by social scien

tists as a concept so clear as to not warrant discussion 

Realization of any phenomenon resulting from either 

communication, perception of the phenomenon, or actually 

experiencing it may have been deemed such an obvious 

prerequisite for being affected by the phenomenon as 

to justify lack of attention to the concept.

Only Hopson and Adams (1976), in their discussion 

of life transitions, have been found to specifically 

draw attention to awareness:
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"For an experience to be classed as transitional there
should be... personal awareness of a discontinuity
in one's life space" (p.6).

While a general failure to address awareness may be 

excused, surprise mu-st be expressed that those lack 

of awareness notions labelled spheres of perception 

and insensitivity have not, to my knowledge, been 

highlighted or discussed by other investigators. Both 

notions were not only interesting but also most impor

tant in understanding the nature of experiences of 

work within rapidly changing organizations.

When individuals were aware of rapid change, they were 

found to report a characteristic uncertainty surrounding 

it. Attention is now turned to this uncertainty which 

was discovered, in contrast to the concept of awareness, 

to have a great deal of pertinent literature available 

for discussion.

Uncertainty

Awareness of rapid change was found not to guarantee 

an understanding of the exact nature and implications 

of this change, especially in terms of how the 

individual was likely to be affected. Uncertainty in 

this respect was reported to be prevalent in each 

organization and was thus concluded to be a major 

concept in understanding experiences of work within 

rapidly changing organizations.
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At the outset of this literature review p.er.tinent to 

the discoveries associated with uncertainty, one 

extremely important point should be made. It must be 

acknowledged, in accordance with the phenomenological 

perspective, that rapidly changing organizations are 

not intrinsically environments of uncertainty. Downey, 

Hellriegel and Slocum (1977) also exhibited a keenness 

to emphasize this viewpoint by noting:

"environments and environmental attributes are not 
inherently certain or uncertain without regard to 
cognitive factors" (p.162).

Other writers (Duncan 1972; Galbraith 1973; Michael 

1973; Weick 1969) have argued similarly.

During the course of the current investigation, indivi

duals were encountered who did not perceive the 

existence of uncertainty. For example, those participants 

who were unaware of rapid change fell into this category. 

However, the majority of subjects' accounts contained 

references to uncertainty. It was, therefore, 

concluded that, while not inherently uncertain, rapidly 

changing organizational environments engendered a 

perception of great uncertainty for the majority of 

individuals.

With perceived uncertainty being the cause of much 

unpleasantness, it was not surprising that a lot of 

the behaviour reported was concerned with its reduction.
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People attempted to reduce uncertainty in several ways. 

They reported adopting a questioning role in dealings 

with superiors as well as utilizing networks of informal 

communication. It also seemed that engaging in 

collective reactions (of the type described in chapter 

seven) achieved a reduction of uncertainty. At other 

times, it appeared that certain counteraction factors, 

both "active" and "passive", assisted individuals in 

either minimizing the uncertainty present or remaining 

unaffected by it.

In this section, these aspects of behaviour apparently 

induced by the presence of uncertainty receive attention 

in turn. Social science literature relevant to each of 

these topics is introduced to offer further insight and 

useful perspectives for viewing the data. Attention 

is first directed to the questioning role adopted in 

dealings with superiors.

A tendency was observed, particularly at Midland Systems, 

for individuals to avoid approaches to their managers. 

Other writers (Berkowitz and Bennis 1961; Dubin and 

Spray 1964; Jablin 1979) have similarly noted that 

superiors are more likely to initiate interactions with 

subordinates than the other way round. Hence, approaching 

superiors directly with questions regarding the nature 

and implications of rapid change was apparently an 

uncharacteristic mode of behaviour for subordinates.

This willingness of some individuals to overcome their
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typical timidity when dealing with superior.s seemed 

to illustrate the lengths they would go to in order to 

reduce uncertainty. This, in turn, appeared to empha

size the level of discomfort induced by the uncertainty 

of a rapidly changing work environment.

The utilization of networks of informal communication 

was a far more popular method of reducing uncertainty, 

with rumour reported to be a commodity of high value 

to the inhabitants of the four host organizations.

Attention is now devoted to rumour formation, issues 

connected with the presence of rumour, and the cessation 

of rumour. With each of these topics, the claims of 

theorists are related to the study's findings.

According to the comments of writers on rumour, it is 

not surprising that an abundance of rumour was encount

ered during this research, as most of the accepted 

preconditions for rumour formation were present within 

rapidly changing organizations. Uncertainty and 

associated factors have been highlighted by many 

(e.g. Festinger et al. 1948; Knapp 1944; Lang and 

Lang 1961; Rosnow 1980; Shibutani 1966) as essential 

prerequisites for encouraging the formation of rumours.

In proposing their "principle of cognitive unclarity",, 

Festinger et al. (1948) highlighted the existence of 

uncertainty as a major precondition for rumour
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formation. In their words:

"Rumors will tend to arise in situations where 
cognitive regions especially relevant to immediate 
behavior are largely unstructured" (p.484),

Shibutani (1966) argued likewise when he claimed:

"rumors emerge in ambiguous situations ... If enough 
news is not available to meet the problematic situ
ation, a definition must be improvised. Rumor is 
the collective transaction in which such improvision 
occurs" (pp.56-57).

From this observation it would appear that, according 

to Shibutani ( 1966 ), uncertainty and , subsequently, 

rumour was a consequence of an insufficient amount 

of news. However, the present study's findings 

indicated that quali ty of news was apparently as 

important as quantity. For example, it may be recalled 

that there seemed no shortage of official communication 

from Unitran's Works Productivity Council. However, 

especially following repeated denials of the redundancy 

situation which eventually materialized, official 

communications were generally considered as most 

untrustworthy. Hence, participants reported placing 

a heavy reliance upon "the grapevine" to alleviate 

the uncertainty they perceived as remaining in 

existence. The phenomenon of managers frequently 

"changing their minds", which was reported as being 

common within rapidly changing organizations, produced 

a similar reaction. Knapp (1944) also discovered that
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poor quality official communication was a factor 

encouraging the formation of rumours:

"In any given group the amount of rumor being circulated 
is roughly in inverse proportion to the degree to which 
official information is viewed as trustworthy and 
satisfying" (p.27).

The constant novelty of a rapidly changing environment 

was earlier identified as a contributory factor to the 

presence of uncertainty. The element of novelty was 

also pinpointed by Shibutani (1966) as a source of 

rumour :

"Any unusual event - anything uncommon, irregular, or 
unfamiliar - breaks the routine of life and often leads 
to the formation of rumors" (p.35).

Even more pertinent to the substantive area of the 

present study were Shibutani's observations concerning 

the occurrence of environmental change as being a 

factor leading to rumour formation:

"rumors emerge after environmental changes to describe 
related events that are not immediately visible, to 
provide details, to explain anything that is not obvious, 
and to predict other occurrences" (1966, p.37).

It was previously suggested that anxiety and other 

feelings of apprehension were the result of the inherent 

uncertainty of a rapidly changing organization. Several 

theorists have claimed the importance of anxiety in 

rumour formation.
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Rosnow (1980) suggested it was a mixture of uncertainty 

and anxiety that was instrumental in producing an 

abundance of rumours:

"Two conditions that seem to be widely implicated as 
essential elements of rumor strength are an emotional 
factor and a cognitive factor. The emotional factor 
can be said to originate in wants, needs, or expect
ations stimulated by events that are anxiety producing 
... By anxiety I mean a negative affective state that 
is produced by apprehension about an impending, 
potentially negative, outcome. The cognitive factor 
can be called uncertainty or unpredictability, by 
which I mean a belief or intellectual state that is 
produced by doubt, as when events are unstable, 
capricious, or problematical" (pp.586-587).

Lang and Lang (1961) were apparently also aware of the 

importance of anxiety when they referred to "uneasiness" 

as an essential ingredient of rumour formation:

"rumor is rife when uncertainty, disenchantment, and 
an air of uneasiness pervade any collectivity" (p.68).

Similarly, Antony (1973) claimed and empirically supp

orted the notion that frequency of rumour was a 

function of the level of anxiety in any given situation

An interesting observation concerning the process of 

rumour formation was offered by Rosnow (1980). He 

suggested that people seeking to reduce the uncertainty 

of the situation in which they found themselves would 

advance rumours which could be confirmed or refuted. 

While no participant admitted to such activities, it 

was suggested earlier (see page 576) that one possible
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source of rumour could have been the "reading of signs". 

Individuals exercising their powers of interpretation 

in this manner could have been offering their prophecies 

in order to obtain some feedback upon the accuracy of 

such forecasts.

It is worthwhile pointing out that the current 

investigation uncovered further factors encouraging 

rumour formation which other writers appeared to have 

missed. One of these was the provision of communication 

at different times to the various groups and departments 

within an organization. Those who had not been officially 

informed were keen to know of impending changes and 

rumours grew from the knowledge possessed by the 

informed groups.

It was also found that individuals being in close 

proximity with one another was apparently another 

essential ingredient of rumour formation. The open 

plan format of each office and factory environment 

studied was reported by its inhabitants to facilitate 

dissemination of informal communication.

A much more important and interesting phenomenon was 

management's role in the production of rumours. It 

was found that managers were frequently instrumental 

in the establishment of grapevine material. By 

introducing rumours, they were able to engage in 

"reaction testing" and assess the feasibility of events
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of change under consideration for implementation.

When it was decided to go ahead with change, rumour 

was a tool utilized to prepare subordinates for future 

events. Following the "provision of signs" by managers, 

it was not too long before planned changes became 

common knowledge amongst individuals seeking to reduce 

the unpleasantness connected with uncertainty.

By addressing the issue of rumour formation, it has 

now been shown that factors generally accepted as 

encouraging the establishment of rumours were present 

within rapidly changing organizations. This has 

explained the abundance of rumour within the host 

organizations. Attention is now directed to some 

observations relating to the presence of rumours 

within an environment.

The ways by which rumour could help those in uncertain 

situations was examined by Rosnow (1980). In addition 

to encouraging communication about matters in such 

environments, he suggested another manner in which 

rumour could facilitate a reduction in the unpleasantness 

associated with uncertainty:

"a rumor can assuage emotional discomfort by providing 
a fantasy outlet for catharsis" (Rosnow 1980, p.579).

Rosnow continued to comment:
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"fantasy can provide a medium-for reducing emotional 
discomfort stimulated by events" (1980, p . 580).

These observations are important in connection with 

the state of affairs witnessed at Midland Systems. 

Previously, it has been claimed that the construction 

of exciting soap opera type fantasies was a source 

of enjoyment for individuals within the organization 

and led to the satisfaction of their predominant needs 

and expectations relative to employment. The claims 

of Rosnow (1980) now suggest the possibility of the 

soap opera effect also being partially a form of 

counteraction factor ensuring immunity from negative 

consequences resulting from inhabiting an environment 

perceived to be uncertain.

While the existence of rumours was generally beneficial 

to the inhabitants of rapidly changing organizations, 

their typically pessimistic and exaggerated nature 

meant that rumours could, in turn, intensify the level 

of uncertainty present. Rosnow (1980) also expressed 

an awareness of this problem when he commented:

"There are many instances in which rumor has appeared 
to stimulate rather than assuage apprehensions" (p.582 )

He later referred to this phenomenon as the bidirection 

ality o f rumour, noting:

"the study of rumor requires that we understand the
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bidirectionality or reciprocal interplay of rumors that 
can serve as both a source of arousal and as a reaction 
to this stimulation" (Rosnow 1980, p . 588).

One phenomenon which Rosnow (1980) and other writers 

did not draw attention to was what has been referred 

to as the "relief effect". Although uncertainty 

could be intensified by the exaggeration and pessimism 

of rumours, it was found to be this very exaggeration 

and pessimism which later gave rise to a reported 

pleasant experience in the form of a tremendous sense 

of relief when events of change turned out to be less 

dramatic and less unpleasant than anticipated.

It was the relief effect which subsequently led to the 

notion of communication as the medium of rapid change.

By exposure to informal communication, it was discovered 

that many individuals experienced "changes" that never 

materialized outside the medium of communication.

Writers on rumour appeared to have overlooked this 

aspect of the dynamics of the grapevine.

Another issue upon which theorists have not concentrated 

is the distrust of rumours, based largely upon an 

acknowledgement of their pessimistic and exaggerated 

nature, which several individuals were found to exhibit.

As a final point in respect of informal communication, 

the cessation of rumours should be addressed.
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It was concluded that uncertainty, and therefore 

rumour, would end either when individuals perceived 

an understanding of the nature and implications of 

change or when the event of change actually materialized 

This was congruent with Shibutani's (1966) observations 

that :

"When the situation in which it arose is no longer 
problematic, when either demand for news drops or supply 
becomes adequate, rumor construction is terminated.
When the balance of supply and demand is restored, 
rumors disappear" (p.164).

Attention is now turned to the topic of collective 

reactions. It was previously suggested within the 

explanatory framework that reactions at a social level, 

witnessed mainly amongst lower level employees, were 

engaged in predominantly in an effort to reduce 

uncertainty. With the main components of this 

phenomenon discovered to be verbal in nature, it was 

concluded that the main function of the collective 

reaction was to generate communication, thereby 

facilitating the reaching of a consensus about the 

nature and implications of rapid change. Collective 

reactions apparently played an identical role to in

formal communication and a distinction between the 

two was, indeed, difficult to make. Shibutani (1966) 

was also of the opinion that collective reactions 

and informal communications were inseparable. For him, 

rumour was not an individual creation that spread but 

the product of reactions to uncertainty at a social



650

level. This viewpoint led to the conclusion that:

"The reality to be studied, then, is ... the social 
interaction of people caught in inadequately defined 
situations" (Shibutani 1966, p.17).

Such a perspective clearly acknowledges the role of 

reactions at a social level in the generation of 

communication and the reduction of uncertainty.

While on the subject of collective reactions, it is 

of interest to make a short digression and note that 

some of the phenomena witnessed during the course of 

the investigation were similar to those that have 

been documented within literature focussing upon coll

ective behaviour.

A detailed examination of the dynamics of collective 

behaviour (also referred to as crowd behaviour and 

mass hysteria) is outside the scope of this review 

but this topic has been wel1-documented by several 

authorities (e.g. Broom and Selznick 1973; Brown 1954; 

Brown 1963; Couch 1970; Le Bon 1969; Shibutani 1966; 

Stahl and Lebedun 1974).

These theorists have suggested that collective behaviour 

is not merely the sum of individual actions but has 

dynamics of its own, characterized by a tendency 

towards emotional and irrational actions and behaviour 

which would be considered unusual at the individual
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level. The process by which such behaviour.spreads 

has been referred to as contagion, being associated 

with the development of a common mood of which heightened 

excitement forms a major part. Since many of these 

theorists have claimed that the presence of uncertainty 

and associated factors give rise to collective behaviour, 

it is not surprising that some of the phenomena documented 

as being integral parts of collective behaviour were 

witnessed within rapidly changing organizations. Brief 

attention is now devoted to these witnessed phenomena.

Observations that it was mainly lower level employees 

who engaged in reactions at a social level were in 

line with the collective behaviour trends witnessed 

by others. After reviewing several investigations, 

Shibutani (1966) commented:

"Studies of collective hysteria ... show that persons 
with low ,income and low education tend to be more 
suggestible" (p.123).

Shibutani (1966) also devoted time to discussing the 

"milling of aroused individuals" which was a crucial 

element in the development of emotional contagion.

From his descriptions, this process of "milling" was 

equivalent to the "scuttling about" or "buzzing around" 

discovered at the trauma stage of the collective reaction 

Indeed, Shibutani's description of the development of 

behavioural contagion had strong resemblances to the 

scene typical of the trauma following the initial
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realization of events of change:

"Such moods also develop in crisis situations through 
the milling of aroused individuals, as in the ugly 
mood of men who are muttering protests against some 
frustrating incident" ( 1966, p.98).

In turn, Shibutani (1966) saw this milling of individuals 

developing into aggression:

"As milling continues, each participant experiences 
increasing tension, and his impulses become more 
difficult to control. A sense of urgency develops 
to do something - anything" (p.102).

Such an observation falls directly into line with the 

conclusion reached during this study that an aggression 

stage followed the initial trauma of change. Although 

it was discovered that there were occasions when this 

aggression occurred at a physical level, verbal 

aggression was far more common. It was noted that this 

verbal expression of aggression was embodied in what 

was referred to as direction of anger towards some 

symbol. At this stage, individuals would cease to 

indiscriminantly moan about change and, instead, focus 

their attention upon one particular symbol towards 

which anger was directed. Shibutani (1966) also 

suggested that attention would become concentrated 

upon a common object during the milling of aroused 

individuals. He commented:

"Men who are more severely upset become preoccupied 
with objects thought to be related to their discomfort.
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and their speech deals almost, exclusively- w*ith them" 
(p.111).

Shibutani (1966) also pointed out that group sanctions 

would arise to enforce the agreed interpretation of 

the source of discomfort. However, he seemed unaware 

of the tendency, which this research uncovered, of 

groups sometimes directing anger towards symbols which 

apparently bore no relationship to the source of upset. 

Such actions could possibly be taken as evidence of 

the therapeutic value of collective reactions in that 

it did not really matter whether or not the eventual 

focus for aggression was the source of discomfort.

The crucial factor was that collective behaviour 

provided a release of tension.

From his writings, it appeared that Shibutani (1966) 

concluded that collective reactions would end at the 

same time as the rumours with which they were inextric

ably linked. Examining his comments on the short-lived 

nature of rumour, it appeared that the rapid "fade out" 

observed of the collective reactions was to be expected

"Rumor is an ephemeral transaction; it is terminated 
as soon as the tension generated in the ambiguous 
situation in which it develops is somehow dissipated, 
often through satisfactory definition" (Shibutani 
1966, p.148).

However, Shibutani (1966) made no reference to the 

abdication stage which was witnessed as preceding the
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fade out of the collective reaction.

The collective behaviour perspective is also in 

agreement with some observations concerning friendship 

effects. At Midland Systems there was evidence of 

increased friendship levels at times of rapid change. 

This process of uniting at times of crisis was well- 

documented by Shibutani (1966):

"Thus, people who undergo together a derangement of 
their way of life are drawn together; a spirit of 
camaraderie develops" (p.34).

However, no explanation has been offered for the more 

common tendency for individuals to isolate themselves 

during rapid change.

Light is thrown upon the phenomenon of collective illness 

witnessed at Midland Systems when some of the literature 

concerned with collective behaviour and emotional 

contagion is examined. According to several sources, 

collective illness is a manifestation of emotional 

contagion. This is referred to as mass psychogenic 

illness and has been defined as:

"the collective occurrence of a set of physical symptoms 
and related beliefs among two or more individuals in the 
absence of an indentifiable pathogen" (Colligan and 
Murphy 1979, p.82).

These writers continued to imply that such illnesses 

had as their source a high level of anxiety within the
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group concerned. Schmitt, Colligan and Fitzgerald 

(1980) also concluded that anxiety or stress played 

a contributory, if not causative, role in the aetiology 

of the illness. Similar observations have been made 

by others (Kerckhoff and Back 1968; Stahl and Lebedun 

1974).

It has been suggested many times that a rapidly changing 

environment was characteristically one of uncertainty 

which, it turn, produced high levels of anxiety.

Thus, certain prerequisites for the incidence of 

collective illness were present. In addition, with 

rumours found to be exceptionally abundant in organi

zations undergoing rapid change, transmission of illness 

amongst members of the group was facilitated, according 

to the observations of Stahl and Lebedun (1974).

The report of Stahl and Lebedun (1974) may be used as 

an illustration of the phenomenon of collective illness. 

One morning, 35 female data-processing clerks at an 

American university were exposed to a "mystery gas" 

which caused dizziness, vomiting, nausea and fainting 

among a number of the employees. Ten employees had 

symptoms so severe that they were taken to the 

University's medical centre for emergency treatment. 

Despite extensive medical and environmental tests, no 

physical reason for this occurrence could be isolated. 

However, an "explanation" was devised by a group of
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specialists in order to reduce the high level of 

anxiety present amongst the group. The phenomenon 

subsequently disappeared.

The similarities to the two occasions of collective 

illness at Midland Systems are apparent. Here, too, 

was the occurrence of a mystery illness affecting 

large numbers of individuals where, apparently, no 

physical cause could be located.

Other investigators (Johnson 1945; Medalia and Larsen 

1958; Schuler and Parenton 1943) have noted similar 

phenomena, and the extensive review offered by 

Colligan and Murphy (1979) cited 16 such episodes but 

suggested that the problem could prove to be a lot 

more widespread should its study become the province 

of social scientists.

Stahl and Lebedun (1974) suggested that members of the 

group were encouraged to exhibit symptoms of illness 

in an effort to avoid work by legitimate means. In 

addition, it was hypothesized by Colligan and Murphy 

( 1979) that attention-seeking activities were at the 

heart of incidents of mass illness:

"Even though the presumed causal agent may later prove 
non-toxic, the affected workers have succeeded in 
calling attention to their discomfort and initiated 
activities to identify and rectify the source of their 
problems" (p . 88 ) .
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Indeed, it was discovered that the level of discomfort 

produced by the uncertainty and anxiety of a rapidly 

changing organization was exceptionally high and it 

would not, therefore, be too amazing to learn that 

individuals wished to seek ways of avoiding the 

environment or drawing attention to their problems.

So, it could be speculated that rapid change has a 

tendency to encourage instances of mass illness. 

However, why was it only at Midland Systems that this 

phenomenon materialized? From the literature in the 

field, it would appear that a combination of factors, 

some which could be rooted in rapid change and others 

not connected with the rate of change, was necessary 

for the existence of the phenomenon. Stahl and 

Lebedun (1974) concluded that a high workload and poor 

relationships with supervision were two factors in 

the equation. As seen in the results of this study, 

both factors could be directly attributable to rapid 

change. ’ However, these researchers uncovered several 

other factors that were of importance. These were: 

the group was of females; they did repetitive work 

offering little variety; they had strong friendship 

ties but there were attempts at work to limit conver

sation and separate friends; there was more of an 

instrumental than a career orientation to work; 

individuals were members of a low socio-economic group 

and unsophisticated subculture. The similarities with 

the Midland Systems sample is immediately apparent. 

Colligan and Murphy (1979) and Schmitt et al. (1980)
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also suggested a similar set of factors was"a common 

denominator with the cases of mass psychogenic illness 

they reviewed .

A return is now made from this short digression into 

the realms of the dynamics of collective behaviour 

and the related phenomena which had relevance to the 

study's findings.

Human behaviour within rapidly changing organizations 

has now been examined from the viewpoint of how 

attempts were made to reduce uncertainty through the 

generation of communication. This involved the direct 

questioning of superiors as well as engaging in 

informal communication and collective reactions.

In addition to encouraging the generation of communication, 

the reduction of, or coming to terms with, uncertainty 

was achieved through the operation of certain counter

action factors. It is these matters that are now 

addressed .

Those counteraction factors labelled "active" referred 

to occasions when individuals engaged in behaviour 

designed to minimize uncertainty or remain unaffected 

by it. Only those active counteraction factors of 

interpretation, collective reactions, and denial 

appear to have received notable mention by other 

writers.
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Interpretation was a form of coping behaviour which 

appeared to reduce uncertainty for those who were 

able to "read the signs" and foresee events connected 

with rapid change. Shibutani (1966) has exhibited 

an appreciation of this phenomenon:

"Men whose plans have been altered by some unexpected 
event, who are dissatisfied or angry over what has 
happened, or who anticipate further changes become 
acutely sensitized to any information that will help 
them understand the changed circumstances" (p.39).

It has been intimated at various stages that collective 

reactions seemed to have a role to play as a release 

mechanism which assisted individuals in remaining 

unaffected by uncertainty. People spoke of a therapeutic 

effect and, thus, engaging in collective reactions 

appeared to offer a release of tension for some. Hence, 

it appeared that a process of moving through the sequence 

of trauma, aggression, abdication, and fade out could 

ensure a level of immunity from the unpleasant conse

quences of rapid change for groups of individuals.

Some writers have addressed the sequence through which 

individuals, groups or organizations, finding themselves 

in states of crisis, progress before returning to a 

condition of relative comfort.

Fink, Beak and Taddeo (1971) defined a state of crisis 

by noting:
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"A human system (individual, group, organization, or 
other) is assumed to be in a state of crisis when its 
repertoire of coping responses is not adequate to 
bring about the resolution of a problem which poses 
a threat to the system" (pp. 16-17).

It appeared that this was the exact state in which 

groups of individuals frequently found themselves on 

initial realization of the occurrence of events of 

change. Consequently, it is not totally unexpected 

that Fink et al.'s (1971) sequential model of shock, 

defensive retreat, acknowledgement, and adaptation 

and change has more than occasional similarities to 

the pattern observed in this investigation.

It is also worth observing that, given the grounded 

approach of this study, doubt is cast upon the Solomon 

and Paris (1971) critique of the work of Fink and 

his associates, in which it was suggested that data 

had been forced to fit a model derived from bereavement 

theory .

Hopson and Adams (1976) suggested that any change in 

one's daily routine would trigger a predictable cycle 

of reactions. They introduced a sequence of seven 

stages which, again, had resemblances to the collective 

reaction sequence witnessed.

Denial was the term used to describe repression of 

thoughts concerning rapid change. By denying that 

rapid change existed, or was about to exist, individuals
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appeared to overcome the unpleasantness induced by 

uncertainty and remain immune from negative consequences

Budner (1962) used the term in a similar manner:

"By denial is meant the performance of some act by 
which the objective reality, even if only in the 
phenomenological world of the individual, is altered 
to suit the desires of the perceiver" (p.30).

It has also been suggested by Fink et al. (1971) 

that such denial is a common reaction when the 

individual is in a state of crisis:

"the individual reassures himself that he is still the 
same and that things have not really changed ... Reality 
is avoided or denied" (p.19).

Those counteraction factors labelled "passive" were 

the inherent attitudes and characteristics which 

apparently made individuals less susceptible to 

negative consequences resulting from uncertainty.

In relation to the notion of time perspective, present 

and future orientations were discussed. At Midland 

Systems and Unitran, where samples consisted of a large 

proportion of individuals from lower organizational 

levels, a present orientation was witnessed. In contrast, 

Computako and Dataware participants, largely from higher 

occupational levels, tended to exhibit a future 

orientation. Both orientations seemed effective in 

counteracting the unpleasant consequences which could
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result from an environment of. uncertainty. '

The issue of time perspective has been addressed by 

writers on social class (Beilin 1956; Le Shan 1952; 

Rosen 1956; Schneider and Lysgaard 1953; Straus 1962; 

Wallace and Rabin 1960; Wilson et al. 1967). The 

general conclusion of such theorists has been consistent 

with the statement of Wilson et al. (1967) that:

"Those of lower status live more for the present . . .
In the higher-status background it is taken for granted 
that a good future requires some sacrifice now, and 
that this deferment of gratification is both prudent 
and meritorious" (pp.353-354).

When literature relating to the concept of evaluation 

is reviewed, further attention is devoted to social 

class variables which are, again, concluded as having 

an underlying significance to the findings.

Compartmentalization of life was a further passive 

counteraction factor. Here, it appeared that individuals 

remained relatively undisturbed by uncertainty at work 

by virtue of other "compartments" of their lives remaining 

certain and unproblematic.

Several authorities (e.g. Berger et al. 1973; Dubin 

1956; Goldthorpe et al. 1968) have also shown an 

awareness of the compartmentalization witnessed. In 

the words of Dubin:
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"the social world of urban man is continuously 
subdivided into areas of activity and interest, with 
each social segment lived out more or less independently 
of the rest" ( 1956, p. 131).

Other writers have apparently not documented anything 

of great consequence which either confirms or refutes 

what has been said about the remaining passive counter

action factors of coping characteristics and expecta

tions of organizational life. Consequently, further 

insight regarding these issues is not forthcoming.

It was suggested that when uncertainty disappeared, 

individuals would engage in evaluation of rapid change 

Attention is now turned to this activity.

Eva luati on

It was noted in the model of understanding that when 

individuals understood, or thought they understood, the 

nature and implications of events of change, there 

would take place a process of evaluation based upon 

how these changes were perceived to impact upon their 

predominant needs and expectations with regard to 

employment. Although not without exception, patterns 

of needs and expectations and, consequently, criteria 

for evaluating change were witnessed to be specific 

to individuals within each organization.

Questions now arise regarding what factors produced 

individuals' needs and expectations relative to
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employment and why there existed a high degree of 

homogeneity with respect to evaluations of change at 

each research site.

We may turn to the topic of orientations to work to 

gain insight upon these issues. It may be recalled 

that, in line with the writings of Bennett (1974,

1978a) and Goldthorpe et al. (1968), it was earlier 

(pages 31-32) concluded that the notion of orientations 

to work represented the individual's desires and 

expectations relative to work along with the overall 

meaning of work to him. Accepting this definition, 

the significance of orientations to work in the context 

of the current study's findings becomes clear.

Dubin (1956, 1958) identified different orientations

to work on the basis of the central life interests 

of individuals. However, it was not until the 

"Affluent Worker" study of Goldthorpe and his colleagues 

that the concept gained any considerable popularity.

Like Dubin (1956), Goldthorpe et al. (1968) found a 

high proportion of their sample of manual workers 

exhibited a predominant instrumental orientation to 

work with the primary meaning of employment being a 

means to an end, or ends, external to the work situation 

Of particular importance was the calculative involvement 

with the organization and the clear distinction between 

work and non-work lives with the central life interest 

occurring within the non-work sphere. Goldthorpe et
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al. (1968) attributed the characteristically instrumental 

orientation they discovered to certain features of the 

workers' backgrounds and personal qualities which 

necessarily shaped their expectations of employment.

The sample consisted of married males between the ages 

of 21 and 46. Goldthorpe et al. (1968) suggested 

that individuals within this group would have high 

financial commitments and responsibilities resulting 

in the orientation they had witnessed. However, 

they observed that the position of their respondents 

within the life cycle could not be the only factor 

producing the prevalent instrumental orientation, 

especially as the majority of all workers passed the 

financial difficulties associated with a young family 

without necessarily becoming instrumentality orientated.

These investigators continued to suggest that their 

sample had exercised a high degree of "self-selection" 

in their employment decisions. In other words, they 

had selected their employing organization with 

particular consideration for the specific needs 

(i.e. an improvement in standards of living) they 

wished to achieve from work. Goldthorpe and his 

associates pointed to the geographical mobility and 

downward social mobility of their respondents as 

evidence of self-selection. They also noted that this 

geographical mobility and downward social mobility 

actually served, in turn, to reinforce the workers' 

instrumentality.
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In summary, Goldthorpe et al. (1968) appeared to be 

claiming that factors inherent within an individual's 

background and personal characteristics were responsible 

for producing the desires and expectations relative to 

work along with the overall meaning of work to him.

On the basis of this orientation to work, he actively 

sought employment which would allow satisfaction of 

his predominant needs.

Other researchers and theorists have offered support for 

this model. As for background factors, a host of 

variables have been highlighted as impacting upon work 

values* and orientations to work. Many of these factors 

have been linked with the processes of socialization 

through which the individual has gone.

Wanous (1974) commented:

"One of the earliest determinants of an individual's 
work needs is the environment of his socialization"
(p.621).

Fox (1971) claimed similarly:

* Wollack et al. (1971) defined work values as "general 
attitudes regarding the meaning that an individual 
attaches to his work role" (p.331). Ronen (1978) 
referred to this notion as "a person's general atti
tude towards work rather than his feelings about a 
specific job" (p.81). Hence, the concept of work 
values is inextricably linked with orientations to work.



667

"attitudes to work are socially and culturally moulded. 
Men are taught what to expect' and want from’ work" (p.2) .

Consequently, a great deal of literature has concen

trated upon the influence of social group and social 

class membership when identifying sources of orientations 

to work. The majority of this literature has focussed 

upon the middle-class and working-class dichotomy with 

the overall conclusion that those who have received 

a middle-class socialization value higher order, 

intrinsic needs whereas the working-class value system 

produces desires for the satisfaction of lower order, 

extrinsic needs. Such a conclusion has arisen from 

a multitude of studies using various measures and 

indices of social class.

When assessing the work values and expectations of 

individuals, several researchers have investigated 

the impact of one key agent of socialization; the 

family.

Schmitt et al. (1978) proposed that the socioeconomic 

status of an individual's parents would be one major 

factor in the formation of his needs within the 

employment situation. Administering a questionnaire 

to 411 high school graduates and using Alderfer's (1972) 

typology of existence, relatedness and growth needs, 

these researchers concluded that the proposed relation

ship existed with higher socioeconomic status being
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associated with lower existen,ce and relatedness needs.

A sample of 266 female clerical workers was divided 

into two groups (culturally advantaged and culturally 

disadvantaged), by Arvey and Mussio (1974), according 

to their fathers' occupations and features of their 

home environments such as household possessions. It 

was found that the advantaged group placed more 

importance on such factors as the use of abilities and 

accomplishment, whereas the disadvantaged group sought 

income, security, and good relationships with co-workers.

Saleh and Singh (1973) used a sample of over 3,000 

predominantly white-collar employees to assess, amongst 

other things, the influence of fathers' occupations 

upon work values. They found the expected relationship 

of intrinsic job factors gaining increasing importance 

as father's occupation went from unskilled to technical 

to professional but this relationship only held for 

participants who had been categorized as low-salaried.

It was suggested that this effect had been overridden 

for high-salaried individuals by their experiences of 

work primarily rewarding intrinsic values.

In addition to family, another key agent of socialization 

has been argued by many to be the individual's community 

background .

Katzell, Barrett and Parker (1961) conducted a study
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of job satisfaction and performance at 72 w.arehouse 

sites of an industrial organization. While scattered 

through the U.S.A., these sites were highly standardized 

in terms of work methods and procedures. Regardless 

of this standardization, the investigators discovered 

that level of satisfaction and performance differed 

significantly between warehouse locations. The 

variations were attributed to differences in the 

culturally determined needs and expectations of the 

employees, seen as related to the degree of urbanization 

of the community.

Turner and Lawrence (1965) also reported community 

background as being a crucial variable with regard 

to the needs individuals exhibited within the work 

situation. They found that blue-collar workers in 

rural and small town communities were more intrinsically 

orientated than their large city counterparts.

Turner and Lawrence's (1965) study was an inspiration 

for much further research. With their white-collar 

sample, Saleh and Singh (1973) found the trend proposed 

by Turner and Lawrence was, in fact, reversed. They 

put this result down to two reasons. Firstly, it was 

claimed that higher educational levels, thought to 

encourage intrinsic work values, were more predominant 

in larger communities. Secondly, they pointed out 

that the host organization tended to concentrate its 

more responsible and complex jobs (a further encour-
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age ment of intrinsic work val'ues) within th’e larger 

commun i ties.

Wanous (1974) evaluated three measures of individual 

differences as moderators of employee reactions to job 

characteristics. One of these measures was urban 

versus rural background. Finding this measure 

generally ineffective, he proposed two reasons for its 

predictive failure. The first of these was the 

difficulty in classifying certain occupations which 

was seen as crucial given that Turner and Lawrence 

(1965) had only noted this effect with blue-collar 

employees. Secondly, Wanous (1974) pointed out that 

locations of growing up and not that of work site 

had been used in the study. However, other researchers 

(Hackman and Lawler 1971; Taylor and Thompson 1976) 

used growing up community as a variable and produced 

results consistent with the Turner and Lawrence model.

Blood and Hulin (1967) proposed that the variable of 

middle-class norms was the only one which satisfactorily 

explained the effect of community. They contended 

that individuals would be somewhere on a continuum 

ranging from integration with middle-class norms to 

alienation from middle-class norms and suggested that 

alienation would occur in urban locations and integration 

would exist in rural settings. With a sample of 1390 

male blue-collar workers they empirically supported 

their predictions that workers from large cities
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behaved in a manner consistent with alienation from 

the work norms of the middle-class. These researchers 

later (Hulin and Blood 1968) reconciled many conflicting 

results of worker reaction to job enlargement by using 

alienation from middle-class norms as a moderator.

The work in the area of the effects of community back

ground upon work values did not apparently convince 

Stone (1976) . He was critical of the methods and 

conclusions of many writers in the field and also 

provided much evidence which he claimed did not support 

the models of such authorities as Turner and Lawrence 

(1965) and Blood and Hulin (1967).

Fox (1971) took a much broader outlook and claimed 

that it was not only the local community but the wider 

society and its many institutions that influenced work 

values :

"Not only will the state itself implicitly or explicitly 
encourage certain attitudes to work and discourage 
others, but so also will social institutions such as 
industry, business and commerce, religion, and the 
educational system. Relevant strands in the cultural 
tradition will exert their influence through education 
and communications media. The local community, the 
family and the work group will also contribute their 
effect. Finally, interested parties such as professional 
associations, employers' associations and trade unions 
may seek to consolidate or change the prevailing 
orientations" (p.2).

It has also been claimed by many others that further 

individual difference variables and personal character

istics are most pertinent to work values and orientations
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to work.

One factor that has received great attention has been 

the individual's age. Many researchers (e.g. Bell 

1975; Miner 1971; Miner 1974; Ronen 1978; Taylor 

and Thompson 1976; Yankelovich 1974) have produced 

evidence to suggest a marked difference in young and old 

workers with the general conclusion that the former held 

fewer of the traditional work values (i.e. associated 

with the Protestant Work Ethic). However, Buchholz 

(1978) discovered, with a sample of 340 blue-collar 

and white-collar workers, that commitment to the 

Work Ethic steadily declined with increasing age.

Some investigators have made reference to the influence 

of the individual's sex. Taylor and Thompson (1976) 

found that females, relative to males, placed higher 

value on their working conditions than on take-home 

pay. It was discovered by Schmitt et al. (1978) that 

females were higher than males on relatedness and 

growth needs at work. However, Bartol (1976) reported 

finding no evidence indicative of sex being a 

significant variable with regard to an individual's 

orientation to employment.

Slocum and Strawsen (1971) examined racial differences 

in attitudes towards work and noted that blacks 

assigned more importance to lower order needs. Similarly, 

Bloom and Barry (1967) found that intrinsic job factors
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were relatively less important than extrinsic factors 

for black blue-collar workers compared with white 

blue-collar workers.

It has already been observed that Fox (1971) commented 

upon the importance of education in the formation of 

our orientations to work. Others have mentioned the 

effect of education. Taylor and Thompson (1976) 

detected that the importance attached to money as a 

reward for working declined with higher educational 

levels. It was similarly implied by Saleh and Singh 

(1973) that a higher level of education resulted in 

a greater orientation towards intrinsic job character

istics. In the same vein, Buchholz (1978) concluded 

that as a person's education increased, so too did 

his expectations that work should satisfy higher order 

needs. Again, Jurgensen (1978) reported similar 

patterns. After a study of 57,000 job applicants over 

a 30 yeah period, he claimed that as educational levels 

increased there was a corresponding increase in the 

importance of the type of work and a decrease in the 

importance of security. It was also noted that men 

who had attended college ranked company benefits 

considerably lower than those who had not attended 

college.

In addition to general education, several authorities 

have commented upon the impact of professional training 

on orientations to work. Dickson and Buchholz (1979)
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went so far as to refer to professional training as a 

principal source of socialization. Bartol (1976) found 

professional training to be an important determinant of 

orientations when she compared university students from 

different disciplines. When studying a sample of scien

tists and engineers, Miller and Wager (1971) concluded 

that differences in their orientations were largely the 

result of differences in these professionals' length and 

type of training. Aiken and Hage (1966) offered some 

insight into the nature of the influence of professional 

training when they observed:

"Professionals have advanced training and normally 
adapt codes of professional behavior that foster norms 
of autonomy and expectations of involvement in shaping 
the goals of the organization" (p.498).

A brief overview has now been provided of research 

suggesting that social background and individual differ

ence variables such as age, sex, race, education, and 

professional training are important determinants of 

work values. These studies have provided support for 

some of Goldthorpe et al.'s (1968) claims with regard to 

the formation of orientations to work. It may be recalled 

that Goldthorpe and his colleagues, on the basis of their 

findings, continued to suggest that a process of self

selection tended to occur where individuals consciously 

sought employment consistent with their orientations.

There is support within the organizational behaviour 

literature for this notion of self-selection. On similar 

lines to Golthorpe et al. (1968), Carruthers (1968) ack

nowledged :
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"One determinant of an individual's vocational choices 
as he develops is his system 'of values, nam'e ly , what 
he considers important and what unimportant in his 
work situation" (p.111).

Fox (1971) advocated the concept of self-selection:

"there is reason to believe that a process of self
selection has some effect in bringing men of like 
orientations together. Within the limits imposed by 
knowledge, capacity for rational choice, and opportun
ities for practical expression of that choice, men 
will select themselves as between different occupations 
and organizations according to their priorities.
Jobs and organizations which offer, for example, 
mainly instrumental satisfactions may, within the limits 
indicated above, tend to attract and retain men whose 
priorities lie in this direction, while those seeking 
intrinsic rewards may gravitate elsewhere" (p.25).

Empirical support for this argument was provided by 

Ronen (1978) who investigated a sample of kibbutz 

workers and another of workers in the private sector. 

The overall thesis that these two different employment 

situations would attract individuals with different 

value systems was upheld.

The literature on job survival may be taken as relevant 

to the concept of self-selection. Researchers 

investigating job survival have been concerned with 

the relationship of expectations prior to employment 

and subsequent length of service. Several studies 

(Farr et al. 1973; Katzell 1968; Weitz 1956; Weitz 

and Nuckols 1955) have found that job turnover is 

frequently a consequence of job experience failing to 

match prior expectations of employment.
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Wanous (1977), in his review of research on organiza

tional entry, noted that the dominant theory used to 

explain the behaviour observed was expectancy theory. 

Operating within such a framework it is clear that 

the individual is exercising a degree of self-selection. 

As he explained :

"According to expectancy theory, two psychological 
considerations determine the attractiveness of an 
organization: (a) expectations about the characteristics
of the organization and (b) the valence, or desirability, 
of each characteristic for each person" (Wanous 1977,
p . 6 0 8 ) .

The orientations to work model has now been introduced 

as significant with respect to the findings of the 

current study. By briefly reviewing the work of 

Goldthorpe et al. (1968) and that of several other 

theorists and researchers, it has been noted that an 

individual's needs and expectations relative to work 

have been argued to be a product of his social back

ground and personal characteristics. In turn, the 

claims continue, the individual seeks employment which 

promises to satisfy his predominant needs and meet his 

main expectations. Thus, the orientations to work 

model appears highly significant in the context of the 

current study in that it has provided feasible explan

ations for the two main questions which arose in 

connection with the evaluation process. That is, 

suggestions have been put forward to explain what 

factors produced the predominant needs and expectations 

witnessed and, through the notion of self-selection.



677

why a high degree of homogeneity was discovered with 

respect to evaluations of change at each research 

site.

Before examining more closely the links between the 

concept of orientations to work and the findings of 

the present study, it has to be acknowledged that the 

orientations to work model has been the subject of 

fierce criticism from certain quarters. As Brown 

(1973) commented:

"the notion of orientation to work is problematic 
in some respects and cannot therefore be incorporated 
in a simple way into any explanatory model of attitudes 
and action in industry" (p.30).

The controversy around the concept of orientations 

to work developed through the somewhat heated exchanges 

between Golthorpe (1966, 1970, 1972) and Daniel (1969,

1971), and continued with arguments and claims put 

forward by many other theorists and researchers 

(Bennett 1974; Bennett 1978a; Bennett 1978b; Brown 

1973; Russell 1980; Whelan 1976). These arguments 

and counterarguments have become very complicated 

and many seem to be based upon misinterpretations of 

the views of opponents as well as the adoption of 

extreme positions.

The essential features of this controversy were 

adequately summarized by Bennett (1974):
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"Whilst the debate tends to be rather complex - 
especially as it develops - i't would appear' to be 
concerned with two apparently simple issues; namely, 
(1) are a worker's priorities 'fixed' by forces 
external to the working situation and (2) do these 
priorities remain constant over a period of time?"
(p.149).

Let us briefly consider the arguments surrounding each 

of these issues. According to Brown (1973), the first 

issue is concerned with two fundamentally opposing 

approaches to industrial sociology. Contrary to 

the social system approach with its emphasis upon the 

importance of technology and other features of the 

work situation as determinants of attitudes and behav

iour, Goldthorpe's social action approach basically 

claimed behaviour would be determined by the meaning 

attributed to work which was derived, in turn, from 

forces external to the work situation. Bennett (1974) 

pointed out that both Goldthorpe and Daniel appeared 

more interested in emphasizing their differences than 

in establishing common ground, and that both authorities, 

in fact, seemed in agreement over the issue of the 

sources of workers' priorities:

"Both Daniel and Goldthorpe indicate, nay, explicitly 
state - that worker behaviour is a function of both 
external and internal influences" (p.150).

Many other theorists have stressed that in addition 

to external factors the experience of work is a 

contributor to work values and orientation to work. 

In the words of Fox (1971):
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"One massive socializing agency is the experience of 
work itself" (p.14).

Comparing the influence of white-collar and blue-collar 

work experience upon work values, Friedlander (1965) 

noted :

"Blue-collar workers place significantly higher value 
upon security and upon peer work-group relations, 
while work that offers a sense of achievement, challenge, 
freedom, and the use of one's best abilities is of 
highly significant value to white-collar employees"
( p . 9 ) .

He continued to suggest that blue-collar workers 

came to repress higher order needs owing to the 

limited opportunities for such needs to be satisfied 

within their jobs. Many other researchers (Buchholz 

1978; Centers and Bugental 1966; Dickson and Buchholz 1977, 

1979; Morse and Weiss 1955; Saleh and Hyde 1969;

Saleh and Singh 1973) have investigated the impact 

of job level upon work values with the overall conclusion 

that individuals in higher jobs value higher order 

factors, whereas those with experience of lower level 

jobs sought satisfaction of lower level needs.

Apparently, it is not only job characteristics that 

have an impact upon work values. Dickson and Buchholz 

(1977) reported the effects of organizational

"The size of organization was found to be an important
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predictor of managerial beliefs about work" (p.96).

Other researchers and theorists (Bremer 1971; Ronen 

1978; Turner 1971; Weiss 1978) have provided evidence 

indicative of the importance of organizational 

socialization in acquiring new values. Brown (1973) 

reported an investigation of shipbuilding apprentices 

in which the findings were:

"consistent with the view that orientations to work are 
influenced by socialization at work, and further that 
such socialization may be an important influence on 
the degree of homogeneity of expectations and objectives 
to be found among the workers in the same organization" 

( p . 3 4 ) .

Berlew and Hall (1966) investigated the organizational 

socialization of new managers noting that the expecta

tions the company had were of great importance in 

the socialization process.

According to the views proposed, it seems that many 

authorities are of the opinion that orientation to 

work is formed by an interaction of factors both 

internal and external to the organization. Such a dual 

effect has been specifically advocated by several 

authorities (Bennett 1978a; Brown 1973; Dickson 

and Buchholz 1979; Dubin 1958; Katzell et al. 1961).

It was Fox (1971) who made a very interesting observa

tion about the interaction of external and internal 

factors :
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"the so-called 'action' approach which stresses the 
importance of the orientations and aspirations which 
employees bring with them into the organization and 
which shape their frame of reference and thereby 
their perceptions and behaviour, need not be seen 
as in any way at odds with the approach which stresses 
the effect of organization and job design upon the 
individual. The orientation he brings with him may 
be the subcultural consequence of this very kind of 
j ob design " (p . 16 ) .

The same argument was continued by Whelan (1976):

"Even if orientations to work were treated as derived 
from the community and family situation, that situation 
has in many ways been shaped and influenced by the 
work situations" (p.154).

The second point in the orientation to work controversy 

which was identified by Bennett (1974) concerned 

whether workers' priorities remained constant over a 

period of time. This was the point upon which Daniel 

rested much of his criticism. He claimed that his 

empirical studies had demonstrated the importance of 

^ this respect. He found that workers' 

priorities exhibited sharp contrasts in the contexts 

of job choice, job satisfaction, and job quitting, 

noting :

"the factors that attract a person to do a job are very 
different from those that determine his satisfactions, 
performance and behaviour on the job" (1969, p.367).

Daniel suggested that Goldthorpe's model could not 

accommodate these findings for he interpreted the 

approach of this investigator as follows:
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"What the action school is saying, is that people 
respond to working environments not in terms of human 
needs but in terms of an orientation to work which 
is a given, and is not modified by the particular 
method of control" (1969, p.375).

Daniel seemed to consistently see Goldthorpe's 

contention as being that a general orientation to work 

would determine an individual's job choice and be the 

sole and fixed influence of organizational behaviour. 

Similarly, Russell (1980) interpreted Goldthorpe and 

his associates' work as claiming the fixed nature 

of orientations to work:

"Goldthorpe et al. contended that orientations have 
a 'fixed' quality since they are not necessarily 
responsive to contextual, organizational factors"
(p.166).

However, as Bennett (1974) has already been acknowledged 

as observing, such interpretations are extreme as 

Goldthorpe, as well as Daniel, explicitly stated that 

internal factors would influence orientations. 

Consequently, these orientations could not be considered 

as fixed entities. Other authorities (Brown 1973; 

Dickson and Buchholz 1977; Dubin 1958; Russell 1980) 

provided either theoretical arguments or empirical 

support for the claim that orientations to work could 

not be taken as fixed. On similar lines, some (Bennett 

1974; Dickson and Buchholz 1977; Fox 1971) have 

emphasized a point made by Goldthorpe et al. (1968) 

that an individual could simultaneously hold different
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work values. Bennett (1974) commented:

"Another important feature of orientation as defined 
is that it is not unidimensional. Someone expressing 
an instrumental orientation cannot be said to be 
lacking in any other form of orientation. He can, 
however, be said to have a priority at the times of 
measurement. This also means that orientations are 
not mutually exclusive" (p.151).

Now that the controversy has been examined, it seems 

there is little to discourage the use of the orientations 

to work model to gain insight into the process of 

evaluation of change discovered during the course of 

the study. The controversy appears to have resulted 

largely from extreme positions taken by those involved, 

in addition to the frequent misinterpretation of each 

others' positions and arguments. The only worthwhile 

points to be derived from this controversy were 

apparently emphasis upon two suggestions which were, 

indeed, implicit in the original model. Firstly, 

it was stressed that orientations were the product 

of influences both internal and external to the 

organization and, secondly, was the acknowledgement 

that orientations to work could not be considered as 

in any way fixed.

With the reassurance that the concept of orientations 

to work still has validity, the findings relating to 

the evaluation process may be viewed from this 

perspective. The objective is to offer further insight 

into the behaviour associated with the evaluation
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process by examining how the orientation to work model 

specifically relates to the study's sample.

It was earlier concluded that Unitran employees 

evaluated rapid change primarily in terms of its 

impact upon earnings. Their needs and expectations 

relative to work appeared to revolve around the receipt 

of relatively high incomes. A similar orientation 

to work was discovered to be in predominance by 

Goldthorpe et al. (1968) during their Luton studies.

In its ideal form this orientation was labelled by 

these investigators as an instrumental type of 

orientation to work:

"The primary meaning of work is as a means to an end, 
or ends, external to the work situation; that is, 
work is regarded as a means of acquiring the income 
necessary to support a valued way of life of which 
work itself is not an integral part. Work is therefore 
experienced as mere 'labour' in the sense of an 
expenditure of effort which is made for extrinsic 
rather than for intrinsic rewards. Workers act as 
'economic m e n ' , seeking to minimise effort and 
maximise economic returns; but the latter concern 
is the dominant one" (Goldthorpe et al. 1968, pp.38-39)

This picture was very similar to that found at Unitran. 

Acquiring income was of utmost importance but, so long 

as earnings levels were not threatened in any way, the 

majority of employees were apparently disinterested 

and uncommitted, remaining largely indifferent to the 

experience of work. Dubin (1958) witnessed the same in

difference in "non-job oriented" employees and concluded 

that work was most definitely not the central life
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interest of such individuals:

"These non-job oriented people may operate in a work 
environment to which they can be relatively indifferent 
regardless of its ups and downs, and regardless of 
its specific content. To such people the real center 
of life is to be found in other areas than work"
( p . 2 5 5 ) .

According to the orientation to work model, the 

instrumental workers at Unitran would have exercised 

a degree of self-selection in seeking employment likely 

to meet their predomirant needs and expectations.

Judging from the comments made by participants, this 

certainly appeared the case:

"We're all here for the money I It's as simple as that."

"A lot of people I talk to say they work here because 
it's convenient and the rates of pay are reasonable."

"It's not a bad company to work for. It's one of the 
better ones in (the town) ... They are one of the 
highest payers in the area."

While elements of instrumentality were detected at 

Midland Systems, the majority of the sample seemed 

to have predominant needs and expectations relating 

to social contact and the excitement and drama which 

could be generated by such interaction. This 

orientation had links with that identified by Goldthorpe 

et al. (1968) as a solidaristic orientation to work:
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"while work, as always, has an economic meaning, it is 
experienced not simply as a means to an end.but also 
as a group activity ... the social relationships and 
shared activities of work are found emotionally 
rewarding" (pp.40-41).

However, the orientation observed, which had similarities 

to Schein's (1970) social man concepts, seemed to 

coincide more closely with what Bennett (1978a, 1978b)

referred to as a relational orientation:

"an orientation towards interaction with other people 
and establishing meaningful relationships with them"
(1978b, p .190) .

Again, a degree of self-selection appeared to have taken 

place :

"When the children had gone to school I became very 
bored in the house all day on my own. I needed to 
meet people and talk to them. It was then that I 
decided to come back to Midland Systems."

"Money is important but I'd put it down the list a 
little way. I come for the friendship, meeting people 
and this sort of thing."

Computako and Dataware individuals were found to have 

almost identical orientations to work, evaluating rapid 

change in terms of its impact upon their needs and 

expectations of status and esteem in the eyes of out

siders. This they apparently perceived as being derived 

from where they worked and in what capacity. What was 

witnessed appeared close to that labelled by Goldthorpe 

et al. (1968) as a bureaucratic orientation to work:
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"The primary meaning of work is as service to an 
organization in return for sfeadily increasing income 
and social status, and for long-term security - that 
is, in return for a career ... Self concepts and 
social aspirations formed through work necessarily 
carry over into non-work activities and relationships; 
and the same is also likely to be true of organizational 
status" (pp.39-40).

The perception of being successful members of élite 

groups within superior organizations definitely seemed 

to satisfy the predominant needs and expectations.

These individuals acted in a manner consistent with 

Schein's (1970, p.66) model of self-actualizing man 

who, in striving for self-actualization, passed through 

a stage where ego-satisfaction and self-esteem needs 

prevailed.

Once more, self-selection seemed in evidence:

" Knowing the company to be a world-leader, I was 
eager to work here. I applied and was eventually 
accepted. They don't take on everyone, you know. 
You've got to be good. But when once you're in, 
you'll make steady progress to the top."

"One of the attractive features of Dataware was the 
fact that the company was obviously going to continue 
to grow. The sort of position I was going into would 
take me up quicker than I could hope in longer-established 
companies."

Based upon the comments of the theorists already cited 

it is now possible to engage in speculation and offer 

tentative suggestions as to the sources of the predomi

nant orientations witnessed at the time of the study 

which, in turn, led to the characteristic evaluation
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processes engaged in by the participants of the 

different host organizations.

As will be recalled, many writers pointed to the back

ground and personal characteristics of workers as 

sources of orientations to work.

A certain amount of literature concentrated upon the 

influence of social group and social class membership, 

measured by such criteria as parents' socio-economic 

status (e.g. Schmitt et al. 1978) and father's 

occupation (e.g. Arvey and Mussio 1974). The overall 

conclusion was that those from middle-class backgrounds 

seek employment satisfying higher order needs whereas 

those from working-class backgrounds prefer satisfaction 

of lower order needs.

The data of the current study would appear to have 

followed this general pattern. Computako and Dataware 

employees appeared to largely originate from middle- 

class backgrounds and Midland Systems and Unitran 

subjects seemed, on the whole, to have come from 

working-class backgrounds. However, it must be stressed 

that these observations are based purely upon impression

istic data as there was no provision within the study's 

design to specifically measure social class.

Community background was another factor highlighted as 

having the potential to modify an individual's
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orientation to work. With the sites of each organ

ization being located in equally large conurbations, 

no differences in degree of urbanization was present 

and, hence, it would seem that this factor was not 

pertinent to the varying orientations noted.

In terms of personal characteristics likely to influence 

orientations to work, age was one factor identified 

by many theorists, with the general view that younger 

workers held fewer of the work values connected with 

the Work Ethic (i.e. with a tendency to value the 

intrinsic aspects of the work experience). While the 

Midland Systems and Unitran samples were of mixed age 

groups, members of Computako and Dataware belonged 

mostly to younger age groups. However, contrary to 

popular concepts, it was these individuals who sought 

the higher order intrinsic aspects. Of course, it 

may have been that other factors were having more 

effect. 'Nevertheless, there was congruence with 

Buchholz's (1978) conclusions that commitment to the 

Work Ethic was at its highest amongst younger employees.

Sex was another factor concluded to have a bearing 

upon work orientation. As Computako, Dataware and 

Unitran samples were fairly even in distribution of 

the sexes, attention is turned to Midland Systems.

Here the sample consisted almost entirely of females.

In line with Taylor and Thompson's (1976) suggestions, 

these females seemed to place higher value upon factors
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connected with their working .conditions than with take- 

home pay. However, in opposition to Schmitt et al.'s 

(1978) observations, there was not a tendency to seek 

satisfaction of growth needs, although relatedness 

needs were of great significance. Again, it could 

have been that other factors were of more importance 

in shaping their needs and expectations, in which 

case there could possibly be agreement with Bartol 's 

(1976) claims that sex was an insignificant variable 

with regard to an individual's orientation.

With only a few individuals in the total sample 

belonging to racial minorities, it must be concluded 

that the factor of race played no role in determining 

the cross-company differences in evaluation behaviour.

Although no specific measure of educational attainment 

was included in the study design, it was invariably 

a topic which received attention particularly when 

my course of study was being described in the introductory 

stage of the first interview. Computako and Dataware 

individuals were highly educated with most possessing, 

at the very least, a first degree. On the other hand, 

participants from Midland Systems and Unitran largely 

reported having left school at the earliest opportunity 

and having received no further education. Again, 

these findings were congruent with what other writers 

reported. A higher level of education produces a 

greater orientation to intrinsic job
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and the satisfaction of highe'r order needs.'

Amount of professional training was another factor 

which was not specifically measured but which was 

invariably mentioned during the course of the inter

views. It was employees at Computako and Dataware 

who had received the most professional training and 

again this was consistent with them having higher 

order needs and expectations.

The experience of work, in terms of both job and 

organizational characteristics was also suggested 

by several authorities as most pertinent to an 

individual's orientations.

As for job experience, the distinction between white- 

collar and blue-collar work has been identified as 

important with respect to the formation of orientations, 

with the overall conclusion that individuals in white- 

collar jobs seek satisfaction of higher order needs 

while those in blue-collar jobs seek satisfaction 

of lower order needs. Wanous (1974) commented upon 

the difficulty of classifying jobs involving menial 

clerical duties, and eventually concluded that they 

should be considered as blue-collared. Thus, taking 

Midland Systems and Unitran samples together as blue- 

collared, the expected pattern is followed. The same 

is true for Computako and Dataware where, with the 

possible exception of the computer technicians in
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the Computako sample, the group comprised white-collar 

jobs whose incumbents valued and expected the 

satisfaction of higher order needs.

Closely linked was the question of job level. Overall, 

there was a predominance of individuals from higher 

organizational levels within the samples of Computako 

and Dataware. The reverse was true of Midland Systems 

and Unitran. As expected, those in higher level jobs 

had higher order needs than those in the lower 

organizational levels.

Organization socialization was another topic which 

arose in the earlier review of literature. Berger 

and Luckmann (1967) defined the concept of socialization 

as :

"the comprehensive and consistent induction of an 
individual into the objective world of a society or 
sector of it" (p.150).

This objective world of a society or sector of it is 

basically its culture. Mennell (1974), after reviewing 

the work of many sociologists, concluded that culture 

consisted of patterns of meaning, values and behaviour. 

Handy (1976) said of the term culture:

"it conveys more of the feeling of a pervasive way of 
life, or set of norms" (p.177).

In organizational terms, it is probably more accurate
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to speak of a subculture (Tur,ner 1971) as. reference 

is being made to a minor culture operating within the 

framework of an overall pattern of meanings, values 

and behavi our .

On the basis of this research, it is suggested that 

the nature of the organizational subculture, into which 

individuals are socialized, is indicated by the 

environment and language of the organization.

As previously described, the environments of Dataware 

and Computako were most luxurious and they certainly 

provided excellent conditions in which to work. People 

were exceptionally well-dressed and frequently possessed 

elaborate job titles. An often heard expression at 

each organization was "casualty". This usually referred 

to an individual who, for some reason or another, had 

either been demoted or had his career path blocked.

By this and other elements of language, along with 

the total environment observed, it appeared that the 

whole way of life was geared into appealing to and 

satisfying higher order needs and expectations.

In McGregor's (1960) terms, the management philosophy 

was associated with the Theory Y style.

Consistent with claims that organization socialization 

has an important influence upon orientations to work, 

Computako and Dataware participants sought satisfaction 

of the higher order needs of ego-satisfaction and self-
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esteem which were readily catered for in both 

environments.

At Unitran, the environment and language seemed 

indicative of a Theory X (McGregor 1960) style of 

management philosophy. There were the time clocks 

and racks of clock cards that were located with an 

marked frequency around the site; there was talk

of efficiency and linked bonus schemes; and terms 

such as heads, bodies, manhours, and cost centres 

were integral parts of the organizational language.

The human resource was seen as simply another resource 

which had to be effectively utilized in the production 

processes. In order to achieve this aim, the company 

appealed to the lower level needs of individuals by 

the provision of high earnings. With the predominantly 

instrumental orientation discovered at Unitran, the 

results were again consistent with the notion of 

organization socialization being a significant influence 

of orientations to work.

A similar view of the human resource was apparently 

espoused by the management team of Midland Systems.

They, too, were attempting to construct an environment 

and a way of life geared into an efficient operation. 

However, this subculture was opposed to the needs and 

expectations of the workforce. Indeed, this matter 

was the source of much of the unrest witnessed at 

that site. Instead of suggesting that the notion of
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socialization impacting upon orientations was not 

upheld, it is more apt to observe that the management 

team was new, replacing managers who, from what was 

reported, allowed the development of an environment 

more conducive to the satisfaction of social needs.

From discussions with the Department Manager and 

Office Manager at Midland Systems, it was clear they 

had no intention of letting such a situation continue. 

They were determined to recruit individuals who would 

more closely match the subculture they were nurturing. 

The other organizations seemed to engage in such 

selective recruitment. As Turner (1971) pointed out:

"If it is possible to choose those who are allowed 
to enter an industrial organization from a larger 
group who wish to enter, the choice can be made to 
admit those individuals with the most suitable 
presenting culture" (p.47).

The idea’ was that organizations would choose individuals 

who, by way of their predispositions, most closely 

matched the organization's subculture and who would 

consequently need less in the way of socialization to 

conform to this subculture. Turner continued to 

highlight formal induction procedures as a crucial 

instrument of organization socialization:

"The formalisation of induction thus provides management 
with an opportunity to exercise greater control over 
the non-technical aspects of the socialisation of new 
entrants, and thereby to increase the number of 
opportunities available to the new recruit to modify 
his presenting culture in a way which is acceptable
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to those possessing formal control in the industrial 
organization " (1971, p . 53).'

This appeared particularly evident at Computako where 

the "orientation programme" was, according to some, 

guaranteed to produce "Computako People".

Speculation has now been engaged in and tentative 

suggestions have been offered with respect to the 

sources of orientations to work of the samples from 

the different host organizations and, hence, the 

characteristic behaviour patterns associated with the 

evaluation of rapid change. On the whole, the findings 

have been consistent with orientation to work theory.

The typical evaluation behaviours observed were 

dependant upon predominant needs and expectations 

which varied owing to differences in background, 

personal characteristics, and organizational experiences 

of the members of the four samples.

Before leaving the subject of evaluation, it is 

interesting to note that other writers have implied 

an understanding, or at the least have made observations, 

of this process. However, this concept has not been 

developed. For instance. Sheldrake (1971) acknowledged:

"The technical programmers evaluated changes in terms 
of their implications for technical aspects of the 
work" (p .213 ) .

When discussing the non-job oriented individuals.
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Dubin (1958) observed:

"The kind of uncertainty that is implicit in a 
situation of crisis is a threat principally to the 
instrumental value that the organization has for 
them" (p.260).

Thus, he was apparently aware that traumatic events 

such as the occurrence of rapid change were evaluated 

in terms of their impact upon predominant needs and 

expectations. Johns (1973) appeared to exhibit a 

similar awareness when addressing the issue of resist

ance to change :

"Resistance to change can only be understood completely 
if it is seen as a form of behaviour directed, as is 
all behaviour, towards the satisfaction of particular 
needs" (p.37).

Finally, Brown (1973) reported the study of two further 

researchers in the following manner:

"In considering reactions to technical change (the 
introduction of computers), for example, Mumford and 
Banks ... point to the need to take into account the 
e x t e n t  to which clerks have work-centred goals, 
especially the expectation of a career, which might 
be adversely affected" (p.23).

As a last point, it may be recalled that it was 

suggested that the evaluation process was only carried 

out with "close" changes. Anything "distant" to the 

individual was apparently dismissed as irrelevant.

This finding appears to have parallels with the body 

of research which has investigated workplace reactions
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to industrial democracy. H e 1,1 e r et al. (1979) reported:

"people want more say over personal decisions close 
to their daily job than over the more distant goal 
and policy decisions" (p.20).

Many other researchers (Hespe and Wall 1976; Hespe 

and Warr 1971; Lischeron and Wall 1975; Ramsay 1976a; 

Ramsay 1976b) similarly found that when it came to 

participation, the focus of attention was upon issues 

which individuals perceived as "local" to themselves. 

Like with this study's findings, individuals were much 

more disinterested with "distant" matters.

Approaching the same issue from a different perspective, 

it may have connections with the notion of human 

ity. Pastalan (1970) has commented:

"A territory is a delimited space which an individual 
or group, uses and defends as an exclusive preserve.
It involves psychological identification with the 
place" ( p . 4 ) .

Perhaps the participants were perceiving "close" 

events of change as infringing upon their territory 

and thus requiring the attention which was unnecessary 

with distant changes.

Homeos tas i s

When proposing the explanatory framework, it was 

observed that individuals seemed most comfortable when
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there existed a balanced employment relationship. That 

is, when they perceived that, in return for their 

contribution to the organization's activities, an 

acceptable level of satisfaction of their predominant 

needs and expectations was received. Rapid change, 

whether it was evaluated as a producer of pleasant 

or unpleasant experiences, was capable of disturbing 

this comfortable equilibrium. Subsequently, individuals 

sought to re-establish their balanced employment 

relationship.

This employment relationship appears to have strong 

resemblances to what Harrison (1972) referred to as 

the "social contract" and what Schein (1970) called 

the "psychological contract". Schein (1970) observed;

"The notion of a psychological contract implies that 
the individual has a variety of expectations of the 
organization and that the organization has a variety 
of expectations of him. These expectations not only 
cover how much work is to be performed for how much 
pay, but also involve the whole pattern of rights, 
privileges, and obligations between worker and 
organization" (p.12).

In a later publication, Schein (1978) appeared to imply 

that a comfortable state existed while the mutual 

needs and expectations associated with the psychological 

contract were in balance. Problems were only experienced 

when one party attempted to vary unilaterally its part 

of the bargain:

"The mutual expectations formed between the employee
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and the employer function like a contract in that if 
either party fails to meet the expectations, serious 
consequences will follow" (Schein 1978, p. 112).

This perspective would appear to offer insight into 

the discomfort experienced by individuals when they 

perceived that, as a consequence of rapid change, they 

or their employers were not contributing sufficient 

to meet the mutual expectations identified by Schein.

To build upon this notion of a balanced employment 

relationship, or psychological contract, and also to 

provide further understanding of the mechanism of 

homeostasis, attention may be directed to equity theory.

Equity theorists (e.g. Adams 1963; Adams 1965; Adams 

and Jacobsen 1964; Adams and Rosenbaum 1962; Arrowood 

1961; Homans 1961; Jacques 1961; and Patchen 1961) 

have concerned themselves directly with the relationships 

of exchange between employee and employer. The 

theoretical foundation of this work has been Festinger's 

(1957) theory of cognitive dissonance. According to 

Jabes (1978), Festinger's formulation was a "cognitive 

consistency theory". He continued to note:

"All c0 £_r^;tVe consistency theories share the notion
that individuals behave in such a way as to minimize 
inconsistencies existing among their beliefs, cognitions, 
feelings, and behaviors. These theories posit a 
homeostatic motivational formulation which claims that 
inconsistency is an unpleasant state producing 
psychological discomfort and tension. The discomfort 
stimulates the individual to reduce inconsistency" (p.176)
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With concepts of this nature at its source, equity 

theory is clearly linked with behaviour observed 

within rapidly changing organizations. To provide 

more insight into such behaviour, further attention 

is devoted to equity theory. In so doing, heavy 

reliance is placed upon the work of Adams (1963) as, 

in line with the observations of writers such as 

Pritchard (1969) and Goodman and Friedman (1971), 

Adams' presentation is considered the most explicit 

and extended in the field.

When examining the employment relationship, Adams 

(1963) differentiated between i_n£u;t£ and outcomes .

A person's inputs were what he perceived as his 

contribution to the relationship. These could be 

factors such as education, experience, training, 

and effort. On the other side of the exchange were 

the outcomes which the individual perceived as the 

rewards ,for his services. These outcomes could be 

such things as pay, benefits, and status. Adams 

(1963) continued to suggest that the individual would 

make comparisons of his inputs and outcomes with those 

of others. A condition of equity was said to exist 

when the individual perceived that the ratio of his 

outcomes to his inputs was equal to a comparison 

other's outcome/input ratio. The notion of inequity 

was then introduced:

" I n e q u i t y  e x i s t s  f o r  P e r s o n  w h e n e v e r  h i s  p e r c e i v e d  j o b  

i n p u t s  a n d / o r  o u t c o m e s  s t a n d  p s y c h o l o g i c a l l y  i n  a n
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obverse relation to what he perceives are the inputs 
and/or outcomes of Other" (Adams 1963, p.424).

It was also suggested that the values of an individual 

were crucial in determining when he would experience 

inequity. Adams (1963) also raised an interesting 

point with the observation that inequity could exist 

both when the individual perceived "overpayment" and 

"underpayment" in terms of outcomes received.

He continued to point out that in situations of 

inequity, the individual would experience the psycho

logical discomfort and tension associated with cognitive 

d i s sonanc e .

In the words of Adams and Rosenbaum (1962):

"If Person experiences dissonance, he will attempt to 
reduce it and establish consonance between his job 
inputs and outcomes, in relation to the inputs and 
outcomes of Other" (p.161).

Adams (1963) reported that the individual would 

attempt to re-establish consonance by such means as:

(1) adjusting his inputs or outcomes; (2) psychologically 

distorting his inputs or outcomes; (3) adjusting or 

distorting the inputs and outcomes of the Other;

(4) changing his referent Other; or (5) leaving the 

field in question.

There is considerably less controversy surrounding
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equity theory than there was in relation to the notion 

of orientation to work. Nevertheless, it is necessary 

to make brief reference to the criticisms which have 

been raised with respect to the work of equity 

theorists .

Carrell (1978) claimed that the primary problem of 

equity research was its method of study. Reference 

was being made to the predominance of laboratory 

investigations which utilized student subjects.

However, he subsequently found significant support 

for equity theory in a naturally occurring field 

expe riment.

Pritchard (1969) made the point that Adams had not 

addressed the issue of individual difference variables 

in connection with modes of inequity reduction. This 

is considered a rather weak argument given that Adams 

( 1963) put forward a range of activities for reducing 

inequity which implied that different individuals 

would react in a variety of ways according to their 

personal traits.

A further point was raised by Pritchard (1969). He 

argued that there were sometimes problems in distin

guishing what individuals would perceive as inputs 

and outcomes. Using responsibility as an example, 

he claimed some would see this as an input while 

others would take it as an outcome. While an important
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observation , this did not detract from the. overall 

claims of equity theorists.

Another recurring observation not significantly 

detracting from equity theory has been that individuals 

are more sensitive to inequity in the form of under

payment as opposed to overpayment. After an extensive 

review of literature, Pritchard (1969) commented:

"The effects of overpayment, however, have not been 
demonstrated to our satisfaction" (p.204).

However, the foundations for such claims are not 

apparently too strong, with Zedeck and Smith (1968) 

reporting data inconsistent with those generalizations 

regarding sensitivity to underpayment and overpayment.

Equity theory is a useful explanatory tool with respect 

to the findings of the present study, although the 

conclusions do not exactly coincide with the usual 

model of behaviour propounded by equity theorists.

One slight deviation has been in connection with 

outcomes. Equity theorists (e.g. Dittrich and 

Carrell 1979; Goodman and Friedman 1968; Zedeck and 

Smith 1968) have tended to see outcomes exclusively 

in monetary payment terms. The findings of this 

study indicated satisfaction of predominant needs and 

expectations as being the primary outcome for individuals 

In his original formulation, Adams (1963) was quite 

clear that wages was only one of a range of outcomes.
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In the context of the present study, inputs were 

found to be perceived by individuals as all facets 

of their contribution to their organization's

Unlike with the usual notion of the operation of 

equity, the homeostatic behaviour witnessed did not 

involve a referent other. Rather the individual 

seemed to be comparing the ratio of his own inputs 

and outcomes at different times. However, this is 

quite acceptable within the bounds of equity theory. 

Adams (1963) noted:

"Other is usually a different individual, but may be 
Person in another job, or even in another social role" 
(p.424).

Other theorists (e.g. Carrell 1978; Dittrich and 

Carrell 1979; Pritchard 1969) have developed this 

idea to arrive at the notion of an "internal standard" 

where individuals base equity perceptions upon their 

own experiences, with little regard to others. This 

line of thought is more consistent with the discoveries 

of the present study.

Within the current research, equity was found to exist 

when in return for their contribution to the organiz

ation's activities, individuals received what they 

perceived as an acceptable level of satisfaction of 

their predominant needs and expectations in connection
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with employment. Inequity arose when rapid change 

disturbed this comfortable state of equilibrium in 

such a way that the individual perceived his inputs 

no longer matched enhanced outcomes or his outcomes 

were no longer sufficient to equate with the level 

of inputs .

The dissonance associated with situations of inequity 

was apparently what was at the source of the unpleas

antness reported when the balanced employment relation

ship had been disturbed. It was this dissonance 

which could apparently lead, in turn, to the suffering 

of negative consequences.

Under these circumstances, it was not surprising 

that individuals attempted to reduce dissonance in a 

number of ways. The methods utilized by research 

participants resembled to a remarkable degree the 

predictions of Adams (1963). Individuals were seen 

adjusting their inputs by such activities as 

contributing more to their organization's activities 

and occasionally decreasing this contribution. In 

addition, several of the counteraction factors identified 

were concluded to be modes of cognitive redefinition 

of inputs or outcomes, tying in with Adams' (1963) 

suggestions of a psychological distortion of inputs 

or outcomes. There were also reports of intentions 

to leave the field in question by terminating the 

employment relationship and seeking work elsewhere.
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Along the lines of this discussion, speculation may

be indulged in with regard to the difficulties experi

enced by the "trapped individuals". The source of 

their predicament may have been perceptions that 

they were unable to take the ultimate action of 

"leaving the field" as they would not be able to 

establish a comfortable employment relationship else

where .

It may be recalled that there was little evidence 

regarding what happened to individuals experiencing 

difficulties in their homeostatic activities, being 

unable to re-achieve equilibrium in the short run. 

Carrell's (1978) work may offer insight here. During 

his longitudinal study of equity perceptions, he 

noted that although inequity was experienced, perceptions 

of equity were restored for most individuals within 

a period of up to nine months.

Now that the concept of the psychological contract 

and the theory of equity have been introduced as 

pertinent to the present study, and the discoveries 

associated with homeostasis have been viewed from these 

perspectives, it is considered worthwhile as a final 

point, to acknowledge that the work of other social 

scientists has touched upon the equilibrium seeking 

activities witnessed during this research. However, 

in a similar vein to those who had stumbled upon 

the evaluation process, there has been an absence of
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thorough expansion and development of these ideas.

Possibly the best description of the phenomenon was 

offered by Johns (1973) who commented:

"Individuals, groups, and social systems seek 
equilibrium and will try to achieve a new equilibrium 
(using homeostatic mechanisms in the process) if the 
injection of change disturbs an existing balance"
(p.32).

Similarly, Moos and T su (1976), when discussing coping 

processes, noted that the reachievement of equilibrium 

was a principal aim of individuals.

As far back as 1958, March and Simon discussed a 

theory of organizational equilibrium which had strong 

similarities to what has been reported here.

Finally, Miller, Galanter and Pribram (1960) introduced 

a model which they referred to as a "TOTE unit". The 

starting point of their work was a claim that a 

stimulus-response model could not adequately describe 

behaviour as no account was taken of feedback. 

Subsequently, they developed a notion of behaviour 

with similarities to the concept of homeostasis and 

suggested a wider applicability than to their study's 

original focus upon reflex actions.
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Summary

This section has consolidated the five final data 

categories of the current study into a unified 

explanatory framework. The model of understanding 

presented highlighted the underlying themes of 

awareness, uncertainty, evaluation, and homeostasis 

as crucial in relation to an understanding of the 

topic of this inquiry.

Following the presentation of this generalized 

conceptual model which was grounded within research 

data, literature of relevance to the notions of 

awareness, uncertainty, evaluation, and homeostasis 

was reviewed.

The objective of these activities was to provide a 

greater ^^sight and, in turn, a richer theory regarding 

experiences of work within rapidly changing organizations
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SECTION T W O :__TOFFLER (1970 ) REVISITED • •

The first research aim was "to ascertain whether 

individuals working within environments experiencing 

a great deal of change within a short time reported 

unpleasant consequences". This objective was largely 

encouraged by the writings of Toffler (1970). This 

author suggested that organization would have to become 

increasingly flexible as change occurred within the 

external environment at ever-accelerating rates.

Both the transition to the more adaptable "Adhocratic" 

organizational form and the end product of greater 

flexibility would, according to Toffler, result in 

employees experiencing more and more change. Toffler 

continued to argue that there were limits to the human 

capacity for handling change and exceeding these limits 

would produce a disease referred to as future shock 

which manifested itself in physical and psychological 

forms .

Chapter nine dealt in detail with the unpleasant aspects 

associated with working within rapidly changing orga

nizations. However, as stated in chapter two, there 

was a specific intention to reassess Toffler's future 

shock ideas in the light of the findings of this 

investigation. By comparing and contrasting the 

theoretical arguments of Toffler with the empirical 

discoveries of the present study, it was hoped to 

provide further insight into the unpleasant consequences
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of rapid change in the work environment.

An appraisal of Toffler's work has already been presented 

in chapter two. It seems pointless to once more rehearse 

all the arguments made in this critique. It would also 

be rather tedious to address each point made by Toffler 

and then present data agreeing or disagreeing with his 

views. Instead, it is considered that more benefit 

will be derived from taking a wider perspective and 

focussing comparisons and contrasts around the awareness, 

uncertainty, evaluation and homeostasis model of under

standing. In this way, a deeper comprehension of the 

origins and nature of unpleasant consequences resulting 

from inhabiting rapidly changing work environments may 

be obtained within the context of an overall evaluation 

of Toffler's writings.

To meet these aims, there is first brief reference to 

Toffler's notions of Adhocracy before attention is 

turned to future shock. Then, in a concluding passage, 

Toffler's work is evaluated.

The Adhocratic Organization

Toffler was adamant that organizations would have to 

adopt Ad-hocratic* forms in order to be able to change

* See pages 24-33 for the characteristics of Ad-hocracy 
and the features of life within such organizations.
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rapidly. In turn, many of his arguments were based 

upon what he predicted as the features of life within 

Ad-hocracies. However, according to the characteristics 

of the rapidly changing organizations sampled within 

this study, the majority of these perceptions were 

at variance with empirical evidence. Many of Toffler's 

claims appeared to rest upon a fallacy regarding how 

organizations would react when faced with the need to 

accommodate a succession of major changes within a 

short timespan.

For instance, it was found that organizations did not, 

as a matter of course, abandon their hierarchical 

structure. Midland Systems and, to a lesser extent, 

Unitran particularly emphasized that rapid change was 

not always a stimulus for movement towards more flexible 

organizational forms. As was probably evident from the 

results of this study, it was also observed that most 

of Toffler's predicted features of life within rapidly 

changing organizations (the changing role of the manager, 

job change, and so on) were not found to be present in 

practice. Thus, Toffler's prophecies with respect to 

the rise of Ad-hocracy and the nature of life within 

such organizations had largely failed to materialize.

It could possibly be argued that the sample organizations 

of the current investigation were not undergoing the 

scale of change to which Toffler referred and it was 

for this reason that a true Ad-hocracy was not witnessed.
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However, this would be a rather weak argument when 

recalling the stringent selection of potential host 

organizations, with many of the criteria of selection 

being directly based upon Toffler's work.

The host organizations were, indeed, changing rapidly. 

Thus, according to Toffler's definition, they would 

encourage future shock within their inhabitants 

regardless of whether or not they could be classified 

as Ad-hocracies.

Future Shock Within The Organizational Context

An assessment must now be made of whether future shock 

was found to occur within the organizational context.

The first point 'to acknowledge is that there were, 

indeed, cases of physical and psychological illnesses 

reported during the course of this study. Thus, on 

the surface, Toffler's future shock predictions had 

come to fruition.

The major question now becomes one of whether the 

illnesses reported were consistent, in terms of their 

origins and nature, with Toffler's notion of future 

shock. To answer this question, it is necessary to 

compare and contrast Toffler's descriptions of the causes 

and c har ac t er i sbic s of future shock with the physical 

and psychological disturbances referred to by research
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participants.

A suitable point of departure for this exercise is 

to observe that the argument suggesting the reported 

illnesses were simply the result of experiencing too 

much change in too short a time (i.e. Toffler's claims 

with regard to the source of future shock) was rather 

unrealistic when viewed in the light of this empirical 

investigation. It may be recalled that Toffler was 

quite specific as to what aspects of the experience 

of rapid change produced illness. In respect of the 

physical dimension of future shock, Toffler noted that 

it was very frequent adaptive responses which stressed 

the body and produced physiological disorders. The 

psychological dimension of future shock was the result 

of overstimulation at the sensory, cognitive, and 

decisional levels. A major contrast between Toffler's 

theoretical arguments and the results of the current 

study now emerges. While illnesses were reported by 

research participants, they did not have frequent 

adaptive responses or overstimulation as their cause. 

Hence, illness did not result from experiencing too 

much change in too short a time. On the contrary, 

it was discovered that factors present at each of the 

stages of awareness, uncertainty, evaluation, and 

homeostasis were contributory to experiencing or not 

experiencing unpleasantness which, in turn, could give 

rise to physical and psychological manifestations.
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Taking the concept of awareness, this was o'ne aspect 

apparently not considered by Toffler who, throughout 

his writings,seemed to assume a universal knowledge 

of the occurrence of rapid change. During the present 

investigation, this was found not to be the case.

Several factors were discovered to curtail the realization 

of the occurrence or potential occurrence of rapid 

change. These were physical isolation, spheres of 

perception, and insensitivity.

Although Toffler produced the impression of an 

extremely chaotic state of affairs experienced through

out the organization as it changed rapidly in reaction 

to external pressures, such ever-changing chaos was not 

witnessed throughout any of the host organizations.

Indeed, even at the height of rapid change it was 

common to find relative backwaters of inactivity within 

the organization. Because of the nature of tasks 

conducted in particular areas, or simply their geo

graphical location, there were departments or sections 

which were physically isolated from rapid change.

The findings indicated that many individuals had 

exceptionally limited spheres of perception, with even 

major changes being imperceptible to them. Hence, 

individuals failed once more to experience the chaos 

predicted by Toffler.

Even when individuals had large spheres of perception.
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they were found to rarely view their organizational 

worlds in the manner depicted in Toffler's work. By 

objective criteria, one might have inferred that change 

was occurring at considerably fast rates but, by the 

operation of what has been termed insensitivity, change 

was frequently perceived as much slower and gradual in 

its occurrenc e .

Moving to uncertainty, the findings suggest that not 

understanding the exact nature and implications of rapid 

change could be at the heart of the negative consequences 

experienced by many individuals. While this was a 

crucial aspect of the experience of rapid change at the 

workplace, uncertainty was not identified by Toffler 

as responsible for the physical and psychological ill

nesses suffered by some individuals.

Toffler was also apparently oblivious to the dynamics 

of the evaluation process witnessed. He appeared to 

assume that what he considered vital sources of 

unpleasantness would be perceived in a similar manner 

by all individuals. There was no appreciation of the 

role played by predominant needs and expectations 

relative to employment. For instance, Toffler spent 

a lot of time stressing that individuals would not 

enjoy their existence within rapidly changing organ

izations owing to constant disruption of social ties.

It was only at Midland Systems where this was described 

as a significant source of unpleasantness. This was
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because of the nature of the employment relationships 

in existence at this organization. Predominant needs 

and expectations related to social ties. At other 

host organizations this was not a principal feature 

of the employment relationship. Computako and Dataware 

participants were primarily concerned with satisfaction 

of status and esteem needs, while Unitran employees 

largely approached work with needs and expectations 

associated with their marked instrumentality.

Therefore, the break-up of social ties at these 

companies did not cause the problems predicted by 

Toffler .

While an imbalance of the employment relationship 

resulting from the incidence of rapid change was 

discovered to lead, potentially, to the suffering of 

physical and psychological disturbances, the homeo

static dimension of the experience of rapid change 

was another aspect not receiving attention from Toffler. 

He did not address the issue of the comfort associated 

with a balanced employment relationship and the subse

quent problems connected with a disturbance of this 

equilibrium and attempting to re-achieve a state of 

balance.

Consequently, in the context of the present study, there 

was no evidence to support claims of the existence of 

future shock within rapidly changing organizations.

While people reported becoming ill as a direct conse
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quence of rapid change, the sources of such illnesses 

were factors associated with the dimensions of awareness, 

uncertainty, evaluation, and homeostasis, and not the 

result of experiencing too much change in too short a 

time.

In addition to being mistaken over the origins of rapid 

change-induced illnesses, Toffler's views on the nature 

of such diseases were not substantiated by evidence 

collected during the course of the study. From his 

observations it was clear that he perceived the illness 

resulting from rapid change as being a progressive 

disease, commencing with confusion and ending with much 

more severe manifestations.

The findings of this study did not support the view 

of an incremental illness neatly progressing to more 

and more intense states as the individual increasingly 

felt the impact of rapid change. Rather, illness 

could be associated with various stages of the "process" 

of rapid change as opposed to being a reaction to the 

whole experience. For instance, an individual could 

experience unpleasantness and, in turn, suffer illness 

due to uncertainty surrounding rapid change. Once the 

uncertainty was removed, he could recover and remain 

relatively undisturbed by the remainder of the experience 

Another person could remain totally unaffected until he 

perceived that rapid change had produced an imbalance 

of his employment relationship. Hence, it was demon
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strated to be unrealistic to assume that an individual's 

physical and psychological condition would deteriorate 

in direct proportion to his length of exposure to 

rapid change .

It was also discovered that the incidence of illness 

within rapidly changing organizations was much lower 

than the impression gained from reading Toffler's work. 

This was apparently due to two main reasons.

Firstly, for many individuals the experience of rapid 

change was far more pleasant than Toffler anticipated.

As illustrated at length in chapter eight, a host of 

pleasant experiences could be associated with individuals 

perceiving that their predominant needs and expectations 

were to receive further satisfaction as a result of 

rapid change. However, it is possible to be a little 

more tolerant of Toffler's general pessimism when it is 

recalled’ that, at the homeostasis stage, it was possible 

for an individual to suffer illness having experienced 

positively evaluated change.

Secondly, we have what has been referred to in this 

thesis as counteraction factors. Toffler highlighted 

only four of what he called coping strategies. However, 

as chapter ten illustrated, there were far more methods 

which individuals were able to utilize in order to 

remain immune from the negative consequences. Also, 

contrary to Toffler's view, there was little evidence
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that those counteraction factors were all ineffective 

in the long r u n .

In passing, it should be additionally noted that not 

being aware of the facets of the model of understanding 

presented earlier, Toff1er did not apparently appreciate 

that different counteraction factors were pertinent 

to different aspects of the experience of rapid change. 

For example, the counteracting effects of collective 

reactions seemed particularly pertinent to uncertainty, 

whereas consciously interpreting rapid change in a 

positive way, which assisted in accepting the negative 

aspects of the experience, appeared relevant to the 

facet of homeostasis.

Conclusion

From the foregoing observations, one important overall 

point may be made. This is that Toffler's claims as 

to the origins and nature of illness induced by rapid 

change, when viewed in the light of the findings of 

the current study, were very simplistic.

Toffler's neat and uncomplicated concept of future 

shock did not materialize in practice. There was no 

evidence of an illness, rooted primarily in over

stimulation, which progressively increased in intensity 

over a period as each individual experienced too much 

change in too short a time.
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While there was evidence of illnesses which research 

participants associated with rapid change, these tended 

to be localized to a particular stage in the experience 

of the rapid change process, and not incremental in 

nature as Toff1er implied.

The incidence of illnesses was also found to be less 

widespread than would be anticipated from reference to

Toffler's work. This was discovered to be due to a

larger and more effective range of counteraction factors 

than documented by Toffler, as well as a higher incidence 

of pleasant experiences than he forecast.

It should also be acknowledged that Toffler presented 

an oversimplified account of how individuals would 

experience rapid change. His work implied that every 

person's experience would be identical. In contrast, 

the current study illustrated a multitude of perceptions 

of, and reactions to, rapid change. This observation

links back to a point made in the earlier critique of

Toffler's work. It is again argued that one of the 

most important weaknesses of Toffler's writings revolved 

around the positivistic nature of his work. From 

the earlier results chapters, which illustrated the 

multiplicity of viewpoints of individuals within 

rapidly changing organizations and the consequent 

myriad of individual experiences within such organizations, 

it may be appreciated that any attempt to describe 

"the way things are" has to be fruitless. The breadth
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of findings of the current stiady and their frequently 

contradicting nature has illustrated the importance 

of "the way we see things" in relation to experiences 

of work within rapidly changing organizations.

As well as being criticized for implicitly seeking to 

uncover the absolute truth of experiences of rapid 

change, Toffler was earlier (chapter two) 

for a further weakness associated with the 

tradition. This was his model of man as a passive 

responder. Research participants were discovered to 

be anything but passive responders, as may be shown by 

such discoveries as some of their intricate activities 

associated with the "active" counteraction factors 

which ensured immunity from the negative consequences 

of rapid change.

With this investigation concentrating only upon rapid 

change in the organizational sphere, it was never my 

stated intention to put Toffler's future shock hypothesis 

(which, in a strict sense, referred to a combined effect 

of rapid change in all spheres of life) to the test. 

Nevertheless, it has been quite in order to assess this 

author's work and evaluate it in the light of what has 

been discovered in relation to experiences of rapid 

change within the organizational context.

Reviewing what has been said about Toffler's writings 

both in chapter two and this section, it may appear
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that I have a poor opinion of. his work, -Before conduc 

ting field research, a number of weaknesses had been 

uncovered in Toffler's writings and, later, many of 

his claims, when investigated in the organizational 

context, were not empirically supported. However, I 

would like to take this opportunity to stress that 

Toffler's contentions cannot be devalued in one major 

respect .

Hutton (1969) proposed that there were five types of 

theory, and commented about the heuristic type:

"A theory may persist, again in spite of inelegances, 
lack of comprehensiveness and refutibility, precisely 
because it is useful in generating research or offering 
models to guide it" (p.19).

While Toffler may have been guilty of producing 

exaggerated claims and many unsubstantiated suggestions, 

this could be forgiven if his aim was seen to be getting 

people to pay attention to a potentially important 

subject area. Indeed, the current research is proof, 

in itself, of the value of Toffler's (1970) work as 

a heuristio theory.
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SECTION TH R E E :__IMPLICATIONS FOR THE MANAGEMENT OF THE

HUMAN RESOURCE AT TIMES OF RAPID CHANGE W ITHIN THE 

WORKPLACE

The third research objective was "to construct a 

foundation of knowledge which could lead to more 

effective techniques for the management of substantial 

change at the workplace". In view of this research 

aim, it is intended to bring together those findings 

which appear to have immediate implications for human 

resource management within rapidly changing organizations

When commencing this research effort, it was hoped a 

clear set of proposals could be arrived at which would 

assist managers within rapidly changing organizations 

to effectively cope with the responses and problems 

of the human resource. Having conducted research in 

this area, such an aim now seems somewhat naive. The 

complexities and intricacies uncovered were so innum

erable as to make any straightforward formulation of 

desirable management actions impossible. Compounding 

this difficulty were the frequent dilemmas which 

apparently faced the manager as he attempted to get 

his subordinates to survive in relative comfort during 

conditions of rapid change.

To meet the original research objective as best as 

possible, what now follows are recommendations, and 

observations,where applicable, concerning the inherent
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dilemmas and complexities. These recommendations, 

while being entirely the researcher's constructions, 

are derived exclusively from what was conveyed by 

managers in respect of successful management strategies 

and from the general reports of individuals in relation 

to what were perceived as the pleasant and unpleasant 

aspects of the rapid change experience.

Consistent with the overall model of understanding 

formulated, recommendations are grouped together to 

relate to the notions of awareness, uncertainty, 

evaluation, and homeostasis.

Awareness

It is impossible to present any definite recommendations 

concerning awareness as the findings relating to this 

concept do little more than present managers with a 

tremendous dilemma.

The lack of awareness regarding rapid change was 

discovered to be an effective counteraction factor. 

Consequently, it could be argued that managers wishing 

to protect their subordinates from the negative 

consequences of rapid change should do all in their 

power to ensure a lack of awareness, thus guaranteeing 

individuals beneath them a reasonable level of immunity 

from the unpleasantness associated with rapid change.

The major factor pertinent to awareness which may be
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influenced by management is 'formal communication.

It was noted earlier that poor communioations were 

found to contribute to a lack of awareness of rapid 

change. Hence, it may seem reasonable to argue that 

poor communications should be encouraged as good 

communications could mean individuals becoming affected 

by change to which they would have previously remained 

oblivious. However, there are strong counterarguments 

to this suggestion which become most clear when atten

tion is now turned to recommended management actions in 

relation to the concept of uncertainty. The words 

of one participant captured this dilemma:

"There's two ways of looking at it really. It would 
be nice to be warned about it but again it might cause 
unrest and concern."

Uncertainty

With a large proportion of the unpleasantness experienced 

by individuals in rapidly changing organizations being 

a result of uncertainty, an obvious recommendation 

would be to take positive steps to reduce this 

uncertainty. In contrast to what was suggested above 

in relation to awareness, this would involve a definite 

improvement of formal communications.

The key appears to be abundant communication about the 

exact nature and implications of change especially with 

regard to how individuals are likely to be personally
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affected, with this information being forthcoming well 

in advance of the events of change. However, once more 

the manager is likely to experience problems and 

dilemmas in following this advice.

While a lot of problems and complaints were

encouraged by "last minute" communications, advanced 

warning of events of change also seemed fraught with 

problems.

Respondents often complained of only receiving "half 

a communication" when efforts had been made to commun

icate well in advance where, inevitably, the final and 

minute details had not been settled. Indeed, early 

communication when full information about the events 

of change was not available had the effect of lengthening 

the period of uncertainty and thus leading to more 

unpleasantness for most individuals.

Along similar lines, some managers engaged in the 

"provision of signs" (see page 556 ) assuming that 

planned changes would later be less of a shock to 

subordinates. Unfortunately, this activity did not 

result in a full knowledge of the nature and implications 

of change and, hence, could be contributory to the 

experience of uncertainty.

It was also a reasonably common practice for managers 

to engage in "reaction-testing" (see page 555 ). While
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ensuring that many unpopular thanges never Materialized, 

this also added to uncertainty especially as these 

"changes" became "real" within the medium of communication.

When hearing advanced warning of events of change, some 

individuals repressed thoughts of it with the attitude 

of "it's a long way off at the moment". Rapid change 

subsequently appeared to take them by surprise.

Whether or not communication takes place well in advance, 

one definite recommendation can be made. There should 

be efforts to standardize information flow and simul

taneously distribute this information to all parts of 

the workforce. This would avoid the uncertainty which 

apparently resulted from individuals being told different 

things about planned change and sometimes hearing about 

change through the informal communication system 

following their colleagues receiving earlier formal 

notification. Even such an obvious recommendation has 

its drawbacks. By standardizing communication and 

ensuring its simultaneous release to the workforce, the 

incidence of rumours would probably decrease. In turn, 

the implementation of changes may prove more difficult 

than it was when individuals experiencing the "relief 

effect" following informal communications (see page 577 ),

readily accepted events of change which were much less 

drastic than anticipated.

While on the subject of informal communications, a
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point should be made about the closely linked collective 

reactions to rapid change. A manager would be unwise 

to over-react to collective reactions by immediately 

reconsidering past actions or initiating new actions 

solely on the basis of a tremendous emotional uproar 

from the workforce. This investigation has shown that 

such a reaction is a common occurrence and is largely 

independent of the popularity or otherwise of the 

substantive nature of the event of change. Needless 

to say, most managers will be faced with the dilemma 

of whether or not to engage in action to alleviate the 

collective unrest during the "fortnight of upheaval". 

However, the evidence suggests the collective reaction 

soon disappears and things apparently return to normal 

very quickly. Nevertheless, the manager must appreciate 

that all is not necessarily well when the collective 

reaction has subsided. Other dimensions of the 

experience of rapid change (evaluation and homeostasis) 

may present problems to individuals at a later stage.

Another problem faces the manager with regard to whether 

or not to rectify a situation which is apparently causing 

unrest amongst the workforce. In identifying the 

"substitute effect", two Computako managers suggested 

that the obvious source of unrest might not be "the 

root of the problem":

"People complain about anything but that which originally 
upset them. When they are generally unhappy, they blame 
other things. It is important for management to identify 
the real cause of unrest, and not to start altering things
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that, while frequently moaned about, are not at the root 
of the problem."

"I think that if a person is negative and demotivated in 
his job, he will probably see any ohange as being a 
negative change anyway. Do you see what I mean? The 
change is not the cause of someone being upset. It's a 
vehicle for showing your upset."

Returning to the topic of formal communications, another 

firm recommendation concerns what is communicated. The 

emphasis should be on the provision of information about 

change which individuals perceive as "local" to them

selves. They are far less interested in "distant" issues.

The theme so far has been to suggest that attention should 

be devoted to improving communications. In practice, 

however, it has been discovered that a rapidly changing 

environment is far from conducive to meeting this end.

In this thesis, reference has been made to the character

istic disappearance of time, the amount of management 

effort required to get to grips with the pace of change, 

and a host of other factors which make effective formal 

communication difficult. However, given the importance 

of communication demonstrated by this study, it appears 

essential to attach a certain priority to good communica

tions .

Approaching the uncertainty issue from another angle, 

we have the notion of selective recruitment. Certain 

individuals apparently possessed traits which enabled them 

to remain less disturbed by inhabiting an environment of
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u n c e r t a i n t y .  R e c r u i t i n g  s u c h  i n d i v i d u a l s  t o  a  r a p i d l y  

c h a n g i n g  o r g a n i z a t i o n  w o u l d  s e e m  h i g h l y  d e s i r a b l e .

However, identifying these people remains a great 

problem. Apparently, there were a wide range of opinions, 

sometimes diametrically opposed, concerning the topic of 

coping characteristics. In addition, techniques such 

as the Myers-Briggs Type Indicator are apparently of 

little value in isolating those who have the ability to 

remain unaffected by uncertainty.

However, even if individuals could be found who were able 

to thrive on uncertainty as well as the other facets of 

the experience of rapid change, a problem still exists.

As acknowledged earlier (page 537), the person capable 

of successfully operating within a rapidly changing 

environment would be unlikely to be particularly happy 

when the situation became more stable and the monotony 

level increased.

^v a]̂ ua;t î on

It appears most important for the manager to assess how 

individuals about to be subjected to rapid change will 

perceive the planned events. Although during the course 

of the study a high degree of homogeneity of perceptions 

was witnessed within each organization, there is no 

guarantee that a manager's perception of rapid change will 

be equivalent to that of his subordinates.

Reference has already been made to different types of
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change. Using Golembiewski et al.'s (1976) terms, it is 

quite possible for the same events of change to be alpha 

type for some organization members and gamma type for 

others. In the context of the findings of this invest

igation, it would appear that type of change for the 

individual depends upon how it is perceived to impact 

upon predominant needs and expectations.

Thus, the major recommendation with regard to the concept 

of evaluation must be to make some assessment of the 

predominant needs and expectations of those about to be 

subjected to rapid change.

In line with the writings on orientations to work, there 

are several indicators which would assist the manager in 

reaching his conclusions with regard to the nature of 

employment relationships in existence. By examining the 

background and personal characteristics of his subordinates 

in addition to the nature of the organizational environ

ment, it is probable that the manager will begin to 

understand the nature of the employment relationships of 

his subordinates.

In terms of smooth implementation, the next step involves 

the manager in "selling" rapid ohange. Rapid change is 

sold in this way by suggesting that it will further 

satisfy the needs and expectations identified. Of 

course, attempts should be made to ensure that the events 

of change do, in fact, live up to the expectations 

thus created, as a "consumer effect" frequently exists.
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That is, having been encouraged to "buy" rapid change, 

individuals then find that it does not meet their 

expectations. For instance, a Midland Systems partici

pant recalled her experience of computerization:

"It was novel to begin with. We had a lot of enjoyment 
playing with the new machines. However, there was a 
change of feelings within three to four weeks. The 
reason was that when once we knew the job inside out, 
it became very boring and repetitive. The work was 
monotonous."

In this particular example, events of change did not 

continue to produce the excitement that had been 

anticipated following management's selling activities. 

The situation soon became mundane, failing to meet 

predominant needs and expectations.

The overall message appears to be that when once change 

is sold on the basis of whatever needs and expectations 

have bee,n identified, major difficulties will not be 

experienced provided the satisfaction of these needs 

and expectations is enhanced to the level suggested 

during the process of selling.

Homeostasis

As with evaluation, the starting point in relation to 

homeostasis is the predominant needs and expectations 

of the workforce. By understanding what needs and 

expectations individuals have in relation to their
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employment, it is possible to'establish what constitutes 

a comfortable and balanced employment relationship for 

them. It will then be relatively easy to assess in 

what ways, if any, the balance will be disturbed by 

the proposed change. In turn, it will be possible to 

devise ways, if considered necessary, to assist 

individuals re-establish equilibrium.

For rapid change perceived as a producer of pleasant 

experiences, individuals may be assisted in reaching a 

comfortable state of balance by management actions 

designed to help them increase their contributions 

to the employment relationship. One of the major ways 

in which managers would be able to help would appear 

to be by making sure that sufficient training is given, 

ensuring subordinates are well-equipped to deal with 

changes impacting upon them.

With rapid change perceived as a producer of unpleasant 

consequences, it is possible that the manager may help

his subordinates in reachieving a comfortable state

of balance by assisting them in a cognitive re-evaluation 

of the contribution to the employment relationship made 

by the company. This could be by a continuation of the 

selling process, stressing that the root causes of 

rapid change are highly desirable and emphasizing the

positive aspects of events of change.

As with uncertainty, the topic of homeostasis could be
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approached from the different angle of selective 

recruitment. Here, the manager would be looking for 

traits which would enable an individual to remain 

unaffected by dissonance with respect to the employment 

relationship. However, as already admitted, such a 

strategy of selective recruitment would be difficult 

to put into practice.

Summary

In examining the present study's implications for human 

resource management at times of rapid change within the 

workplace, attention has been devoted to pertinent 

issues within the awareness, uncertainty, evaluation, 

and homeostasis framework of understanding.

Because of the discovery of tremendous complexities 

and dilemmas, it was concluded to be unrealistic to 

present 'a set of neat proposals to solve all human 

resource management problems. However, it is felt 

that the observations made will prove beneficial to 

individuals faced with the prospect of managing a 

rapidly changing work environment.
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S^Ç110N_F0URj LIMITATIONS O F 'THE CURRENT' STUDY

Conventio n dictates that a note is now made of the inher

ent limitations of the investigation. To go into a 

detailed discussion of the factors which in some way 

limited my ability to discover truth would be in

opposition to the model of knowledge espoused. Indeed, 

the whole idea of limitations in connection with 

research activities seems incongruent with the 

phenomenological tradition. What has been offered 

throughout has been one plausible account of events 

observed. With this as the expressed status of the 

current work, the notion of limitations appears to have 

been rendered superfluous.

There is one major observation which can be made in 

this section, though not because it has limited this 

investigation. I would rather it was perceived as 

one of a host of factors that have added to the 

uniqueness of this research effort. This one particular 

point is emphasized because it is felt to be an import

ant consideration for those who consult this work with 

a view to gaining insight into experiences of work 

within rapidly changing organizations.

This point is that data collection was conducted at 

a time when the prevailing economic climate was very 

poor. There were suggestions that responses to rapid 

change at times when there were rising unemployment
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figures, daily announcements of redundancies, and so 

on, could have been at variance with behaviour in less 

gloomy times. In the words of one supervisor within 

the sample:

"I think they're accepting change better than they ever 
have done before ... There's a sigh of relief that 
they've still got a job."

In terms of the model of understanding presented in 

section one of this chapter, the poor economic climate 

could feasibly have had numerous implications. For 

instance, it is quite probable that uncertainty would 

not be so prevalent under less severe conditions when 

job security was in greater abundance. In turn, the 

notion of uncertainty could be less crucial in under

standing the nature of experiences of work within 

rapidly changing organizations than this study has 

coneluded .

Conditions of recession also probably affected the 

process of homeostasis. It is quite possible that 

the employer's contribution to the employment relation

ship was cognitively over-valued in oomparison with 

what it would have been in more prosperous times when 

individuals felt less appreciative of having continuous 

employment. With individuals greatly valuing their 

employment in the adverse conditions of the time of 

data collection, it is possible that fear of job loss 

dictated that there would be fewer instances than usual
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when individuals were prepared to engage in physical 

decreases in contribution to the employment relationship 

following rapid change being perceived as the producer 

of unpleasant experiences. Indeed, in less depressed 

times, it is probable that more individuals would have 

sought the ultimate decrease in contribution, in the 

form of voluntary exit, than this study found to be 

the case. It could also be suggested that it was 

insecurity as well as equity considerations which led 

individuals to experience tremendous discomfort when 

they perceived an inability to match their employer's 

increased contributions to the employment relationship. 

These are just a few of the possible implications of 

the poor economic climate for the results of this 

study, many of which appeared to gain support from the 

comments of several participants.

Finally, in passing, it is worth mentioning that a 

number of minor research-specific factors added to 

the uniqueness of this investigation. Being in the 

computers, electronics, and business systems sectors, 

it is clear that the data of the present study was 

largely from "high technology" industries. There is 

the possibility that attitudes expressed in other 

industries would be at variance with what was discovered 

For instance, technological innovation may possibly 

have far fewer pleasant experiences for individuals 

in industries not directly benefiting, in economic 

terms, from technological advancements as did those
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sample organizations engaged,in the marketing of high 

technology. It is also important to note that data 

collection, with few exceptions, took place in the 

two geographical regions of Southeast England and the 

Midlands. Data from other regions, with varying 

cultures, could possibly have produced differing results.



740

SECTION FIVE: DIRECTIONS FOR FURTHER RESEARCH

Being exploratory in nature, the character of this 

research has been one of covering a very wide substan

tive area without subjecting many particular issues 

to in-depth examination. Throughout the results 

chapters, countless interesting topics emerged as 

being worthy of a more thorough investigation than has 

been possible here. For instance, the notion of 

communication as a medium of change appears to me to 

invite further consideration, as does the topic of 

what makes certain individuals prosper within conditions 

of rapid change where others cannot. While much insight 

has been gained with regard to coping characteristics 

and individual susceptibility to the negative conse

quences of rapid change, we are still left with a need 

to more thoroughly address the searching question 

posed by Moos and Tsu (1976):

"Why is it that some people seek change and thrive on 
challenge, whereas others fear novelty and want 
consistency?" (p.5).

In addition, each counteraction factor identified is 

a subject area in its own right which could benefit 

from further study. The list appears endless.

In chapter six, the hope was expressed that others would 

take the findings emerging from this study as the 

starting point for further attention. With discovery
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research, one is paving the way for future investigations 

and constantly offering directions for further research.

It is important to acknowledge that the results and 

subsequent conclusions of discovery research can in no 

way be considered a finished article. Glaser and 

Strauss's (1967) model of research does not allow such 

claims with regard to the termination of one's theory 

generation activities:

"Whsn generation of theory is the aim...one is constantly 
alert to emergent perspectives that will change and help 
develop his theory. These perspectives can easily occur 
even on the final day of study or when the manuscript 
is reviewed in page proof: so the published word is
not the final one, but only a pause in the never-ending 
process of generating theory " (p.40).

So that is the status of this report: A pause and a

reflection upon the results of my sense-making 

at one point in time. Hence, it must be appreciated 

that the're is potential for not only further research 

but also for further theoretical development.

It should also be pointed out that by using a grounded 

theory approach in the manner described, the underlying 

model of understanding, presented earlier in this 

chapter, emerged in total long after the period of data 

collection was over. As a consequence, there has been 

little opportunity to put several of the conceptual 

elements of the model to extensive testing within field 

settings. This is obviously a task for future research.
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More directed attention to the notions of awareness, 

uncertainty, evaluation, and homeostasis within rapidly 

changing organizations are particularly necessary, 

especially under different conditions to those of the 

present study (e.g. under healthier economic conditions; 

in different industries; and in different geographical 

regions).

It would also be interesting to see whether the model 

of awareness, uncertainty, evaluation, and homeostasis 

has applicability wider than exclusively in respect 

of behaviour within rapidly changing work environments. 

For example, this explanatory framework intuitively 

seems pertinent to the stages individuals progress 

from first encounters through to subsequent behaviour 

towards each other. After the mutual awareness which 

comes with initial meeting, it is possible to suggest 

that individuals strive to reduce uncertainty and the 

discomfort it produces by seeking information about 

each other. On the basis of information obtained, a 

process of evaluation occurs where each individual 

reaches a conclusion(undoubtedly based upon personal 

needs and expectations) with respect to the pleasantness 

or unpleasantness of mutual interactions. Subsequently, 

homeostatic behaviour is engaged in, ranging from 

efforts to nurture the relationship at one extreme to 

attempts to terminate the relationship at the other. 

Testing this and other applications of the model, along 

with further development of the concepts where they
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appear pertinent to such substantive issues^ has 

potential to be most fruitful in terms of further 

research activities.

With any further research, whether or not concerned 

with the substantive area of this investigation, it is 

felt that one trend inherent in the ourrent study should 

be continued. This is the movement away from "laundered" 

accounts of research identified by Johnson (1977a). 

Information about the researcher, his frames of 

reference, and his research activities is essential if 

the reader is to gain insight into the factors influen

cing the researcher's persuasive account. Above all, 

though, the personal insights to be gained from 

examining such issues as one's inherent biases and 

one's method of conducting research are invaluable 

in terms of personal development.
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APPENDIX ONE

SUMMARY SHEET OF RESEARCH

This is a copy of the summary sheet originally sent to organizations 

requesting further information about the research, and later sent 

with all my initial letters of approach.

The summary sheet included is of the final version produced. As 

such it has been amended to include reference to the personality 

questionnaire that became a part of the research design following 

my experiences at Computako.
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SUMMARY OF Ph.D.RESEARCH

People’s experiences of change within their working environments. 

Researcher: T.M. Galvin, University of Bath

Objectives of the study

The study aims at obtaining a greater understanding of how people 

experience and react to change at work. Of particular interest is 

change of a rapid nature i.e. a great deal of change occurring in a 

short space of time. It is intended to conduct research in at 

least five organizations which are undergoing substantial or 

dramatic changes.

The research method

An important deviation of this study from the more traditional 

research investigations is that it is not commencing with specific 

hypotheses or ideas to test. Instead, it is hoped that the real 

issues of importance to people in changing work environments will 

emerge from fairly unstructured discussions with them.

In practical terms, the study is anticipated to last for 

approximately one month in each organization during which time about 

twenty people will participate. These people will preferably be a 

cross-section of a department, or departments, undergoing change, or 

experiencing the impact of change, with the organization.
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Each person taking part in the research will be required to:

1 Attend an unstructured interview. (Approximately one hour).

2 Attend an interview structured around the content of the

first interview. (Approximately one hour).

3 Complete a questionnaire. (Approximately thirty minutes).

These activities will be carried out at various stages during the

research period to ensure negligible disruption of normal working 

routines.

Benefits to the organization

For allowing this research to be conducted, an organization will 

receive a full report of the study's findings and any further 

assistance the organization may want or the researcher may be able 

to give. This will naturally be subject to responses of any 

particular individuals remaining confidential.

It is felt that feedback on how people are experiencing and reacting 

to change could be of use when attempting to resolve any problem 

issues that are present, or may be present in the future, as a 

result of change. It is also anticipated that such information 

will assist in the development of effective strategies for the 

management of change.
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APPENDIX TWO

THE SUITABILITY OF THE RESEARCH SITES WITH RESPECT TO THE AIMS 

AND OBJECTIVES OF THE PRESENT STUDY

A number of criteria of rapid change were devised to assist in 

the identification of potentially suitable research sites. Here 

these criteria are reproduced and an indication is made as to which 

of these criteria were satisfied by the four host organizations 

within a twelve month period. Hence the suitability of the research 

sites in the context of the present study is illustrated.
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APPENDIX THREE

THE QUESTIONNAIRE

This is a copy of the questionnaire that was devised in an attempt 

to obtain a deeper understanding of the impact of change upon 

individuals at work. The administration of this research instrument 

became an integral part of the second interviews conducted with 

research participants.
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QUESTIONNAIRE

All individual replies will be treated in a STRICTLY CONFIDENTIAL 

manner.

Introduction

The purpose of this questionnaire is to find out how people are 

affected by changes that take place within their working lives. It 

consists of a number of statements to which people may, to differing 

extents, agree or disagree.

Perhaps you can first think back to changes that have taicen place in 

either the organization or your job within the last year or so. With 

these changes in mind, you are then asked to indicate your reactions 

to the statements by means of a scale which is explained below.

The Scale

The numbers on the scale represent the following possible reactions 

to a statement:

1 - 1  strongly agree

2 - 1  agree

3 - 1 am undecided

4 - 1  disagree

5 - 1  strongly disagree

In each of the questions, you are asked to circle the number on the 

scale relating to the particular question which most adequately 

represents your reaction to the statement given.



759

QUESTIONS

In general, the recent changes 1 have 

experienced at work have been desirable.

strongly strongly
agree disagree
1 2 3 4 5

2 People come and go so quickly that it is 1 2  3 4 5

difficult to really get to know them.

3 1 get the impression that changes have 1 2  3 4 5

made people less loyal to the organization.

4 As a result of recent changes, 1 spend a 1 2  3 4 5

fair amount of my leisure time thinking

about work.

5 So many things are now changing that the 1 2  3 4 5

organization appears to be in a state of

constant turmoil.

6 On the whole, 1 feel quite happy working 1 2  3 4 5

here.

7 1 am finding that as more and more changes 1 2  3 4 5

take place, my past work experience is becoming

less and less relevant.
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8  T h e r e  h a v e  b e e n  o c c a s i o n s  w h e n  c h a n g e s

h a v e  p r o d u c e d  s i t u a t i o n s  I  h a v e  f o u n d  

d i f f i c u l t  t o  t o l e r a t e .

3 4 5

9 T h e r e  i s  n o t  a s  m u c h  a v a i l a b l e  t i m e  a s  1 2  3 4 5

1  w o u l d  l i k e  t o  m a k e  d e c i s i o n s .

1 0  T h e  f i r s t  1  u s u a l l y  k n o w  a b o u t  c h a n g e s  1 2  3  4  5

i s  w h e n  t h e y  h a v e  b e e n  i m p l e m e n t e d .

1 1  T h e  o r g a n i z a t i o n  i s  c h a n g i n g  s o  f a s t  i t  1 2  3  4  5

l e a v e s  m e  b r e a t h l e s s  a t  t i m e s .

1 2  S o m e t i m e s  1  f e e l  l i k e  i g n o r i n g  n e w

s i t u a t i o n s  a t  w o r k .

1 2 3 4 5

13 C o p i n g  w i t h  c h a n g e  k e e p s  m e  p h y s i c a l l y  1 2  3 4 5

a n d  m e n t a l l y  f i t .

14 I t  i s  e a s y  t o  b e c o m e  f r u s t r a t e d  b y  c h a n g e .  1 2  3 4 5

15  M a n y  a s s u m p t i o n s  1 h a v e  m a d e  a b o u t  w o r k  1 2  3  4  5

i n  t h e  p a s t  n o  l o n g e r  a p p l y .

16 I t  i s  o n l y  a f t e r  a  g r e a t  d e a l  o f

c o n s u l t a t i o n  w i t h  m e  o r  m y  

r e p r e s e n t a t i v e s  t h a t  c h a n g e s  t a k e  p l a c e .

1 2 3 4 5

17 M o s t  o f  t h e  d e c i s i o n s  1  m a k e  a r e  o f  a

r o u t i n e  n a t u r e .

1 2 3 4  5
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l3 Recent changes have tended to make me 1 2  3 4 5

irritable.

19 1 frequently find myself talking about 1 2  3 4 5

changes at work to my family and friends.

20 Coping with recent changes has been 1 2  3 4 5

exhausting.

21 1 have found that many changes that have 1 2  3 4 5

occurred have given me more freedom at

work.

22 Things have changed so dramatically that 1 2  3 4 5

work rules of the past have become totally

irrelevant.

23 1 always have the opportunity to have a 1 2  3 4 5

say in changes that will affect me at

work.

24 1 often feel that there's too much infor- 1 2  3 4 5

mation with which to cope.

25 Frequently 1 seek and encourage change 1 2  3 4 5

at work.

26 A changing work environment can be very 1 2  3 4 5

stressful.
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27 Recent changes have made it harder to 1 2  3 4 5

form lasting friendships at work.

28 The changes 1 have experienced have 1 2  3 4 5

generally made me more committed to

the organization.

29 Changes within the organization occur 1 2  3 4 5

at such a slow pace that they are diffic

ult to detect.

30 1 am able to forget about work when 1 1 2  3 4 5

am at home.

31 It is common for changes at work to make 1 2  3 4 5

me feel very tense.

32 1 always know well in advance about 1 2  3 4 5

changes that are likely to affect me.

33 Working in a changing environment is 1 2  3 4 5

really satisfying.

34 It appears that many people within the 1 2  3 4 5

organization are resisting changes.
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35 Recent changes have meant that every 1 2  3 4 5

decision I malce tends to be non-routine

in nature.

36 I have a fair degree of influence over 1 2  3 4 5

the changes taking place within the

organization.

37 The recent changes have certainly taken 1 2  3 4 5

the monotony out of working.

38 A changing work environment is good for 1 2  3 4 5

my overall well-being.

39 1 often feel inclined to resist changes 1 2  3 4 5

that take place.

40 No-one ever refers to me when changes 1 2  3 4 5

are being planned.

41 Some changes have been so dramatic that 1 2  3 4 5

a totally new working situation had been

created.

42 The changes 1 have experienced have made 1 2  3 4 5

me extremely excited at times.

43 1 sometimes feel that 1 just cannot keep 1 2  3 ^ 5

pace with the changes occurring at work.
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44 Work has an adverse effect upon my 1 2  3 4 5

general health.

45 Recent changes have meant that many of 1 2  3 4 5

my skills are no longer used.

46 1 have found it difficult to adjust to 1 2  3 4 5

recent changes,

4? Changes occur with a frequency that makes 1 2  3 4 5

the head swim.

48 1 sometimes lose sleep thinking about work.1 2 3 4 5

49 Frequently 1 do not have sufficient 1 2  3 4 5

information upon which to base my decisions.

50 Changes taking place at work are rarely 1 2  3 4 5

noticeable.

51 1 have to make more and more decisions at 1 2 3 4 5

work these days.

52 1 have known times when changes and their 1 2  3 4 5

effects have made me physically ill.

53 There have been times when changes at work 1 2  3 4 5

have left me completely confused and disorientated.
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54 Owing to recent changes, I frequently 1 2  3 4 5

find myself working with relative strangers.

55 With more and more changes at work, 1 1 2  3 4 5

feel the best thing to do is to carry

on as though nothing has happened.

56 As more and more changes occur, 1 am 1 2  3 4 5

finding that my ties with the organization

are becoming weaker.

57 It is increasingly necessary for me to 1 2  3 4 5
learn new skills and ways of working.

58 It is unlikely that a change would take 1 2  3 4 5

place when my opposition to it had been

made known.

59 If we could travel back a few years in 1 2  3 4 5

time, the organization would hardly be

recognizable.

60 As a result of recent changes 1 now have 1 2  3 4 5

more responsibility.

61 1 have often found that changes have made 1 2  3 4 5

my working life painfully disorganized.

THANK YOU VERY MUCH FOR YOUR CO-OPERATION.
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APPENDIX FOUR

INITIAL DATA CATEGORIES

Here are listed the initial data categories for the four host 

organizations. Brief descriptions of the elements of meaning 

represented by these initial categories are included.

Whenever possible, the category labels were taken from participants' 

language. Consequently, care must be taken when making comparisons 

between host organizations at the initial data category level. 

Categories of the same name sometimes represent different elements 

of meaning and differently labelled categories are frequently 

synonymous. For instance, the category of "comparisons" had 

different meanings at Computako, Midland Systems, and Dataware.

This was the same with "experience" at Computako and Midland 

Systems. The same element of meaning was termed "rumours" at 

Unitran and "grapevine" at Dataware. "Serenity" at Midland Systems 

was equivalent to "anticlimax" at Dataware*
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INITIAL DATA CATEGORIES: COMPUTAKO

Computako People Descriptions of the characteristic 

features of Computako employees.

Limited Time Indications of there being a lot (or too 

much) to do in a very short time.

3 Social Science 

Awareness

Displays of knowledge in social science 

areas, including general human resource 

management.

4 Company Success References to the success of the 

organization.

The Provider References to the provision of company 

benefits.

6 Management Anxiety Anxiety expressed by managers concerning

the effects of rapid change.

7 Management Strategies Strategies used by managers in an

attempt to counteract problems they 

associated with rapid change.

8 Unionization References to lack of, or need for, 

union representation.
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9 Inexperience References to actual or potential 

inexperience of organization members, and 

problems associated with this inexperience.

10 Decentralization References to the decentralization 

programme and its effects.

11 Elite Comments indicating that people working 

at Computako felt superior to others in 

their field, both in terms of personal 

attributes and organizational 

achievements.

12 Information References to the availability of job- 

related information as an aid to decision 

-making.

13 Presentations Discussions of making displays and 

presentations at work.

l4 Keeping Track References to difficulties in respect of 

knowing who was doing what at a given time 

and where certain organization members 

could be located.
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15 Public Image Reference made to the accepted company 

image and its ways of operating.

16 Cracks Flaws in the performance which deviated 

from the "public image".

17 Identification References to the name tags worn at all 

times by Computako personnel.

18 Open Plan References regarding the open plan 

nature of the office environments and the 

lack of private office accommodation.

19 Extravagance Observations relating to Computako's 

disregard for economy.

20 Visitors Observations about the treatment of 

visitors to the organization.

21 Formality References to the increasing formality of 

the organization.

22 By-passing Observations relating to the phenomenon 

of employees being promoted to their limits 

and subsequently being overtaken by others, 

usually younger than themselves.
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23 Fronts Comments referring to the phenomenon of 

people projecting a facade, divorced from 

their usual personality, while at work.

24 Selection References to the Computako selection 

procedure.

25 Tolerance Observations concerning the high tolerance 

levels that individuals had for difficult 

conditions owing to expectations of such 

conditions at times of rapid change at 

work.

26 Communication References to all forms of communication, 

whether good or bad.

27 Insecurity Uneasiness caused by change or anticipated 

change.

28 Casualty References to persons adversely affected 

by rapid change.

29 On Board All uses of this expression.

30 Party Pieces Frequently used stories and expressions.
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31 Self Sacrifice Expressions of willingness to put the good 

of the organization before the good of self.

32 Merit Discussions of the importance of merit at 

Computako.

33 Awareness References to the awareness of events of 

change and their implications, past and 

present.

34 Comparisons Discussions of contrasts between the 

rapidly changing work environment and ones 

of greater stability.

35 Freedom References to freedom both as a result of 

company policy and of rapid change.

36 Demotion Actual or perceived downward changes in 

status as a result of change.

37 Rationale References to knowing, or not knowing, the 

reasons for a certain change.

38 Big Brother References to courses of action instigated 

by parts of the parent company in the 

United States or Europe.
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39 Disciplines Discussions of the effects of the 

organization being split into several 

autonomous units, or disciplines.

40 Different Effects Observations that rapid change affects

different people in different ways.

4l Promotion References to increased actual or 

potential job opportunities as a result 

of rapid change at work.

42 Technology Discussions of the impact of rapidly 

changing technology.

43 Systems References to the increasing use of 

computerization in the organization.

44 Positives Reported positive reactions to rapid 

change.

45 Solid All uses of this expression,

46 Unprepared Discussions of change occurring at an 

unanticipated rapid rate.

47 Training References to the incidence of this 

activity within Computako.
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48 Outstrip Reference to rapid change leaving 

company systems and procedures inadequate 

to cope with day-to-day operations.

49 Negatives General adverse effects of rapid change,

50 Organizational 

Complexities

Problems inherent in the company 

structure.

51 Salary Reported dissatisfaction with levels 

of remuneration.

52 Family References to the perception of the 

organization as a family unit.

53 Stress References to the incidence of this 

phenomenon.

5 4 Pressure References to the incidence of this 

phenomenon.

55 Commitment Clear identification with company goals 

and excessive work efforts to assist the 

company achieve these goals.
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56 Equity Expressions indicating the perception of 

a relationship between contribution to the 
company and rewards from it.

57 Games Interpretations of life within the rapidly 
changing organization as a game.

58 Assistance References to assistance from other 
members of the organization.

59 Home Life References to work activities infringing 
upon private time.

60 Objectives Talk of setting tasks, goals,objectives 
to achieve.

61 Humour Reports of a sense of humour helping people 
cope with change.

62 Fire Fighting References to day-to-day actions required 
to alleviate problems associated with 
rapid change.

63 Resources References to having insufficient resources 
to adequately cope with change.
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64 Continuity References made to the non-stop nature 

of change.

65 Exit Discussions of individuals who have 

actually left or who intend to leave 

the organization because of the impact 

of rapid change.

66 Trapped Reports of financial and benefits aspects 

of employment at Computako being so good 

that individuals found they could not 

afford to leave the organization.

67 Personal

Characteristics

Identification of characteristics 

necessary for coping with a rapid pace of 

change.

68 Subordinate 

Reaction

Reactions to rapid change noticed in 

a person’s subordinates.

69 Customer Contact Reported implications to customers of 

rapid changes taking place within the 

organization.

70 Management Distance References to managers being remote from

everyday organizational affairs.
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71 Inadequacy Feelings of inability to do job owing to 

changes experienced.

7 2 Future O.K. Observations expressing a belief that 

everything would turn out to be acceptable 

in the future.

73 Substitute Examples cited of rapid change being used 

as a substitute for a real cause of 

dissatisfaction.

7 4 Balance References to the activity of weighing 

advantages of rapid change against 

disadvantages.

75 Interpretation References to being aware of changes long 

before they were announced by an ability 

to interpret or read signs.

76 Race Analogies relating to being involved within 

some activity of racing.

77 Experience References to experience being of great 

importance and benefit.

78 Justification Reasons put forward to justify adverse 

effects of change.
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INITIAL DATA CATEGORIES: MIDLAND SYSTEMS

Impersonal References to the belief that the 

atmosphere within the organization had 

become less friendly and more impersonal

Work Emphasis References to a changing attitude of 

management to one where maximum work 

output was the all-important achievement,

Serenity References to the "quietness" that was 

present during a period between rapid 

changes, as things began to settle down 

and become stable.

4 Redeployment

5 Suspicion

Discussions of people being redeployed 

when it had become obvious that they were 

not capable of doing revised jobs, or 

there had been too many incumbents for the 

new job.

References to the lack of trust with regard 

to the motives behind, and the final format 

of, change.

6 Communication References to all forms of communication, 

whether good or bad.
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Redundancy Fear Talk of fear of job loss as a result 

of change.

Pessimism Observations that it was a natural 

tendency to think the worst was going 

to happen as a result of rapid change.

Private Life Reported effects of change at work upon 

behaviour or attitudes in private life.

10 Insecurity Discussions of decreased feelings of 

security as a result of, or in 

anticipation of, change.

11 Repression Reports of deliberately pushing to the 

back of the mind all thoughts of planned changes 

as well as denying the possibility of 

inevitable changes.

12 Skill Transfer Talk of transferring skills to accommodate 

to changed jobs.

13 VDU Negatives Reported adverse effects, mental or 

physical,resulting from working with 

equipment incorporating visual display units,
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l4 Equipment Failure Discussion of the occurrence and results

of computer breakdowns.

15 Confusion References to the bewilderment at times 

of rapid change due to no-one appearing 

to know the new modes of operation.

16 Inadequacy Reported feelings of inadequacy as a 

result of changed methods of work.

17 Poor Management References to perceived shortcomings in 

the management of the process of change 

and related aspects.

18 Training Discussion of programmes designed to 

equip people with the skills required 

for changed job demands.

19 Experience Reported decline in importance and 

consideration being given to long serving 

and experienced employees.

20 Comparison Discussion of the differences in conditions 

within different sections of the 

department.
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21 Ring Leader References to the revolutionary informal 

leader of one section of the department.

22 Timidity Reports of fear of approaching managers 

and supervisors on matters of dissatis

faction, largely because of perceived 

negative consequences.

23 Desk Move Discussion of the reshuffle of seating 

positions enforced upon one section.

24 Observation Reported feelings of always being 

watched by supervisors and managers who 

were making sure that all available time 

was being devoted to work.

25 Flexitime References to the introduction and 

operation of flexible working hours.

26 Exit Reported desire to leave job or company 

as a direct consequence of changes 

experienced.

27 Indifference References to a "couldn't care less" 

attitude resulting from experiencing 

rapid change at work.

28 Pressure References to the incidence of this 

phenomenon.
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29 Individual
Characteri sties

Identification of characteristics 

necessary for coping with a rapid 

pace of change.

30 Different Effects Observations that rapid change affects

different people in different ways.

31 Isolation Reported feelings of belonging to an 

isolated group within the organization 

as well as management actions apparently 

designed to ensure the existence of this 

phenomenon.

32 Work Orientation Reported main reasons for working.

33 Survival Reported personal characteristics and 

attitudes of mind that had enabled 

individuals to "survive" at times of 

rapid change.

34 Inefficiencies Examples cited of work practices that had 

developed following changes, and were 

considered wasteful in terms of time or 

money.

35 Grading References to adjustments of job gradings 

following computerization and associated 

changes.
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36 Dual Working References' to the activity of doing part 

manual work and part computer work during 

the transition to the computerized system.

37 Anticipation Reports of actually looking forward to 

events of change.

38 Records References to the keeping of figures relat

ing to an individual's performance.

39 Future O.K. Observations expressing a belief that 

everything would turn out to be acceptable 

in the future.

40 Management Change References to the change of supervisors

and managers.

4l Inflexibility Observations that the computerized system 

was less flexible than the manual one.

42 Us and Them References to the strong division between 

"management" and "workers".

43 Moans References to employees voicing 

dissatisfaction about rapid change 

amongst themselves.
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44 Recruitment References to the recruitment policies 

and procedures of the organization.

45 Royalty References to organization members as "king" 

or "queen".

46 Dickensian Descriptions of past archaic attitudes 

and modes of operation within the organiz

ation.

47 Checking Reports of reverting to old working 

methods to ensure that new methods 

produced correct results, stemming from 

lack of confidence in the new system.

48 No Result Discussions of the effects of no longer 

seeing the end result of work done due to 

changed methods of operation.

49 Language References to the predominance of a new 

language (mainly computer jargon) within 

the department.

50 Outcome Discussions of seeing the final results 

of processes of change.

51 Frustration Reports of feeling frustrated during the 

process of rapid change.
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52 Rationale Examples of problems occurring as a 

result of people being unaware of the 

reasons for change.

53 Limited Time References to the feeling that there was 

insufficient time to do all that was 

required during periods of transition.

54 Atmosphere Observations relating to a perceived 

"atmosphere" within a section or 

department.

55 Trapped Reports of neccessity of putting up with 

negative effects of rapid change as trapped 

within the organization for financial 

or other reasons.

56 Retaliation Reports of actions taken against the good 

of the organization as a result of 

dissatisfaction with management actions.

57 Discontinuity Observations indicating change of a 

discontinuous nature.

58 Resistance References to resistance to change, overt 

or covert.
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59 Open Plan D i s c u s s i o n s  o f  t h e  e f f e c t s  o f  w o r k i n g  

w i t h i n  a n  o p e n  p l a n  o f f i c e  e n v i r o n m e n t .

6 0 E x c i t e m e n t R e p o r t s  o f  e x p e r i e n c i n g  r a p i d  c h a n g e  a s  

b e i n g  e x c i t i n g  a n d  s t i m u l a t i n g .

61 V e n t i l a t i o n C o m p l a i n t s  a b o u t  t h e  a i r  c o n d i t i o n i n g  s y s t e m ,

62 U n i o n s R e f e r e n c e s  t o  t h e  a c t i o n s  o f  t r a d e  u n i o n s  

a n d  t h e i r  o f f i c e r s .

63 T r i v i a l i t y O b s e r v a t i o n s  t h a t  p e o p l e  t e n d  t o  

c o n c e n t r a t e  o n  t r i v i a l  i t e m s  a t  t h e  

e x p e n s e  o f  m a j o r  i t e m s  o f  c h a n g e .

64 O f f i c e  M o v e R e f e r e n c e s  t o  t h e  m o v e  f r o m  s m a l l  o f f i c e s  

i n  a n  o l d  b u i l d i n g  t o  t h e  o p e n  p l a n  o f f i c e  

o f  t h e  n e w  b u i l d i n g .

65 V o l u m e D i s c u s s i o n s  o f  t h e  h i g h  v o l u m e  o f  w o r k  

p r e s e n t  a t  t h e  t i m e  o f  c o m p u t e r i z a t i o n .

66 H u m o u r R e f e r e n c e s  t o  a  r e l i a n c e  u p o n  h u m o u r  t o  

p r e v e n t  a d v e r s e  e f f e c t s  o f  c h a n g e .
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67 Memories Observations that when looking back 

upon past work experiences there is a 

tendency to remember only the good points,

68 Personality Change Reports of perceived personality changes,

within self or others, brought on as a 

result of change.

69 Illness Examples of illnesses, mental or physical, 

directly attributed to change.

70 Separation Reports of impression that supervisors 

and managers were attempting to break up 

formal and informal groupings of employees 

by turning them against each other.

71 Comradeship Reports of people becoming more close 

with the external threat of change being 

evident.

72 Promises Examples of promises made by management 

that had never materialized.

73 Fatalism Reports of accepting changes with the 

attitude of "There's nothing that can 

be done about it".
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74 Unsuitable Acknowledgements that many existing

employees did not have the required 

skills to cope with rapid change and 

operate successfully in the changed 

set-up.
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Reshuffle Discussions of moving around the shop 

floor as a result of reorganizing the 

production process.

2 Adaptation References to the settling down process 

following major events of change.

3 Rationale References to knowing/understanding or 

not knowing/not understanding the 

reasons for change.

4 Inefficiency Reports that rapid change had made the 

production process less efficient.

5 Uncertainty Reports of the occurrence of this feeling 

before and during periods of rapid change.

Rumours References to the informal communication 

network.

7 Communication References to the formal communication 

system.

8 Management Observations about newly acquired managers 

and their different modes of operation.
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Idea Change Reference to the phenomenon of 

management appearing to be following one 

line of action when a change of mind 

produced a different course.

10 Management Distance Observations that managers appeared to

be getting increasingly distanced from 

the shop floor.

11 Confusion Reports of "muddled up" states of affairs 

prior to particular events of change where 

people were unsure of what was going to 

happen.

12 Negatives Reported adverse effects of change felt 

by individuals.

13 Isolation Reports of being isolated from the effects 

of change either due to position in factory, 

hierarchy, and so on, or due to personal 

actions and attitudes.

l4 Moans Observations of complaints about change 

and its effects to immediate group but 

not to management.
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15 Ventilation Discussions of excessive heat and 

stuffiness on the shopfloor.

16 Demotion Observations that rapid change resulted 

in demotion of persons within the 

organization.

17 Helplessness Observations that people had no control 

in respect of the outcome of changes.

18 Inhumane Reports of employees being treated with 

no respect for their feelings or humanness.

19 Questions Discussions of the activity of attempting 

to get information relating to change 

from supervisors.

20 Disruption Reports of the upheavals caused by rapid 

change.

21 Disorientation Observations relating to being mixed up 

and "not knowing where you are" during 

rapid change.

22 Positives Reports of being affected beneficially 

by rapid change.
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23 Different Effects Observations that rapid change had a 

different effect upon different people,

24 Timidity Expressed fear of making a fuss about 

change due to the possibility of future 

repercussions.

25 Fall Off Discussions of the rapidly decreasing 

volume of work.

26 Convenient Reports of working at the company solely 

because it was convenient i.e. near to 

home, good hours of work, and so on.

27 Redundancy Fear Reports of becoming worried about losing 

job through redundancy.

28 Inconvenient Reports of management attempts to reduce 

size of workforce by making employment 

at the organization less convenient.

29 Relocation Discussion of the relocation of one section 

of the factory to another site and the 

effects this had.

30 Divisionalization Reports about the divisionalization programme
and its effects.
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31 Relief Observations relating to the feeling of 

relief experienced when the actual extent 

of change was found to be less far-reaching 

than rumours suggested.

32 Fade Out References to the short-lived nature of 

both speculation about change and the 

effects of change.

33 Instrumental Admissions that the main reason for 

working was monetary reward.

34 Trapped Expressed feelings of being tied to the 

company with an inability to leave.

35 Feedback References to the provision for making 

feedback with respect to opinions about 

changes.

36 Wait and See Observations that the best attitude for 

coping with change was to sit back and 

wait and see the exact nature of change 

instead of worrying over possibilities.

37 Future O.K. Conviction that things would turn out 

fine in the long run. Anticipation of 

problems remedied due to the temporary 

nature of organizational life^
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38 Hardened Observations that one becomes hardened to 

change having been subjected to a great 

deal of it.

39 Humour Evidence of people using humour to combat 

potential adverse effects of change.

40 Specialization Reports relating to the effects of doing 

less features of a particular job with 

a view to increasing productivity.

4l F a m i l y Observations that there had been a 

decreasing family atmosphere as time 

went on.

42 Resistance Results of being reluctant to accept 

change.

43 WPC References to the Works Productivity 

Council.

44 Personality Change Observations that when going through 

periods of rapid change some individuals 

exhibited changed personality characteris

tics.
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45 Inadequacy Reports of feelings of decreased 

competence, particularly where a person's 

status had been transferred from expert 

to novice as a result of change.

46 Resilience Observations concerning the surprising 

speed with which individuals got used to, 

or accepted, change.

4? Planning References to the planning/lack of planning 

of change.

48 Technological References to the impact of technological 

change.

49 Short Term Observations that the normal expectation 

of employment with Unitran was for a short 

period, usually owing to the large numbers 

of young women employed who soon left to 

have children.

50 Redundancies Discussions of the redundancy situation.

51 Exit Reports of considering leaving the organ

ization as a direct consequence of change.
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52 Tests References to the training of production 

operatives to do simple instrument 

testing.

53 Politics Discussions of political actions taken 

within the organization.

54 Apathy Observations that people were no longer 

approaching their work in an enthusiastic

manner.

55 Personal

Characteristics

Observations concerning individual 

characteristics pertinent to the ability 

to cope with conditions of rapid change.

56 Interpretation Reports of expectations of change brought 

about by interpreting signs.

57 Comradeship Reports of increases/decreases of 

friendliness directly associated with the 

effects of change.

58 Severance Ability Discussions of perceived ease of leaving

organization.

59 Training Lack Reports of the inadequacy of training 

within the organization.
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INITIAL DATA CATEGORIES: DATAWARE

1 Career Aspirations References to the degree of aspiration

for career development within the 

organization.

Culture Observations relating to the predominant 

culture of Dataware.

3 Continuity References made to the non-stop nature 

of change.

4 Positives Reports of aspects of rapid change 

producing desirable effects.

5 Opportunities Observations regarding the link between 

the rate of change and the availability 

of career opportunities.

6 Different Effects Reports that different people were

affected by rapid change in different ways,

7 Resistance Examples of resistance to change cited 

by participants.

8 Proximity References to the phenomenon of large 

"distant" changes producing little impact 

upon individuals and small "local" changes 

having great impact.
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9 Hostility Observations regarding hostile reactions 

of some individuals to change.

10 Outgrown Reports of change producing situations 

which managers found they were incapable 

of controlling.

11 Dataware People Descriptions of the characteristic features 

of Dataware employees.

12 Satisfaction Sources References to the prime sources of job

satisfaction within the Dataware 

environment.

13 Communication References to the formal communication 

network.

l4 Grapevine References to the informal communication 

network.

15 Interpretation Observations of being aware of changes 

long before they were announced by an 

ability to interpret or read signs.

l6 Job Growth Observations regarding increased areas of 

activity and general workload resulting 

from rapid change.
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17 Pressure References to the incidence of this 

phenomenon.

18 Suddenness Observations of the abrupt nature of the 

incidence of changes.

19 Anticlimax References to the anticlimatic nature 

of intervals between periods of rapid change.

20 Stimulation References to the stimulating nature of 

a rapidly changing work environment.

21 Resolution Reports of the attitude that any problems 

caused by rapid change could be easily 

remedied.

22 Enthusiasm Observations of the enthusiastic attitudes 

of the majority of Dataware employees.

23 Family References to the perception of the 

organization as a family unit.

24 Product Confidence Reports that the products of Dataware

were considered the best on the market,

25 Recruitment Pressure Observations that the tremendous growth

of the organization was producing a burden 

in terms of recruiting further employees.
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26 Training Pressure Observations that the tremendous growth 

of the organization was producing a burden 

in terms of training employees to cope 

with organizational demands.

27 Formality Reports of increasing formality within 

the organization.

28 Short Service Observations that majority of Dataware 

employees were relative newcomers with 

short periods of service within the 

organization.

29 Graduality Reports that although the organization 

was undergoing change of great rapidity, 

the perception was one of gradual change 

to employees.

30 New District R e f e r e n c e s  t o  t h e  r e c e n t  e s t a b l i s h m e n t  o f  

a  n e w  s a l e s  d i s t r i c t  a n d  t h e  a s s o c i a t e d  

r e s t r u c t u r i n g  o f  t h e  o r g a n i z a t i o n .

31 Personal Traits Observations of personal traits of 

individuals which influenced their ability 

to cope with rapid change at work.

32 Refurbish References to the recent reorganization 

and redecoration of the office accommodation,



800

33 Leading Around Observations of the attempts by managers 

to influence attitudes in a manner 

conducive to the acceptance of planned 

changes.

3 4 Credibility Reports of the low age of senior 

organization members producing problems 

of credibility when dealing with more 

traditional organizations.

35 Change Expectations Observations that individuals within both

the organization and the industry expected 

high levels of change and could be upset 

if this was not taking place.

36 Status Quo Reports of situations of rapid change 

having little impact upon individuals as 

they were used to such situations as a 

normal part of everyday organizational 

life.

37 Large Company 

Atmosphere

References to the increasing movement 

from a family atmosphere to that of a 

large organization.

38 Involvement References to the necessity of involving 

everyone in decisions concerning changes 

affecting themselves.
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39 By-passing Observations relating to the phenomenon 

of employees being promoted to their 

limits and subsequently being overtaken 

by others usually younger than themselves.

40 Comparisons Discussions of contrasts between Dataware 

and the "average British company".

4l Severance Ability Observations of the perceived degree of 

ease or difficulty with which ties with 

the organization could be broken by 

termination of employment.

42 Demotion Examples of actual or percieved demotion 

as a result of change.

43 Exit References to individuals leaving the 

organization as a consequence of change.

44 Administration Lag Reports of the inability of administrative

procedures to keep up with the rate of 

change.

45 Structure Change Reference to changes of structure within

the organization.

46 Negatives General adverse affects of rapid change.
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4? Switched Off Discussions of the characteristic 

behaviour of individuals disillusioned 

with life at Dataware.

48 Broken Social Ties Discussions of the good and bad effects

of frequent changes of immediate work 

colleagues.

49 Management Remoteness References to the increasing distancing

of management from the day-to-day affairs 

of the organization.

50 Best People Observations about the policy of Dataware 

to employ only the best available people 

in their respective fields of activity.

51 Change Acceptance Reports of the low impact of change upon 

individuals and their general predisposit

ion to accept it without questioning.

52 Reaction Testing Observations of management using the 

informal communication network to test 

reactions to proposed changes.

53 Home Life References to the degree of impact of 

work activities upon private life.
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54 All In The Mind References to the phenomenon of people 

experiencing the greatest impact of change 

before the event of change, through think

ing about the possible problems and 

consequences.

55 Black Hole Discussions of the period a new recruit 

went through when it appeared everyone 

was more able than him, and he was unable 

to make a proper contribution.

56 Central Life 

Interest

Observations of work being the most 

important element of an individual's life.

57 Personality Change Reports of changes in personality associ

ated with rapid change.

58 Sink Or Swim References to the company policy of 

giving individuals a great deal of 

responsibility and then requiring them to 

prove themselves.

59 Self Doubt Observations of feeling inadequate in 

relation to the demands of one's job.

60 Policy Change Reports of changing company policies,
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61 Promotion
Incompetence

References to the problem of incompetence 

resulting from rapid promotion.

62 Politics Discussions of activities of 

organizational politics.

63 Office Move References to the move around of sections 

and departments within the office block.

64 Annoyance Reports of this feeling as a direct 

consequence of change.

65 Fade Out Observations of the incredible speed 

with which dissatisfaction about change 

was forgotten.

66 Boredom Dissatis

faction

Observations that it was only when people 

became bored with their jobs that they 

became dissatisfied with change.
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APPENDIX FIVE

HIGHER ORDER DATA CATEGORIES

Here are listed the higher order data categories for the four host 

organizations. Reference is made to the initial data categories 

embraced by the higher order categories and the meaning of each 

higher order category is explained. The labels used for these 

higher order data categories are my own constructions but the 

influence of research participants' language is in evidence.

There is a high degree of similarity between the four organizations 

with most of these higher order categories being pertinent to each 

one. This is because although there was great variety between 

companies at the initial data category level, these combined 

together to form similar elements of meaning at a higher order level 

for each hôst organization concerned.

It should be noted that the higher order category labels of 

"Company Image" and "Cracking of Company Image" have not been 

consistently applied and have different connotations between 

organizations. Computako and Dataware were particularly concerned 

with maintaining what I have termed a presented company image. The 

label "Company Image", for these two organizations, refers to this 

phenomenon. That of "Cracking of Company Image" refers to the
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dilution and disintegration of the presented company image.

Midland Systems and Unitran did not have the same desire to maintain 

such an image. For Midland Systems, the higher order data category 

of "Cracking of Company Image" relates to the supersession of the 

organization's traditional culture by a new one. At Unitran, this 

higher order data category embraces issues supporting the frequent 

contention of, "it's not the same place anymore".
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HIGHER ORDER DATA CATEGORIES: COMPUTAKO

1 COMPANY IMAGE

Initial data categories: Objectives, home life, equity, 

commitment, solid, comparisons, merit, 

self sacrifice, party pieces, on 

board, selection, visitors, 

extravagance, open plan, public image, 

presentations, élite, unionization, 

the provider, company success, 

Computako people, freedom, promotion, 

training, family, assistance, 

technology, customer contact, social 

science awareness, experience.

Explanation of category; This category relates to the many 

facets of the established image of 

Computako. The organization had 

built up an image of the type of 

company it was and the type of people 

that filled its ranks. Much company 

propaganda related to these aspects. 

Employees seemed most pleased to 

believe they were special people 

working for a special organization.



CRACKING OF COMPANY IMAGE
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Initial data categories; Insecurity, games, assistance, 

family, salary, disciplines, 

rationale, demotion, casualty, fronts, 

by-passing, formality, keeping track, 

inexperience, promotion, training, 

negatives, cracks, communication, 

management distance, customer contact, 

trapped, open plan, equity, public 

image, elite, objectives, selection, 

exit, big brother, organizational 

complexities.

Explanation of category; This category is concerned with the 

disintegration of the established 

image of Computako resulting from 

the occurrence of rapid change.

PSYCHOLOGICAL EFFECTS

Initial data categories: Insecurity, freedom, different effects, 

stress, pressure, continuity, 

inadequacy, negatives, information, 

technology, subordinate reaction, 

limited time, race.



809

Explanation of category: This category relates to all the 

adverse psychological effects 

directly attributed to rapid change 

by participants in the research.

4 COMPANY/MANAGEMENT COUNTERACTION

Initial data categories: Balance, fire fighting, management 

strategies, management anxiety, 

decentralization, training, stress.

Explanation of category: This category covers all data 

collected about deliberate management 

actions designed to facilitate change 

or to counteract problems connected 

with it.

INDIVIDUAL COUNTERACTION

Initial data categories; Humour, exit, justification, tolerance, 

stress, games, interpretation, 

awareness, personal characteristics, 

future O.K., experience, different effects,

Explanation of category: This category embraces all factors 

reported to provide a degree of 

immunity from what participants saw 

as potentially harmful effects of 

change of great rapidity.



6 COMRADESHIP
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Initial data categories; Family, assistance, identification.

Explanation of category; This category relates to the 

reported increases and decreases in 

friendship at work as a result of the 

occurrence of change.

7 UNPREPAREDNESS

Initial data categories: Unprepared, outstrip, resources, 

cracks, communication, training, 

systems, continuity, salary, 

selection.

Explanation of category; This category covers all aspects 

of being unprepared for the 

tremendous rate of change occurring 

within Computako.

8 POSITIVES

Initial data categories: Positives, promotion, company 

success, pressure, technology, 

information, freedom, élite, 

substitute.
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Explanation of category; This category relates to all bene

ficial aspects reported to be 

rooted in rapid change.

9 SUBSTANTIVE CHANGE

Initial data categories; Technology, systems.

Explanation of category: This category covers particular events 

of change that participants described 

in detail during the research 

interviews.

10 COMMUNICATIONS

Initial data categories; Communication, negatives, cracks, 

rationale, open plan.

Explanation of category: This category embraces all aspects 

of communications raised by partici

pants.
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HIGHER ORDER DATA CATEGORIES: MIDLAND SYSTEMS

1 CRACKING OF COMPANY IMAGE

Initial data categories: Impersonal, work emphasis, royalty, 

Dickensian, discontinuity, 

observation, redeployment, 

experience, recruitment, 

unsuitable , language, atmosphere.

Explanation of category: This category relates to the 

supersession of the traditional 

culture of Midland Systems by a 

new style of organization where 

the welfare of employees was 

secondary to maximization of work 

output.

PSYCHOLOGICAL EFFECTS

Initial data categories: Equipment failure, dual working, 

inflexibility, frustration, limited 

time, volume, insecurity, 

redundancy fear, different effects, 

individual characteristics, 

inadequacy, checking, observation, 

personality change, illness, 

indifference, pressure, no result, 

memories.
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Explanation of category: This category relates*to all the 

adverse psychological effects 

directly attributed to rapid change 

by participants in the research.

INDIVIDUAL COUNTERACTION

Initial data categories;

Explanation of category:

Repression, survival, personality 

change, indifference, work orientat

ion, different effects, future O.K., 

humour, fatalism, exit, trapped, 

ring leader, desk move, retaliation, 

resistance, separation, individual 

characteristics.

This category embraces all factors 

reported to provide a degree of 

immunity from what participants saw 

as potentially harmful effects of 

change of great rapidity.

4 INEFFICIENCIES AND POOR MANAGEMENT

Initial data categories: Poor management, inefficiencies, 

inflexibility, desk move, isolation, 

grading, separation, promises, 

training, communication, ring leader.
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Explanation of category; This category covers all references 

to examples of poor management and 

inefficiencies within the organization 

and particularly those attributed 

to the rate of change occurring.

5 COMRADESHIP

Initial data categories: Comradeship, impersonal, desk move, 

personality change.

Explanation of category; This category relates to the reported 

increases and decreases in friendship 

levels at work as a result of the 

occurrence of change.

6 POSITIVES

Initial data categories; Anticipation, outcome, excitement

Explanation of category; This category relates to all the 

beneficial aspects reported to be 

rooted in rapid change.



PROXIMITY/SPHERES

815

Initial data categories; Ventilation, triviality, VDU negatives, 

open plan, comparison, flexitime, 

isolation, poor management.

Explanation of category; This category covers the phenomenon 

of parochialism associated with the 

degree of impact of change where 

individuals were greatly affected 

by relatively minor changes which 

occurred at a "local" level.

8 TIMIDITY

Initial data categories; Timidity, moans, unions.

Explanation of category; This category relates to the apparent 

fear of management and the subsequent 

tendency to voice dissatisfaction 

with respect to change only amongst 

one's peers.



9 SUBSTANTIVE CHANGE
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Initial data categories; Skill transfer, flexitime, 

management change, office move.

Explanation of category; This category covers particular 

events of change that participants 

described in detail during the 

research interviews.

10 COMMUNICATIONS

Initial data categories; Communication, rationale, poor 

management.

Explanation of category; This category embraces all aspects 

of communications raised by 

participants.

11 CHANGE PROCESS REACTIONS

Initial data categories: Confusion, serenity, illness.

Explanation of category: This category relates to miscellan

eous observations concerning the 

experience of the process of change.



12 SUSPICION
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Initial data categories: Suspicion, pessimism, records, us 

and them, promises.

Explanation of category; This category refers to the 

suspicious nature of many individuals 

at Midland Systems.

13 PRIVATE LIFE

Initial data categories: Private life.

Explanation of category: This category covers the reported 

impact of change at work upon an 

individual's private life.
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HIGHER ORDER DATA CATEGORIES: UNITRAN

1 CRACKING OF COMPANY IMAGE

Initial data categories: Rationale, inefficiency, management, 

management distance, inhumane, 

inconvenient, family.

Explanation of category: This category refers to issues 

associated with frequent observations 

of "it's not the same place anymore".

2 PSYCHOLOGICAL EFFECTS

Initial data categories: Negatives, personality change, 

inadequacy, apathy, disorientation, 

different effects, personal 

characteristics, fall off, redundancy 

fear, inconvenient, redundancies.

Explanation of category: This category relates to all the 

adverse psychological effects directly 

attributed to rapid change by 

participants in the research.



INDIVIDUAL COUNTERACTION
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Initial data categories; Isolation, wait and see, hardened, 

humour, future O.K., exit, convenient, 

instrumental, trapped, severance 

ability, short-term, personal 

characteristics, different effects, 

interpretation.

Explanation of category: This category embraces all factors 

reported to provide a degree of 

immunity from what participants saw as 

potentially harmful effects of change 

of great rapidity.

4 INEFFICIENCIES AND POOR MANAGEMENT

Initial data categories; Management, management distance, 

demotion, inhumane, inefficiency, 

planning, politics, training lack, 

reshuffle, disruption, inconvenient, 

redundancies, redundancy fear, idea change,

Explanation of category; This category covers all references 

to examples of poor management and 

inefficiencies within the organization, 

and particularly those attributed to 

the rate of change occurring.



5 COMRADESHIP
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Initial data categories: Comradeship, family.

Explanation of category; This category relates to the 

reported increases and decreases in 

friendship levels at work as a result 

of the occurrence of change.

6 POSITIVES

Initial data categories; Positives, fall off.

Explanation of category; This category relates to all the 

beneficial aspects reported to be 

rooted in rapid change.

7 PROXIMITY/SPHERES

Initial data categories; Ventilation, isolation.

Explanation of category; This category covers the phenomenon 

of parochialism associated with the 

degree of impact of change where 

individuals were greatly affected 

by relatively minor changes which 

occurred at a "local" level.



8 TIMIDITY
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Initial data categories: Timidity, helplessness, moans, 

resistance, redundancy fear.

Explanation of category; This category relates to the 

apparent fear of management and the 

subsequent tendency to voice 

dissatisfaction with respect to 

change only amongst one's peers.

9 SUBSTANTIVE CHANGE

Initial data categories: Relocation, divisionalization, 

reshuffle, specialization, 

technological, tests.

Explanation of category: This category covers events of 

change that participants described 

in detail during the research 

interviews.



10 COMMUNICATIONS
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Initial data categories Rationale, uncertainty, rumours, 

communications, idea change, 

confusion, questions, relief, 

feedback, VPC, interpretation, 

redundancies, fade out.

Explanation of category: This category embraces all aspects 

of communications raised by 

participants.

11 CHANGE PROCESS REACTIONS

Initial data categories Adaptation, fade out, resilience, 

negatives.

Explanation of category; This category relates to 

miscellaneous observations concerning 

the experience of the process of 

change.
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HIGHER ORDER DATA CATEGORIES: DATAWARE

1 COMPANY IMAGE

Initial data categories; Dataware people, culture, enthusiasm, 

family, product confidence, 

comparisons, best people, sink or 

swim.

Explanation of category; This category relates to the image 

that had been established with regard 

to the type of organization Dataware 

was and the type of people that 

filled its ranks.

CRACKING OF COMPANY IMAGE

Initial data categories; Formality, large company atmosphere, 

by-passing, demotion, management 

remoteness, policy change, negatives,

Explanation of category; This category refers to evidence 

suggesting that the nature of 

Dataware was radically altering 

largely as a consequence of the 

occurrence of rapid change.



3 PSYCHOLOGICAL EFFECTS
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Initial data categories: Black hole, personality change, 

self doubt, switched off, 

annoyance, pressure, negatives, 

all in the mind.

Explanation of category: This category relates to all the 

adverse psychological effects 

directly attributed to rapid 

change by participants in the 

research.

4 COMPANY/MANAGEMENT COUNTERACTION

Initial data categories; Leading around, reaction testing, 

involvement, opportunities.

Explanation of category; This category covers all data 

collected about deliberate management 

actions designed to facilitate 

change or to counteract problems 

connected with it.



5 INDIVIDUAL COUNTERACTION
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Initial data categories: Interpretation, leading around, 

change expectations, status quo, 

resolution, comparisons, politics, 

change acceptance, fade out, 

severance ability, different 

effects, career aspirations, 

satisfaction sources, personal 

traits.

Explanation of category; This category embraces all factors 

reported to provide a degree of 

immunity from what participants 

saw as potentially harmful effects 

of change of great rapidity.

6 UNPREPAREDNESS

Initial data categories: Outgrown, recruitment pressure, 

training pressure, credibility, 

short service, by-passing, exit, 

administration lag, promotion 

incompetence, job growth, 

suddenness.
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Explanation of category; This category covers all aspects 

of being unprepared for the 

tremendous rate of change occurring 

within Dataware.

7 POSITIVES

Initial data categories: Positives, opportunities, stimulation, 

anticlimax, broken social ties, 

pressure, enthusiasm.

Explanation of category; This category relates to all 

beneficial aspects reported to be 

rooted in rapid change.

8 PROXIMITY/SPHERES

Initial data categories: Proximity, office move, refurbish.

Explanation of category; This category covers the phenomenon 

of parochialism associated with the 

degree of impact of change where 

individuals were greatly affected 

by relatively minor changes which 

occurred at a "local" level.



9 SUBSTANTIVE CHANGE
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Initial data categories: Structure change, new district, 

refurbish, office move.

Explanation of category; This category covers events of 

change that participants described 

in detail during the research 

interviews.

10 COMMUNICATIONS

Initial data categories Communication, grapevine, reaction 

testing, leading around, all in 

the mind, suddenness.

Explanation of category: This category embraces all aspects 

of communications raised by 

participants.

11 CHANGE PROCESS REACTIONS

Initial data categories: Resistance, hostility, boredom 

dissatisfaction, annoyance, 

continuity, graduality.
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Explanation of category: This category relates to 

miscellaneous observations 

concerning the experience of the 

process of change.

12 PRIVATE LIFE

Initial data categories Home life, job growth, central 

life interest.

Explanation of category; This category covers the reported 

impact of change at work upon an 

individual's private life.
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APPENDIX SIX

FINAL DATA CATEGORY GROUPINGS

Here are listed the final data category groupings in respect of 

the total research effort. Reference is made to the higher order 

data categories embraced by the final data category groupings and 

the meaning of each final data category grouping is explained.
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FINAL DATA CATEGORY GROUPINGS 

1 COLLECTIVE REACTIONS

Higher order data categories: Change process reactions,timidity,

suspicion, comradeship, cracking 

of company image.

Explanation of category This grouping covers reactions to the

grouping: occurrence of rapid change at the

workplace that were reported to 

manifest themselves at a collective 

or group level as opposed to at the 

level of the individual.

2 INDIVIDUAL EXPERIENCE - POSITIVE

Higher order data categories: Company image, positives.

Explanation of category This grouping embraces effects of

grouping: working within an organization

undergoing rapid change that were 

considered by participants to be 

beneficial.



831

I N D I V I D U A L  E X P E R I E N C E  -  N E G A T I V E

Higher order data categories: Cracking of company image, 

psychological effects, comradeship, 

unpreparedness, communications, 

inefficiencies and poor management, 

timidity, change process reactions, 

suspicion, private life.

Explanation of category 

grouping :

This grouping embraces effects of 

working within an organization 

undergoing rapid change that were 

considered by participants to be 

adverse.

4 INDIVIDUAL EXPERIENCE - COUNTERACTION FACTORS

Higher order data categories: Company/management counteraction, 

individual counteraction, comradeship, 

positives, communications, proximity/ 

spheres.

Explanation of category 

grouping :

This grouping covers all factors 

playing a role in the counteraction 

of adverse effects resulting from 

rapid change.
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5 INDIVIDUAL EXPERIENCE - THE ROLE OF COMMUNICATIONS

Higher order categories: Communications.

Explanation of category 

grouping :

This grouping covers all aspects of 

the role of communications directly 

relevant to the individual experience 

of rapid change.

Note

The higher order category "substantive change" does not appear in 

any of the final category groupings. However, it was used to 

provide illustrations and examples of phenomena as appropriate.
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APPENDIX SEVEN

AN ILLUSTRATION OF THE DATA ANALYSIS PROCEDURE

The purpose of this appendix is to illustrate how the data was 

analysed in accordance with the discussion on pages 245 - 2 5 0 .

It shows how some comments made by one respondent were identified 

as being relevant to the existing category of "Future O.K.", were 

transferred to the pertinent initial data category sheet and, 

subsequently, were integrated into the higher order category of 

"Individual Counteraction", which was, in turn, combined with 

other higher order categories within the final data category 

grouping of "Individual Experience - Counteraction Factors".

An actual example from Computako is given, and extracts of the 

following documents are reproduced:

a) The master sheet of category definitions, upon which were 

entered definitions of initial data categories coded and with 

which comparisons were subsequently made to determine whether 

later elements of meaning were embraced by these categories 

or constituted an additional data category.

b) The interview transcription, illustrating an occasion when the 

initial data category of "Future O.K." was coded by comparison 

with the master sheet of category definitions.
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c) The initial data category sheet,' to which salient points from 

the interview transcriptions were transferred in order to 

give an overall picture of all said in relation to that 

initial data category.

d) The higher order data category sheet, detailing one of the 

higher order data categories resulting from integration and 

delimitation of initial data categories.



a) Master sheet of category definitions
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62 Fire Fighting References to day-to-day actions 

required to alleviate problems 

associated with rapid change.

63 Resources References to having insufficient 

resources to adequately cope with 

change.

6 4  Continuity References made to the non-stop nature 

of change.

Exit Discussions of individuals who have 

actually left or who intend to leave 

the organization because of the 

impact of rapid change.

66 Trapped Reports of financial and benefits 

aspects of employment at Computako 

being so good that individuals found 

they could not afford to leave the 

organization.

67 Personal Characteristics Identification of characteristics

necessary for coping with a rapid 

pace of change.
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68 Subordinate Reaction Reactions to rapid change noticed in 

a person's subordinates.

69 Customer Contact Reported implications to customers 

of rapid changes taking place 

within the organization.

"0 Management Distance References to managers being remote 

from everyday organizational affairs.

71 Inadequacy Feelings of inability to do job owing 

to the changes experienced.

72 Future O.K. Observations expressing a belief that

everything would turn out to be

acceptable in the future.

73 Substitute Examples cited of rapid change being 

used as a substitute for a real cause 

of dissatisfaction.

7 4 Balance References to the activity of weighing 

advantages of rapid change against 

disadvantages.



b) Interview transcription
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NAME:

JOB TITLE: 

INTERVIEWEE NO.: 

SESSION:

DATE:

Jane Smith*

Contracts Administration Supervisor

9

1

9 .7 . 7 9 PAGE 9

Public 
Image

Prom
otion

Management
Distance

Communica
tion

ER Were there any more changes like that one?

EE No. That was enough! That was more than enough

for me to contend with.

ER What was it about that change that made it have

such a great impact upon you?

EE Well, being used to the way the company operates,

1 knew that 1 would have a_ job at the end of it, 

but the job that was envisaged was not a job 

that 1 found acceptable.

ER And, if I've got it right, this was because

there'd be no promotion prospects?

EE Well, it was promotion prospects and job content.

Probably job content more than promotion. And the 

fact that logically it was just illogical, if you 

like, to someone at base level. What the plans 

were were something that just didn't make too 

much sense. Again, it comes back to communication 

and the fact that it wasn't "O.K., this is what 

we're thinking of doing and it will work like this"
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Diffe
rent
Effec
ts

Negatives

Future
O.K.

Public
Image
+ I
Elite

Exit

, . PAGE 10

Just the phraseology. But O.K., someone else in 

the same position may not have been so sensitive 

as 1 was.

In all situations like that 1 think your 

judgement, for a time, gets clouded anyway. If 

you start getting into a heavy type of situation, 

you're saying things or thinking things that 

aren't necessarily the truth.

It wasn't a nice period of time at all. 1 guess 

at the back of my mind 1 felt things would turn 

out fine. 1 always thought that somewhere along 

the line something would happen beneficial for 

everybody.

Having worked here for three years, 1 couldn't 

believe that it could be otherwise.

1 don't think in other companies it would have 

been handled in the same manner anyway. And, of 

course, that's the other thing 1 considered 

when 1 was thinking of going outside. It was so 

long since I'd been in an ordinary-type company,

1 would have found it very difficult to re-adjust.

* This is not the real name of the participant in question.
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c )  I n i t i a l  d a t a  c a t e g o r y  s h e e t

FUTURE O.K. 72

Luckily 1 work in a company involved in electronics. The future

should be O.K. for us (2,1,2)

In a couple of years time, we'll come out on top (3,1,8)

It will become good, but at the moment things are not so good (4,1,5)

By next year we shall be on top of our jobs (4,1,6)

We're moving in the right direction. It'll take a couple of years 

but we'll get there (5,1,3)

The transition stages can be unpleasant, but the end result is 

beneficial to all (7,1,10)

At the end of the year we should be back on our feet (8,l,l4)

At the back of my mind 1 felt things would turn out fine - something 

would happen beneficial for everybody (9,1,10)

Presently there's a build up of work but this will turn out to be 

beneficial for the future (11,1,8)
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d) Higher order data category sheet

Category: INDIVIDUAL COUNTERACTION

Initial Categories:

Topics Covered:

Humour, exit, justification, tolerance, stress, 

games, interpretation, awareness, personal 

characteristics, FUTURE O.K. , experience,

different effects.

1 Release mechanisms

2 Justification for problems

3 Termination of employment

4 Emphasis of experience

5 Tolerance of problems

6 Suppression

7 Confrontation

8 Interpretation of events

9 Game-playing

10 Characteristics of a "survivor"

11 Confidence in the future

Explanation of Category

This category embraces all factors reported to provide a degree of 

immunity from what participants saw as potentially harmful effects 

of change of great rapidity.

Explanation of Topics Covered

(in this section each of the eleven topics was detailed and 

summarized from information contained on the initial data category 

sheets).
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