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I V 

ORGANIZATIONAL CHANGE AND THE INDIVIDUAL 

"by Mark Easterby-Smith 

A B S T R A C T 

Organiza t ions and change are pervasive f e a t u r e s o f modern 

l i f e , and o r g a n i z a t i o n a l changes, whether in tended or n o t , are 

becoming i n c r e a s i n g l y f r e q u e n t . Despite i t s p r a c t i c a l s i g n i f i c a n c e 

the f i e l d o f o r g a n i z a t i o n a l change lacks w i d e l y accepted t h e o r i e s 

aimed e i t h e r at the academic observer or the p a r t i c i p a n t m 

change, which e x p l a i n what i t i s and how i t takes p l a c e . This 

t h e s i s at tempts t o develop an unders tanding o f the nature and 

dynamics o f o r g a n i z a t i o n a l change f rom both pe r spec t i ve s . 

The t h e s i s i s d i v i d e d i n t o th ree main p a r t s . The f i r s t p a r t 

reviews some o f the e x i s t i n g t h e o r i e s m the f i e l d , and proposes 

an a l t e r n a t i v e theo ry based on the n o t i o n o f d i f f e r e n t i a l r a tes 

o f change, and which d i s t i n g u i s h e s between d e s c r i p t i o n s and 

explana t ions o f change. This i s then e labora ted th rough a review 

o f the l i t e r a t u r e m the f i e l d s o f o r g a n i z a t i o n a l and i n d i v i d u a l 

change. The main t h e o r y , and ideas de r ived f rom i t , are extended 

f u r t h e r and evaluated m the second and t h i r d pa r t s o f the t h e s i s . 

Case s tud ie s are employed m the second pa r t and survey data used 

m the t h i r d p a r t ; bo th are drawn f rom nurses f a c i n g major changes 

m a Group of N a t i o n a l Heal th Service h o s p i t a l s . 

A number o f s p e c i f i c conclusions are reached about the ways 

change may be e f f e c t e d m o r g a n i z a t i o n s , and about the ways people 

may reac t t o these changes. For i n s t ance , the examinat ion o f 

i n d i v i d u a l r eac t i ons t o a n t i c i p a t e d changes suggested two mam 

areas o f response. A f f e c t i v e a t t i t u d e s towards the change were 

r e l a t e d most c l o s e l y t o judgements made about f u t u r e pa t t e rns m 

the o r g a n i z a t i o n ; whereas coping behaviour was more c l o s e l y 

r e l a t e d t o percept ions o f e x i s t i n g pa t te rns (and o p p o r t u n i t i e s ) 
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m the o r g a n i s a t i o n . I n the l a t t e r case, access t o p o w e r f u l 

p o s i t i o n s , e i t h e r d i r e c t l y or i n d i r e c t l y , was a key f a c t o r 

u n d e r l y i n g behav iour . 

This l eads , m the f i n a l Chapter, t o a d i s c u s s i o n about 

the nature and dynamics o f o r g a n i s a t i o n a l v a l u e s . Th i s concept 

i s seen t o be h e l p f u l m unders tanding the r e l a t i o n s h i p between 

i n d i v i d u a l a c t i o n and o r g a n i s a t i o n a l s t r u c t u r e d u r i n g the process 

o f change. I t i s suggested t h a t f u r t h e r research might be 

conducted i n t o t h i s area, which would place g rea te r emphasis on 

the r o l e o f i n d i v i d u a l s m c r e a t i n g o r g a n i s a t i o n a l value systems. 
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PREFACE 

The area o f o r g a n i s a t i o n a l change i s bo th wide and complex, and 

many people have at tempted t o c l a r i f y i t s nature and dynamics. This 

t h e s i s i s one such attempt at c l a r i f i c a t i o n ; i t i s a personal at tempt 

at unders tanding o r g a n i s a t i o n a l change, but i t a l so t r i e s t o r e l a t e 

t h i s unders tanding t o the wider body o f t h e o r y . 

Most pieces o f research which i n c o r p o r a t e f i e l d w o r k must make 

compromises between the o b j e c t i v e s o f the researcher and o p p o r t u n i t i e s 

t h a t are a v a i l a b l e f o r da ta c o l l e c t i o n , and the s k i l l o f the researcher 

may be i n d i c a t e d by the relevance o f i n t e r p r e t a t i o n s put upon t h i s 

da ta t o the o r i g i n a l o b j e c t i v e s . I n the case o f a Ph.D. Thesis i t 

i s necessary t o achieve a compromise between two f u r t h e r o b j e c t i v e s : 

t h a t the work should provide an educa t iona l experience f o r the 

researcher , and t h a t i t should a lso p rov ide a c o n t r i b u t i o n t o wider 

knowledge. These o b j e c t i v e s need not be m c o n f l i c t , and a l though 

the t races o f compromise are ev ident m t h i s work i t i s hoped t h a t 

they do not d e t r a c t f r o m the q u a l i t y o f the f i n a l p roduc t . 

The t h e s i s would not have been produced wi thou t the coopera t ion 

o f sen ior s t a f f m two d i s t r i c t s o f the Nor the rn Regional H e a l t h 

A u t h o r i t y , and the many nurses who p rov ided most o f the da ta analysed 

m Parts I I and I I I . I should l i k e t o express my g r a t i t u d e t o them 

f o r t h e i r ass i s tance , and a lso t o the employees at a chemical p l a n t 

who p rov ided the da ta f o r the case-study descr ibed m Appendix I V . 

The q u a l i t y o f the t h e s i s would have been less w i t h o u t the 

assis tance o f a number o f o ther people which i s g r a t e f u l l y acknowledged. 

F i r s t l y my superv i so r Charles Baker, who has c o n s i s t e n t l y f o r c e d me t o 

c l a r i f y and s u b s t a n t i a t e my ideas , w h i l e p r o v i d i n g wider he lp and 

encouragement th rough the t o r t u o u s process o f conduct ing research . 

Secondly, a l l those who have l e n t t h e i r c r i t i c a l f a c u l t i e s t o p o r t i o n s 

o f t h i s work, e i t h e r i n v e r b a l or w r i t t e n f o r m , n o t a b l y : Eddy Nelson , 

J e f f r e y Rr,ckham, Roy Bayat, R ichard Brown and Penny Summerf ie ld . 
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F i n a l l y , I should l i k e t o thank the people who have made sense 

o f the convolu ted manuscript at va r ious stages m i t s l i f e : 

P h i l l i p a B u t l e r , Jen Syer and H i l a r y Watson. 



1. 

G H A P T E R 1 

INTRODUCTION 



"The modern wor ld i s above e v e r y t h i n g e l s e , a w o r l d o f 
r a p i d change . . . . I f we are t o m a i n t a i n our h e a l t h and 
a c r e a t i v e r e l a t i o n s h i p w i t h the wor ld around us, we 
must be a c t i v e l y engaged m change e f f o r t s d i r e c t e d 
towards ourse lves , and toward m a t e r i a l , s o c i a l and 
s p i r i t u a l environments" ( L i p p i t t et a l . , 1958, p . 3 ) 

Pew people would d i spu te t h a t the pace o f change has increased 

s ince the above statement was w r i t t e n : change, m i t s va r ious fo rms , 

i s one o f the most s i g n i f i c a n t f e a tu r e s o f modern l i f e . At the 

same t i m e , many people spend l a rge p o r t i o n s of t h e i r l i v e s w i t h i n 

f o r m a l o r g a n i s a t i o n s . These f o r m a l o rgan i sa t ions are sometimes 

seen t o represent s t a b i l i t y w i t h i n the wider f l u x o f change; but 

they are a l so seen as the sub jec t s o f change, and t h i s i s i n e v i t a b l y 

t r a n s f e r r e d t o the people who work w i t h i n them. 

The concepts o f 'change' and ' o r g a n i s a t i o n ' are p a r t i c u l a r l y 

d i f f i c u l t t o unders tand. I n the case o f ' change ' , as Coleman (1971) 

remarks, the problem i s t h a t i t i s a second-order concept and cannot 

be abs t r ac t ed d i r e c t l y f rom observat ions o f the w o r l d . 

" I t i s based on a comparison, or d i f f e r e n c e , between two 
sense impress ions , and, s imu l t aneous ly , a comparison o f 
the t imes at which the sense impressions occur red . Thus, 
the concept o f change r e q u i r e s an e x t r a i n t e l l e c t u a l leap 
beyond the mere f o r m a t i o n o f concepts t h a t r e f l e c t the 
s t a t e o f the w o r l d " (pp . 428,9) 

I t w i l l be argued m t h i s t h e s i s t h a t many e x i s t i n g approaches 

t o s o c i a l change do not succeed m making t h i s i n t e l l e c t u a l l eap , 

and t h e r e f o r e t h a t they are o f l i m i t e d a n a l y t i c v a l u e . 

I n the case o f ' o r g a n i s a t i o n ' the problem i s t h a t t he re are 

many views about the nature o f o r g a n i s a t i o n ; each view i s able t o 

e x p l a i n a g iven range o f phenomena, but no view i s able t o e x p l a i n 

a l l aspects o f o r g a n i s a t i o n . These views range f rom those which 

l o o k at o rgan i sa t ions only m terms o f the people t h a t comprise them, 

t o those which t r e a t the o r g a n i s a t i o n as an e n t i t y independent o f i t s 

members. The d i f f i c u l t i e s assoc ia ted w i t h concepts o f ' o r g a n i s a t i o n * 
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and o f 'change ' are compounded when l o o k i n g at o r g a n i z a t i o n a l change. 

I n s p i t e o f a s u b s t a n t i a l l i t e r a t u r e on the s u b j e c t , the nature and 

dynamics o f o r g a n i s a t i o n a l change are s t i l l the sub jec t o f much 

c o n f u s i o n . I t i s assumed here t h a t a c l e a r e r unders tanding o f 

o r g a n i s a t i o n a l change w i l l make i t eas ier f o r people t o c o n t r o l t h e i r 

environments , and t o cope w i t h these cnanges when they are outs ide 

t h e i r c o n t r o l . This t h e s i s i s t h e r e f o r e about the na tu re o f 

o r g a n i s a t i o n a l change, about the way i n d i v i d u a l s reac t t o s i t u a t i o n s 

o f o r g a n i s a t i o n a l change, and about the circumstances under which they 

w i l l a t tempt t o d i r e c t and c o n t r o l the process o f change. 

Both change and o r g a n i s a t i o n s are v e r y wide f i e l d s o f s tudy , 

I t w i l l t h e r e f o r e be necessary t o r e s t r i c t the focus o f i n t e r e s t 

so t h a t i t may be adequately covered m the present work; and a 

p r imary focus w i l l be upon o r g a n i s a t i o n a l change where t h i s can be 

r e l a t e d c l e a r l y t o the ac t i ons o f i n d i v i d u a l s . This focus a l so 

i n d i c a t e s t h a t the most a p p r o p r i a t e view o f o rgan i sa t ions f o r t h i s 

s tudy , which should be midway on the continuum between conceptions 

o f o rgan i sa t i ons as independent o f people , and conceptions o f 

o rgan i sa t i ons as c o n s i s t i n g o f people a lone . There fo re i t w i l l be 

assumed t h a t o r g a n i s a t i o n a l change can be accounted f o r m the ac t ions 

o f i n d i v i d u a l s compr i s ing the o r g a n i s a t i o n , r a t h e r than m terms o f 

the s t r u c t u r e o f the o r g a n i s a t i o n or the environment . But i t i s 

a lso accepted t h a t the a l t e r n a t i v e s f o r i n d i v i d u a l a c t i o n w i l l be 

cons t r a ined by the s t r u c t u r e t h a t i s perce ived m the immediate 

environment . 

These issues w i l l be discussed at some l e n g t h m Chapter 2 o f 

the t h e s i s , where an attempt w i l l be made t o assess e x i s t i n g t h e o r i e s 

and t o d e f i n e an a l t e r n a t i v e t h e o r y o f o r g a n i s a t i o n a l change s p e c i f i c 

t o the focus se lec ted above. This t h e o r y w i l l t hen be a p p l i e d and 

i l l u s t r a t e d th rough a rev iew o f the l i t e r a t u r e about o r g a n i s a t i o n a l 

and i n d i v i d u a l change. The second par t o f the t h e s i s takes a view 

o f change as a ' p rocess ' and uses two case—studies o f change i n the 

N a t i o n a l Heal th Service t o assess and extend the bas ic t h e o r y . The 

t h i r d pa r t takes an a l t e r n a t i v e view - o f change as an event - and 
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uses da ta f rom a sample o f nurses a n t i c i p a t i n g change t o t e s t ideas 

about i n d i v i d u a l behaviour d e r i v e d f rom the main t h e o r y . 

There a re , t h e r e f o r e , f o u r mam o b j e c t i v e s t o t h i s t h e s i s , 

as f o l l o w s : 

( I ) t o develop an unders tanding o f the na ture 
and dynamics o f o r g a n i s a t i o n a l change; 

( I I ) t o apply and extend t h i s t h e o r y through 
s p e c i f i c case-s tudies or o r g a n i s a t i o n a l 
change; 

( I I I ) t o examine i n d i v i d u a l r e ac t i ons and 
behaviour d u r i n g o r g a n i s a t i o n a l change, 
w i t h i n the framework o f the above t h e o r y ; 

( I V ) t o assess and develop the o v e r a l l t h e o r y 
i n the l i g h t o f f i e l d w o r k . 



5. 

P A R T I 

THEORY AND LITERATURE 

Chapter 2 - A Theory o f O r g a n i s a t i o n a l Change 

Chapter 3 - O r g a n i s a t i o n a l Change 

Chapter 4 - I n d i v i d u a l Behaviour and O r g a n i s a t i o n a l Change 

Chapter 5 - Summary o f Ideas and Hypotheses 

\ 
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C H A P T E R 2 

A THEORY OF ORGANISATIONAL CHANGE 

1 . The Role o f Theory 

2. Theories o f Organ i s a t i on and Change 

( a ) Systems Theory 

( b ) A c t i o n Theory 

( c ) Synthesis and Orthodoxy. 

3. A D e s c r i p t i v e Model o f Change 

( a ) I n t r o d u c t i o n 

( b ) P r o p o s i t i o n s about s o c i a l change 

( c ) Discuss ion and a p p l i c a t i o n t o 
o r g a n i s a t i o n a l change. 

4 . The Dynamics o f O r g a n i s a t i o n a l Change 

( a ) I n d i v i d u a l m o t i v a t i o n and o r g a n i s a t i o n a l change. 

( b ) Power and change. 

5. Conclus ions . 
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1 . THE ROLE OF THEORY 

I n the previous chapter an o u t l i n e was g iven o f the mam 

purpose o f the t h e s i s , the problems t h a t i t would t a c k l e , and the 

approach t h a t would be adopted. Theory was seen t o have a major 

r o l e m o r g a n i s i n g the d i r e c t i o n o f the t h e s i s , and m e n a b l i n g a 

coherent impress ion t o be d e r i v e d f rom a wide range o f d a t a . I n 

a d d i t i o n t o t h i s r o l e o f o r g a n i s i n g experience.Shaw and Costanzo 

(1970) see the mam f u n c t i o n s o f t heo ry as : 

( a ) e n a b l i n g us t o go beyond the e m p i r i c a l da ta t o see 

i m p l i c a t i o n s t h a t are not apparent f rom any s i n g l e datum; 

( b ) p r o v i d i n g a s t imu lus and a guide f o r f u r t h e r e m p i r i c a l 

obse rva t ions . 

They a l so note t h a t i t i s most de s i r ab l e f o r t h e o r i e s t o be as simple 

as poss ib le and cons i s t en t w i t h r e l a t e d t h e o r i e s . But r e g a r d i n g 

the choice o f t h e o r i e s they conclude t h a t : 

" I n the f i n a l a n a l y s i s , i t i s l a r g e l y a mat te r o f personal 
preference which k i n d o f t h e o r y i s chosen; however, i t i s 
w e l l t o keep m mind the d i f f e r e n t consequences o f t h i s 
choice" ( p . 1 7 } 

I n t h i s s e c t i o n i t w i l l be argued t h a t the re are indeed 

c r i t e r i a t h a t should be imposed on the choice o f a t h e o r y , beyond 

the preferences o f the i n d i v i d u a l i n v o l v e d . 

D i f f e r e n t t h e o r i e s va ry m t h e i r degree o f t i g h t n e s s or 

s p e c i f i c i t y . Thus, B r a i t h w a i t e (1953) develops a view o f a t i g h t 

s c i e n t i f i c t heo ry w i t h hypotheses arranged m a h i e r a r c h i c a l system, 

where i t i s on ly those hypotheses at the lowest l e v e l o f the pyramid 

t h a t a c t u a l l y r e f e r t o experience at a l l : 

"A s c i e n t i f i c system cons i s t s o f a set o f hypotheses which 
form a deduct ive system; t h a t i s , which i s arranged m such 
a way t h a t f rom some o f the hypotheses as premises a l l the 
other hypotheses l o g i c a l l y f o l l o w . " ( p . 1 2 ) 

There are a number o f a t t r a c t i v e f ea tu re s m t h i s concept ion s ince 

i t c l e a r l y has the power t o u n i f y d iverse and otherwise u n r e l a t e d 

events w i t h i n a s i n g l e framework; i t i s t e s t a b l e m t h a t i f a l o w e r -

order hypothesis i s d i sp roven , i t immediate ly throws i n t o doubt a l l 

the h i g h e r - o r d e r hypotheses f rom which i t i s d e r i v e d ; and i t becomes 

both an i n s p i r a t i o n and something o f a t a s k master m d i r e c t i n g f u t u r e 

i n v e s t i g a t i o n s . 



This type o f deduct ive t h e o r y has gamed widest acceptance 

w i t h i n the p h y s i c a l sc iences . But m the s o c i a l sciences another 

f a c t o r must he taken i n t o account : the sub jec t o f s tudy i s no longer 

an inanimate o b j e c t , but something t h a t i s able t o t h i n k and act 

independent ly o f the observer . Because o f t h i s e x t r a f a c t o r the re 

has been much less or thodoxy m the s o c i a l sciences than m the 

p h y s i c a l sc iences , and as Cohen (1968) i n d i c a t e s , the choice between 

t h e o r i e s i s not merely one o f degree o f s p e c i f i c i t y , but a lso one o f 

t y p e . He i d e n t i f i e s f o u r mam types o f t h e o r y , o f which two types 

are n o r m a l l y encountered m the s o c i a l sc iences : s c i e n t i f i c and 

metaphysica l t h e o r i e s . The mam d i f f e r e n c e between these two types 

i s t h a t a s c i e n t i f i c t h e o r y i s e m p i r i c a l and shou ld , at l e a s t m 

p r i n c i p l e , be t e s t a b l e , whereas metaphysica l t h e o r i e s are not 

t e s t a b l e and may on ly be sub j ec t ed t o r a t i o n a l a p p r a i s a l . However, 

the "metaphys ica l" t h e o r y may s t i l l be ve ry u s e f u l as a framework 

f o r d i r e c t i n g f u t u r e i n v e s t i g a t i o n s . 

I n d i s c u s s i n g the development o f t h e o r i e s , Cohen p o i n t s t o two 

mam approaches t h a t have been employed m the s o c i a l sc iences : 

h o l i s t i c and a t o m i s t i c approaches. 

" T h e • h o l i s t i c 1 approach has tended t o t r e a t s o c i e t i e s or s o c i a l 
wholes as hav ing c h a r a c t e r i s t i c s s i m i l a r t o those o f organic 
mat te r or o f organisms; i t a l so s t r e sses , what might be c a l l e d 
the T systemic* p r o p e r t i e s o f s o c i a l wholes. The a t o m i s t i c 
approach has tended t o t r e a t s o c i a l wholes as h a v i n g 
c h a r a c t e r i s t i c s s i m i l a r t o mechanical o b j e c t s . . . i t s t resses 
the importance o f unders tanding the nature o f the i n d i v i d u a l 
u n i t s which make up the s o c i a l wholes . " ( p . 1 4 ) 

Thus the f i r s t approach i n v o l v e s deve lop ing a deduct ive model 

o f what the w o r l d should be l i k e - and then t e s t i n g i t t o see how 

f a r the r e a l i t y f i t s the assumptions. The second approach i n v o l v e s 

observ ing a c t u a l events , and then proceeding by i n d u c t i v e l o g i c t o 

b u i l d up more genera l i sed t h e o r i e s about s o c i a l phenomena. 

This then poses the q u e s t i o n o f which form o f t h e o r i s i n g i s 

most a p p r o p r i a t e , and Cohen suggests t h a t t h i s depends on the type o f 

problem t h a t the t h e o r i s t i s a t t e m p t i n g t o i n v e s t i g a t e . I n t h i s 

t h e s i s the problem under i n v e s t i g a t i o n i s t h a t o f o r g a n i s a t i o n a l 
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change, and i t w i l l t h e r e f o r e be necessary t o consider which o f a 

number o f a l t e r n a t i v e exp lana to ry models are most app rop r i a t e f o r 

use m the i n v e s t i g a t i o n . At the same t ime some c r i t e r i o n o f 

appropria teness must be s p e c i f i e d . This p a r t i c u l a r issue has been 

t a c k l e d by Thurstone (1946) w i t h regard t o p e r s o n a l i t y t r a i t s : 

"The f i n a l choice o f a set o f p r imary r e f e rence t r a i t s or 
f a c u l t i e s must be made m terms o f the d i s cove ry t h a t a 
p a r t i c u l a r set o f r e fe rence t r a i t s renders most parsimonious 
our comprehension o f a great v a r i e t y o f human t r a i t s . " ( p . 5 4 ) 

And by H a l l and Lmdzey (1957) m a more genera l sense: 

" I n the f i n a l a n a l y s i s the on ly t e l l i n g c r i t i c i s m o f an 
e x i s t i n g t h e o r y i s an a l t e r n a t i v e t h e o r y t h a t works b e t t e r . " 
(P-552) 

On the o ther hand, Si lverman (1970) comments on t h i s issue 

f rom a s o c i o l o g i c a l p e r s p e c t i v e : 

"The f i n a l judgement on' any approach must be whether i t 
r a i s e s p r o v o k i n g q u e s t i o n s : t o some e x t e n t , t h i s i s 
something which each i n d i v i d u a l has t o decide f o r h i m s e l f . " 
( p . 5 0 ) 

Thus, m c o n c l u s i o n , i t seems t h a t any good t h e o r y m the 

s o c i a l sciences should c o n t a i n some or a l l o f the f o l l o w i n g 

c h a r a c t e r i s t i c s : 

( a ) i t s i m p l i f i e s unders tanding o f phenomena under c o n s i d e r a t i o n 

( b ) i t can be c l e a r l y r e l a t e d t o some s p e c i f i c range o f 

convenience; 

( c ) i t enables i d e a t i o n and communication beyond the l e v e l o f 

e m p i r i c a l o b s e r v a t i o n ; 

( d ) i t s t i m u l a t e s f u r t h e r quest ions and hypotheses which may 

be t e s t e d e m p i r i c a l l y ; 

( e ) i t cannot r e a d i l y be rep laced by an a l t e r n a t i v e t h e o r y 

which works b e t t e r under these c i rcumstances . 
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2. THEORIES OF ORGANISATION A I D CHANGE 

The v a r i o u s t h e o r i e s t h a t have been a p p l i e d t o o r g a n i s a t i o n s 

may he d i v i d e d i n t o t w o m a i n g r o u p s ; •management* t h e o r i e s and 
T o r g a n i s a t i o n a l * t h e o r i e s (Beddows , 1973). The f o r m e r g r o u p t e n d 

t o be p r e s c r i p t i v e m t h a t t h e y a i m t o p r o v i d e g u i d e l i n e s abou t how 

p e o p l e o r o r g a n i s a t i o n s s h o u l d be managed; t h e l a t t e r a r e d e s c r i p t i v e 

m t h a t t h e m a m a i m i s t o d e s c r i b e what happens and t o u n d e r s t a n d 

why i t h appens . I n e v i t a b l y t h e r e i s a c e r t a i n amount o f o v e r l a p , 

b u t t h e w r i t i n g s o f T y l o r , P a y o l , U r w i c k and A n t i c k w h i c h have come 

t o be known as " C l a s s i c a l T h e o r y " , and t h e w o r k o f Mayo, Homans, 

Coch and F r e n c h w h i c h has come t o be known as "Human R e l a t i o n s T h e o r y " 

w i l l f a l l i n t o t h e f o r m e r c a t e g o r y . On t h e o t h e r hand "Sys tems 

T h e o r i e s " and " A c t i o n T h e o r i e s " w i l l f a l l i n t o t h e l a t t e r c a t e g o r y 

( M a y n t z , 1964). I n t h i s t h e s i s t h e m a i n o b j e c t i v e i s t o d e s c r i b e 

and u n d e r s t a n d t h e n a t u r e o f o r g a n i s a t i o n a l change - r a t h e r t h a n t o 

p r e s c r i b e a p p r o p r i a t e a c t i o n s . T h e r e f o r e t h e f o l l o w i n g d i s c u s s i o n 

w i l l c o n c e n t r a t e on t h e o r i e s t h a t f a l l i n t o t h e l a t t e r c a t e g o r y . ^ ^ ^ 

( a ) Systems T h e o r y 

Systems t h e o r y has a s l i g h t l y l o n g e r h i s t o r y and has a r o u s e d 

g r e a t e r c o n t r o v e r s y t h a n A c t i o n t h e o r y , p o s s i b l y due t o i t s 

a s s o c i a t i o n w i t h t h e A m e r i c a n s o c i o l o g i s t , T a l c o t t P a r s o n s . Moreove r 
T F u n c t i o n a l i s m * and t h e o t h e r t h e o r i e s f r o m w h i c h t h e sys tems v i e w 

has been d e r i v e d have c o n c e n t r a t e d on u n d e r s t a n d i n g s o c i a l phenomena 

w i t h o u t n e c e s s a r i l y f o c u s s i n g on e i t h e r change o r o r g a n i s a t i o n s . 

However , i t i s pe rhaps f o r t u n a t e t h a t one o f t h e i r a m a t t a c k s on 

F u n c t i o n a l i s m has come w i t h t h e c l a i m t h a t i t i s u n a b l e t o cope w i t h 

t h e phenomena o f change , and t h e r e f o r e , t h e r e i s a w e a l t h o f 

l i t e r a t u r e t o d raw f r o m m t h i s a r e a . 

( l ) For a f u r t h e r d e s c r i p t i o n o f t h e f o r m e r t w o g r o u p s ( a n d many 
o t h e r c l a s s i f i c a t o r y s y s t e m s ) see Cohen (1968), Rose (1975) 
o r Bowey (1976). 
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The m a i n f e a t u r e s o f sys tems t h e o r y a r e : 

( a ) H o l i s m : t h a t m o r d e r t o u n d e r s t a n d t h e w o r k i n g s o f 

one p a r t o f a sys tem i t i s n e c e s s a r y t o t a k e a c c o u n t 

o f a l l o t h e r e l e m e n t s o f t h e s y s t e m . 

("b) B o u n d a r i e s : each s y s t e m i s l o c a t e d w i t h i n c e r t a i n 

b o u n d a r i e s w h i c h d e f i n e t h e s t r u c t u r e o f t h e s u p r a - s y s t e m . 

( c ) T r a n s a c t i o n s : each s y s t e m w i t h i n t h e whole may t r a n s a c t 

a c r o s s b o u n d a r i e s w i t h o t h e r s y s t e m s . I n t h i s way 

t h e y p r o v i d e t h e " f u n c t i o n " o f c o n t r i b u t i n g t o w a r d s t h e 

s u r v i v a l o f t h e who le ( c f . Parsons 1952, p p . 48I-482). 

The e a r l i e r t h e o r i e s o f P u n c t i o n a l i s m d e v e l o p e d by M a l m o w s k i 

and R a d c l i f f e - B r o w n were c r i t i c i s e d f o r t h e i r i n a t t e n t i o n t o t h e 

p r o c e s s e s o f change , b u t as S m i t h (1973) p o i n t s o u t , t h i s i s h a r d l y 

j u s t i f i - d s i n c e t h e s e a u t h o r s were m a i n l y c o n c e r n e d w i t h u n d e r s t a n d i n g 

t h e b a s i s f o r s o c i a l s t a b i l i t y w i t h i n any s o c i e t y . Hence t h e y 

" s t r e s s e d i n s t e a d t h e c o n t r i b u t i o n o r f u n c t i o n p e r f o r m e d b y each i t e m 

f o r t h e m a i n t e n a n c e o f t h e c u l t u r a l e n s e m b l e " ( p . 3 ) . These a t t a c k s 

p r o d u c e d a n a p p r e c i a t i o n t h a t i t was e q u a l l y i m p o r t a n t t o e x p l a i n 

s o c i a l change , as w e l l as s t a b i l i t y , and t h i s gave r i s e t o a s c h o o l 

who have been t e r m e d " n e o - e v o l u t i o n i s t s " , r e p r e s e n t e d p a r t i c u l a r l y 

by Smelser (1968) and E i s e n s t a d t (1964). I n t h e v i e w o f t h e s e 

a u t h o r s i t i s p e r f e c t l y p o s s i b l e t o e x p l a i n change w i t h i n a f u n c t i o n a l i s t 

f r a m e w o r k . The t w o - s t a g e p r o c e s s i s as f o l l o w s : 

( a ) F i r s t l y , as any s y s t e m grows and d e v e l o p s i t s v a r i o u s 

p a r t s become more s p e c i a l i s e d and d i f f e r e n t i a t e d . T h i s 

s e t s up s t r a i n s be tween p a r t s o f t h e s y s t e m r e s u l t i n g 

m a need t o a d j u s t t h e n a t u r e o f t h e s y s t e m i t s e l f . 

( b ) S e c o n d l y , because t h e s y s t e m has a l r e a d y become s o p h i s t i c a t e d 

i t i s r e l a t i v e l y easy t o d e v e l o p i n t e g r a t i v e mechanisms 

t h r o u g h a d j u s t m e n t o f norms and s t r u c t u r e s o f t h e s y s t e m -

w h i c h i t t h e n p roceeds t o d o . 

These t w o p r o c e s s e s - d i f f e r e n t i a t i o n and r e i n t e g r a t i o n - p r o v i d e t h e 

m a m sou rce and dynamic o f o r g a n i s a t i o n a l change . U n f o r t u n a t e l y , 

when t h e y c o n s i d e r t h e d i r e c t i o n t h a t i s t a k e n by change t h e s e 

t h e o r i s t s r e t u r n t o t h e b a s i c p o s t u l a t e s o f f u n c t i o n a l i s m - t h a t t h e 

d i r e c t i o n i s d e t e r m i n e d by t h e ' n e e d ' o f a s y s t e m t o adap t t o i t s 
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e n v i r o n m e n t m o r d e r t o s u r v i v e . S m i t h (1973) p roceeds a t l e n g t h 

t o e l a b o r a t e on t h e a p p l i c a t i o n s o f n e o - e v o l u t i o n i s m m e x p l a i n i n g 

d i f f e r e n t f o r m s o f s o c i a l change , and c o n c l u d e s t h a t t h e y a r e most 

a p p l i c a b l e t o an i n t e r n a l ( o r endogenous) v i e w o f change w h i c h 

v i e w s t h e p r o c e s s i n v o l v i n g p e r i o d s o f s t a b i l i t y p u n c t u a t e d by 

i n t e r m i t t e n t c r i s e s r e q u i r i n g r e a d j u s t m e n t . B u t , he s t r e s s e s t h e 

l i m i t a t i o n s o f t h e s e v i e w s m e x p l a i n i n g how c o n t i n u o u s e x t e r n a l l y 

g e n e r a t e d ( e x o g e n o u s ) change may t a k e p l a c e , and i n d i c a t e s t h a t i t 

i s n e c e s s a r y t o i n c l u d e some f o r m o f d i f f u s i o n m o d e l . Such a 

" d i f f u s i o n " model w o u l d have t o i n c o r p o r a t e t h r e e m a m e l e m e n t s : 

" t h e i n t r u s i o n o f e v e n t s , t h e i n f l u e n c e o f t h e e n v i r o n m e n t , and 

c r i s i s " (p.159)* However , i t seems t h a t S m i t h ' s c o n c e r n abou t 

e x p l a n a t i o n s o f exogenous change i s m e r e l y a q u i b b l e abou t t h e 

range o f c o n v e n i e n c e o f t h e t h e o r y . The d i f f e r e n c e b e t w e e n 

endogenous and exogenous change i s m e r e l y dependent on t h e l e v e l a t 

w h i c h s y s t e m b o u n d a r i e s a re d e f i n e d . 

What a re most i m p o r t a n t a r e t h e l o g i c a l p r o b l e m s o f f u n c t i o n a l i s m 

when a p p l i e d t o o r g a n i s a t i o n s . As S i l v e r m a n (1970) p o i n t s o u t , t h e 

f u n c t i o n a l i s t e x p l a n a t i o n o f change i m p l i e s t h a t " t h e power o f t h o u g h t 

and a c t i o n may r e s i d e m s o c i a l c o n s t r u c t s " ( p . 4 ) , and t h a t t h i s 

p r o b l e m o f r e i f i c a t i o n i s even worse when one c o n s i d e r s t h e way 

t h a t a s y s t e m may appear p u r p o s i v e i n r e c o g n i s i n g t h r e a t s t o i t s 

e x i s t e n c e and s e e k i n g t o a d j u s t m t h e most a p p r o p r i a t e manner . 

A p a r t f r o m t h e s e l o g i c a l p r o b l e m s , S i l v e r m a n c o n s i d e r s t h e m a m 

weakness o f P a r s o n ' s p e r s p e c t i v e as b e i n g " h i s p r i o r o r i e n t a t i o n , as 

a f u n c t i o n a l i s t , t o t h e consequences r a t h e r t h a n t h e causes o f a c t i o n : 

he i s p r i m a r i l y i n t e r e s t e d m t r a c i n g t h e consequences o f a change 

r a t h e r t h a n m e x a m i n i n g i t s s o u r c e s , m t h e f u n c t i o n s r a t h e r t h a n 

t h e causes o f c o n f l i c t " ( p . 5 8 ) . 

I t i s p r o b l e m s o f t h i s t y p e w h i c h l e a d S i l v e r m a n t o d e v e l o p 

an A c t i o n Framework f o r o r g a n i s a t i o n s w h i c h w i l l be c o n s i d e r e d 

m t h e f o l l o w i n g s e c t i o n . But m t h e meantime i t may h e l p t o 

summarise t h e m a i n i m p l i c a t i o n s o f t h e above d i s c u s s i o n . F i r s t l y 
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t h a t a f u n c t i o n a l i s t o r sys tems p e r s p e c t i v e may be a p p r o p r i a t e f o r 

d e a l i n g w i t h o r g a n i s a t i o n a l change a t a f a i r l y h i g h l e v e l o f 

a b s t r a c t i o n , and p o s s i b l y m o r g a n i s a t i o n s w h i c h a r e r e a s o n a b l y 

i s o l a t e d and w h i c h a r e e x p e r i e n c i n g g r o w t h and d i f f e r e n t i a t i o n . 

S e c o n d l y , t h a t where t h e m a m danger o f f u n c t i o n a l i s m l i e s - m i t s 

t e n d e n c y t o r e i f y - i t may be a p p r o p r i a t e t o f o c u s more a t t e n t i o n 

on t h e a c t i o n s o f i n d i v i d u a l s w i t h i n t h e o r g a n i s a t i o n . 

( b ) A c t i o n T h e o r y 

A l t h o u g h " A c t i o n " t h e o r y may be t r a c e d back t o t h e w o r k o f 

Weber (1947) f r o m w h i c h Parsons d e r i v e d much o f h i s f r a m e w o r k , i t has 

d e v e l o p e d a l o n g somewhat d i f f e r e n t l i n e s t o t h a t o f F u n c t i o n a l i s m . 

Weber r e g a r d e d t h e s t u d y o f s o c i a l a c t i o n as t h e m a m s u b j e c t m a t t e r 

o f s o c i o l o g y and s t a t e d t h a t : 

" A c t i o n i s s o c i a l , m so f a r a s , by v i r t u e o f t h e s u b j e c t i v e 
mean ing a t t a c h e d t o i t b y t h e a c t i n g i n d i v i d u a l ( o r i n d i v i d u a l s ) 
i t t a k e s a c c o u n t o f t h e b e h a v i o u r o f o t h e r s and i s t h e r e b y 
o r i e n t e d m i t s c o u r s e . " (p .88) 

And t h i s s t a t e m e n t i s s u r p r i s i n g l y s i m i l a r t o t h e seven 

p r o p o s i t i o n s o f an A c t i o n f r a m e - o f - r e f e r e n c e f o r m u l a t e d by S i l v e r m a n 

(1970). These i n c l u d e t h e f o l l o w i n g s t a t e m e n t s : 

( I ) " A c t i o n a r i s e s o u t o f meanings w h i c h d e f i n e s o c i a l 

r e a l i t y " . 

( I I ) "Meanings a r e g i v e n t o man by t h e i r s o c i e t y . " 

( I I I ) " W h i l e s o c i e t y d e f i n e s man, man m t u r n d e f i n e s s o c i e t y " 
( I V ) " T h r o u g h t h e i r i n t e r a c t i o n men a l s o m o d i f y , change and 

t r a n s f o r m s o c i a l m e a n i n g s . " (p .127) 

However , t h e d i f f e r e n c e b e g i n s t o emerge s u b s e q u e n t l y where 

Weber emphasises t h e need t o r e l a t e s u b j e c t i v e i n t e r p r e t a t i o n s t o 

o b j e c t i v e e v i d e n c e (where t h i s can be g a t h e r e d w i t h adequa te r e l i a b i l i t y ) 

whereas S i l v e r m a n e x p l i c i t l y r e j e c t s any i n t e r p r e t a t i o n s w h i c h a r e n o t 

based on t h e s u b j e c t ' s own d e f i n i t i o n s : 
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" F o s i t i v i s t i c e x p l a n a t i o n s , w h i c h a s s e r t t h a t a c t i o n i s 
d e t e r m i n e d "by e x t e r n a l and c o n s t r a i n i n g s o c i a l o r n o n - s o c i a l 
f o r c e s , a re m a d m i s s a h l e ( p . 2 7 ) 

Thus t h e d e v e l o p m e n t o f F u n c t i o n a l i s m has moved m t h e d i r e c t i o n 

o f u n d e r s t a n d i n g s o c i e t y "by means o f a b s t r a c t i o n s about t h e ' c o n c r e t e ' 

s t r u c t u r e o f s o c i e t y , w h i l e A c t i o n t h e o r y has p a i d g r e a t e r a t t e n t i o n 

t o t h e way t h a t p e o p l e a t t a c h meanings t o s o c i a l a c t i o n s . S i l v e r m a n 

c r i t i c i s e s Pa rsons f o r s u g g e s t i n g t h a t t h e m a i n mechanism o f 

c o n f o r m i t y w i t h i n a s o c i e t y i s t h r o u g h t h e i n t e r n a l i s a t i o n o f norms 

w h i c h r e s u l t s m s h a r e d v a l u e s y s t e m s . And he f o l l o w s B e r g e r (1963) 

m p o i n t i n g ou t t h a t n o t o n l y does s o c i e t y d e f i n e i t s own norms , b u t 

t h a t t h e n a t u r e o f any s o c i a l r e a l i t y i s a l s o s u b j e c t t o c o n t i n u o u s 

r e d e f i n i t i o n s b y t h e p a r t i c i p a n t s t h e m s e l v e s . 

I t i s t h i s o p p o r t u n i t y t o r e d e f i n e s o c i a l s i t u a t i o n s , f o r 

d i f f e r e n t p a r t i c i p a n t s t o obse rve t h e same phenomena and t o a r r i v e 

a t d i f f e r e n t c o n c l u s i o n s , w h i c h p r o v i d e s t h e b a s i s f o r u n d e r s t a n d i n g 

c o n f l i c t and change w i t h i n o r g a n i s a t i o n s (Cohen , 1968). And t h e r e f o r e 

w i t h i n t h i s f r a m e w o r k , o r g a n i s a t i o n a l change may be d e f i n e d e i t h e r as 

a change m t h e r u l e s o f t h e 'game ' as u n d e r s t o o d by t h e v a r i o u s a c t o r s 

o r b y a change m t h e a c c e p t a n c e o f t h e e x i s t i n g r u l e s by t h e s e a c t o r s . 

I n t h e f i r s t case t h e e s t a b l i s h m e n t o f new r u l e s b r i n g s abou t a change 

m t h e b e h a v i o u r o f a c t o r s , m t h e second case t h e changed b e h a v i o u r 

o f t h e a c t o r s f o r c e s a new d e f i n i t i o n o f t h e r u l e s by f i a t ( S i l v e r m a n , 

1970, p .152). 

A l t h o u g h some a u t h o r s c r i t i c i s e t h e A c t i o n f r a m e w o r k on e m p i r i c a l 

g rounds ( D a n i e l , 1969), t h e m a j o r p r o b l e m s have been a s s o c i a t e d w i t h 

t h e d i f f i c u l t y o f d e v e l o p i n g a v i a b l e t h e o r y o f a c o m p l e t e o r g a n i s a t i o n 

w h i c h i s based on t h e s u b j e c t i v e d e f i n i t i o n s o f i n d i v i d u a l s and w h i c h 

does n o t r e s o r t t o r e i f i c a t i o n s . However , i t i s p o s s i b l e t h a t t h i s 

i s l a r g e l y a r e s u l t o f t h e f a c t t h a t t h e m a i n p r o p o n e n t s o f each s c h o o l 

have t e n d e d t o p o l a r i s e t h e o p p o s i n g s c h o o l - and hence p o l a r i s e 

t h e m s e l v e s by i m p l i c a t i o n . T h i s i s p a r t i c u l a r l y so amongst A c t i o n 

t h e o r i s t s as e x e m p l i f i e d by t h e w o r k o f Rex (1961), Cohen (1968), 

S i l v e r m a n (1970) and G o l d t h o r p e a t a l . (1968). 



15-

F o r t h e pu rpose o f t h i s t h e s i s , t h e m a i n m e r i t o f t h e A c t i o n 

f r a m e w o r k w i l l be m i t s emphasis on t h e i n t e r a c t i o n s o f i n d i v i d u a l s 

w i t h i n s i t u a t i o n s o f o r g a n i s a t i o n a l change . T h i s i s because , a l t h o u g h 

i t may be n e c e s s a r y t o d e s c r i b e a s p e c t s o f what happens m ' s t r u c t u r a l ' 

t e r m s , i t i s s u g g e s t e d t h a t t h e m a m j u s t i f i c a t i o n f o r why t h i n g s 

happen w i t h i n o r g a n i s a t i o n s i s t o be f o u n d a t t h e l e v e l o f i n d i v i d u a l 

a c t i o n s . 

( c ) S y n t h e s i s and o r t h o d o x y . 

Bowey (1976) n o t i c e s a t e n d e n c y amongst t h e more r e c e n t w r i t e r s 

on O r g a n i s a t i o n a l T h e o r y t o a t t e m p t a s y n t h e s i s be tween t h e t w o m a j o r 

• s c h o o l s ' , and h e r own w o r k r e p r e s e n t s an a t t e m p t t o e x t e n d t h e b a s i c 

p r i n c i p l e s o f A c t i o n T h e o r y i n t o a w i d e r f r a m e w o r k . T h i s she a c h i e v e s 

t h r o u g h t h e i n t r o d u c t i o n o f f o u r a d d i t i o n a l a x i o m s : ' r o l e ' , 

• r e l a t i o n s h i p s ' , ' s t r u c t u r e ' , and ' p r o c e s s ' a x i o m s . Thus t h e c o n c e p t 

o f • r o l e 1 i s employed t o e x p l a i n why members o f an o r g a n i s a t i o n when 

f a c e d w i t h s i m i l a r s i t u a t i o n s t e n d t o r e a c t m s i m i l a r ways . The 

' r e l a t i o n s h i p ' a x i o m i s used t o e x p l a i n t h e p a t t e r n i n g o f b e h a v i o u r 

t h a t may be o b s e r v e d b e t w e e n i n d i v i d u a l s who m u t u a l l y h o l d r o l e 

e x p e c t a t i o n s o f each o t h e r . The c o n c e p t o f ' s t r u c t u r e ' i s seen m 

s o c i a l t e r m s as b e i n g d e r i v e d f r o m t h o s e p a t t e r n s o f b e h a v i o u r t h a t 

appear t o be more o r l e s s s t a b l e and t h e s e p a t t e r n s may a l s o be 

i n t e r p r e t e d t o some e x t e n t m t e r m s o f n o n - s o c i a l f a c t o r s ; t h e s e t w o 

g roups o f f a c t o r s may be combined t o r e p r e s e n t t h e ' b e h a v i o u r a l s t r u c t u r e 

o f t h e o r g a n i s a t i o n . F i n a l l y t h e c o n c e p t o f ' p r o c e s s ' i s i n t r o d u c e d 

m o r d e r t o a c c o u n t f o r t h e way t h a t o r g a n i s a t i o n s can and do e x h i b i t 

changes m s t r u c t u r e . 

I t i s t h i s c o n c e p t o f ' p r o c e s s * w h i c h i s r e l e v a n t t o t h e p r e s e n t 

d i s c u s s i o n s and i s d e s c r i b e d as f o l l o w s : 

"P roces se s a r e made up o f a c t i o n s , and s e r v e t o a l t e r o r 
p r e s e r v e e v e r y p a r t o f t h e s t r u c t u r e , e i t h e r t h r o u g h c o n f i r m a t i o n 
o f e x i s t i n g i n t e r p r e t a t i o n s , o r t h r o u g h t h e g e n e r a t i o n o f new 
i n t e r p r e t a t i o n s o f t h e meanings o r s i g n i f i c a n c e o f i t e m s m 
t h e s t r u c t u r e . " ( p . 2 0 9 ) . 

T h i s c l e a r l y r e p r e s e n t s a f u s i o n be tween t h e f u n c t i o n a l i s t p e r s p e c t i v e 

( a l t e r i n g o r p r e s e r v i n g t h e s t r u c t u r e ) and t h e a c t i o n f r a m e w o r k 
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(mean ings a t t a c h e d t o i t e m s o f s t r u c t u r e ) . Bowey h e r s e l f comments 

on t h e t e n d e n c y o f e a r l i e r a u t h o r s t o n e g l e c t c a r e f u l d e f i n i t i o n o f 

t h e t e r m ' p r o c e s s ' , and h e r own d e f i n i t i o n g i v e n above appears t o be 

most a c c e p t a b l e . U n f o r t u n a t e l y she i s n o t so c o n s i s t e n t when she 

b e g i n s t o i l l u s t r a t e t h e c o n c e p t o f p r o c e s s w h i c h , i n c i d e n t a l l y , she 

r e g a r d s as " p e r h a p s t h e most i m p o r t a n t c o n c e p t w h i c h has been added 

t o t h e b a s i c ax ioms o f a c t i o n t h e o r y " . 

T h e r e a r e t w o m a m p rob lems w i t h h e r use o f t h i s c o n c e p t . 

F i r s t l y , a g r e a t d e a l o f c o n f u s i o n a r i s e s f r o m h e r use o f t h e w o r d 

t p r o c e s s J On some o c c a s i o n s she uses i t t o d e s c r i b e a g r o u p i n g o f 

a c t i o n s o r e v e n t s : 

. " t h e r e were a t l e a s t e l e v e n d i f f e r e n t l a b o u r was tage p r o c e s s e s 
w h i c h m i g h t o c c u r w i t h i n an o r g a n i s a t i o n . " (p.188) 

" a l t h o u g h t h e p r o c e s s o f c a r e e r m o b i l i t y was o c c u r r i n g among 
t h e male s t a f f a t E l d e r H a l l . " (p .190) . 

On o t h e r o c c a s i o n s she combines t h i s d e s c r i p t i v e e lement w i t h a 

c a u s a l e l e m e n t : 

" I c o n c l u d e d t h a t t h e p r o c e s s o f l e a v i n g due t o t h e a v a i l a b i l i t y 
o f a l t e r n a t i v e j o b s was o c c u r r i n g a t E l d e r H a l l . " (p .191, . 
a u t h o r ' s e m p h a s i s ) 

" I n o r d e r t o assess w h e t h e r t h e p r o c e s s o f l e a v i n g because o f 
i n t e r p e r s o n a l s t r a i n and c o n f l i c t was a m a j o r o r a m i n o r cause 
o f was tage . . . " (p.194, a u t h o r ' s e m p h a s i s ) . 

And o c c a s i o n a l l y she uses t h e w o r d t o d e n o t e t h e change i t s e l f 

" I n t h i s o r g a n i s a t i o n , t h e p r o c e s s e s o f change m t h e 
s t r u c t u r e were more w i d e s p r e a d and o f a l a r g e r o r d e r . . " ( p . 1 7 4 ) 

I n a l l t h e s e cases t h e w o r d " p r o c e s s " appears t o be an o b f u s c a t i o n , 

and each o f t h e s e passages become much more c o m p r e h e n s i b l e i f t h e y 

a re r e p h r a s e d w i t h o u t u s i n g t h i s w o r d . And i t seems t h a t much o f t h e 

c o n f u s i o n a r i s e s f r o m h e r a t t e m p t t o a p p l y a s i n g l e concep t t o two 

d i s t i n c t u s e s : t h e d e s c r i p t i v e and t h e e x p l a n a t o r y . 

The second p r o b l e m , as t h e l a s t q u o t a t i o n i n d i c a t e s , i s t h a t 

h e r d e s c r i p t i o n o f change i t s e l f i s a l s o v e r y c o n f u s i n g . One c o m p l e t e 

c h a p t e r o f h e r book i s d e v o t e d t o d e s c r i b i n g t h e p roces se s w h i c h 

caused change m an o r g a n i s a t i o n w h i c h she a d m i t t e d t o be " v e r y s t a b l e " , 

where i t was b a r e l y p o s s i b l e t o d i s c e r n a s i n g l e p r o c e s s . The second 
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example o f o r g a n i s a t i o n a l change a l s o t u r n s out t o be a s t a b l e 

s i t u a t i o n f o r t h a t o r g a n i s a t i o n : h i g h l a b o u r was tage and a s h o r t a g e 

o f s t a f f . 

I n a t t e m p t i n g t o g r a f t t h e g e n e r a l i s e d p e r s p e c t i v e o f f u n c t i o n a l i s m 

and sys tems t h e o r i e s o n t o t h e p a r t i c u l a r i s t i c p e r s p e c t i v e o f a c t i o n 

t h e o r y t h e r e s u l t i s c o n f u s i o n and l a c k o f c l a r i t y . But t h i s i s n o t 

c o n f i n e d o n l y t o Bowey ' s w o r k . I t has been n o t e d t h a t any a t t e m p t s 

t o employ a f u n c t i o n a l i s t f r a m e w o r k may r e s u l t m c o n f u s i o n s be tween 

o b s e r v e d a s s o c i a t i o n s and c a u s a l r e l a t i o n s h i p s ( S i l v e r m a n , 1970; S m i t h , 

1973). When T a l c o t t Parsons a t t e m p t s t o i n c o r p o r a t e i n d i v i d u a l a c t i o n 

and mean ing i n t o h i s f r a m e w o r k he does n o t overcome t h i s b a s i c p r o b l e m 

( R o c h e r , 1972, Ch. 5 ) . . 

The r o o t o f t h e p r o b l e m comes down t o t h e r e l a t i o n s h i p s be tween 

t h e a c t i o n s o f i n d i v i d u a l s and t h e s o c i a l s t r u c t u r e . The " a c t i o n " 

t h e o r i s t m a i n t a i n s t h a t a c t i o n s d e f i n e and change s t r u c t u r e , w h i l e 

t h e s y s t e m t h e o r i s t m a i n t a i n s t h a t s t r u c t u r e changes b o t h a c t i o n s and 

o t h e r e l e m e n t s o f s t r u c t u r e (summon o t a l . , 1975). F i r s t l y t h e r e i s 

a c e r t a i n o r t h o d o x y amongst p e o p l e u s i n g ' s y s t e m s ' c o n c e p t s w h i c h does 

n o t a l l o w them t o d i f f e r e n t i a t e c l e a r l y b e t w e e n d i f f e r e n t c l a s s e s o f 

f a c t o r s . R y l e (1949) makes t h e p o i n t f o r c i b l y abou t t h e danger o f 

u s i n g " c a t e g o r y m i s t a k e s " . I n h i s example w h i c h examines t h e 

d i s t i n c t i o n s t h a t may be d rawn be tween " m i n d s " and " b o d i e s " , R y l e i s 

a t p a i n s t o p o i n t o u t , a l t h o u g h i t may be v a l i d t o say t h a t ' m i n d s ' 

e x i s t and s e p a r a t e l y t h a t ' b o d i e s ' e x i s t , i t s h o u l d be n o t e d t h a t t h e 

w o r d ' e x i s t ' i s b e i n g used m two v e r y d i f f e r e n t w a y s . T h e r e f o r e 

t h e r e w i l l be m a j o r l o g i c a l p r o b l e m s m u s i n g words l i k e ' m i n d ' and 

• b o d y ' m t h e same s e n t e n c e . I t i s t h e r e f o r e p o s s i b l e t h a t a s i m i l a r 

c a t e g o r y m i s t a k e i s b e i n g made w i t h t h e s i m u l t a n e o u s use o f t h e t e r m s 

' a c t i o n ' and • s t r u c t u r e 1 , so t h a t t o say t h a t s t r u c t u r e causes a c t i o n 

i s l o g i c a l l y i n v a l i d . 

A second p o i n t c o n c e r n s t h e n a t u r e o f change i t s e l f . As 

i n d i c a t e d e a r l i e r , t h i s must be t r e a t e d as a ' s e c o n d o r d e r 1 c o n c e p t 

s i n c e i t canno t be d e r i v e d d i r e c t l y f r o m any sense e x p e r i e n c e . 
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Coleman (1971) uses a p h y s i c a l example t o i l l u s t r a t e t h i s p o i n t . Thus 

t h e p o s i t i o n o f a p a r t i c l e may be o b s e r v e d a t t i m e t ^ and i t may be 

o b s e r v e d a g a i n a t t i m e t ^ - I f t h e d i s p l a c e m e n t o f t h e p a r t i c l e i s s , 

one may i n f e r t h a t t h e ave rage v e l o c i t y ( v ) o f t h e p a r t i c l e i s g i v e n b y : 

s 
V = 

1 
and i f t h i s o b s e r v a t i o n i s t a k e n o v e r an i n f i t e s s i m a l l y s h o r t p e r i o d 

o f t i m e , t h e n t h e f o l l o w i n g e x p r e s s i o n i s o b t a i n e d f o r v e l o c i t y : 

ds 

d t 

How t h e s i g n i f i c a n t f a c t o r he re i s t h a t t h e c o n c e p t s o f v e l o c i t y and 

d i s p l a c e m e n t f a l l i n t o d i f f e r e n t c a t e g o r i e s : t o say t h a t a c o m b i n a t i o n 

o f d i s p l a c e m e n t and t i m e causes v e l o c i t y i s t o t a l l y m e a n i n g l e s s . The 

q u o t i e n t o f d i s p l a c e m e n t and t i m e i s s i m p l y d e f i n e d as v e l o c i t y . 

T h e r e f o r e m s o c i a l t e r m s , changes m one phenomenon may m e r e l y 

d e f i n e t h e s t a t e o f o t h e r phenomena. I t i s t h i s a p p r o a c h t h a t w i l l be 

d e v e l o p e d m t h e r e m a i n d e r o f t h i s c h a p t e r m an a t t e m p t t o c l a r i f y t h e 

n a t u r e o f s o c i a l _ a n d o r g a n i s a t i o n a l c h a n g e . 

3. A DESCRIPTIVE MODEL OF CHANGE 

( a ) I n t r o d u c t i o n 

I t has been s u g g e s t e d above t h a t t h e r e i s a need f o r a t h e o r y 

t h a t w i l l e x p l a i n change , b u t w i l l a v o i d p rob l ems o f l o g i c and 

c o m p r e h e n s i o n . I n t h i s s e c t i o n a f r a m e w o r k w i l l be p r o p o s e d f o r 

a n a l y s i n g s o c i a l change . I t w i l l be m e r e l y d e s c r i p t i v e and w i l l make 

no a t t e m p t t o e x p l a i n why or how change o c c u r s . As such i t w i l l be 

s i m i l a r t o what Cohen (1968) c a l l s a ' m e t a p h y s i c a l t h e o r y ' : i t w i l l 

o n l y be a p p r o p r i a t e t o s u b j e c t i t t o r a t i o n a l a p p r a i s a l . 

A t t h e same t i m e , t h e r e i s l i t t l e pu rpose m p r o p o s i n g a t h e o r y 

u n l e s s i t i s a l s o a b l e t o p r o v i d e e x p l a n a t i o n s and i n c r e a s e d u n d e r s t a n d i n g 

o f s o c i a l phenomena. I n o r d e r t o u n d e r s t a n d t h e mechanisms o f s o c i a l 

change i t i s n e c e s s a r y t o u n d e r s t a n d t h e a c t i o n s and m o t i v e s o f t h e 

( l ) No te t h a t March and Simon (1958) f i n d i t c o n v e n i e n t t o use t h e 
c o n c e p t o f a ' f i r s t d e r i v i a t i v e ' m d i s c u s s i n g r a t e s o f change 
o f o r g a n i s a t i o n a l p e r f o r m a n c e . 
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i n d i v i d u a l s i n v o l v e d m t h e s i t u a t i o n . The p r o b l e m o f r e i f i c a t i o n 

becomes p a r t i c u l a r l y a c u t e when t h e s c a l e o f t h e s i t u a t i o n b e i n g 

a n a l y s e d becomes s u f f i c i e n t l y l a r g e f o r i t t o become most c o n v e n i e n t 

t o d e s c r i b e t h e a c t i o n s o f i n d i v i d u a l s as i f t h e y were a c t i o n s on t h e 

p a r t o f o r g a n i s a t i o n s o r i n s t i t u t i o n s . Thus change i s d e s c r i b e d as 

i f i t had come abou t t h r o u g h t h e w i l f u l o r a c c i d e n t a l agency o f 

o r g a n i s a t i o n s l i k e m u l t i n a t i o n a l compan ies , and o f i n s t i t u t i o n s l i k e 

" t h e f a m i l y " . 

I n t h e r e m a i n d e r o f t h i s c h a p t e r i t i s hoped t o a v o i d t h e 

p r o b l e m o f r e i f i c a t i o n t h r o u g h t w o t a c t i c s . F i r s t l y t h e u n i t o f 

a n a l y s i s w i l l be a t t h e l e v e l o f t h e o r g a n i s a t i o n where i t makes 

some sense t o base e x p l a n a t i o n s on t h e a c t i o n s o f i n d i v i d u a l s . 

S e c o n d l y , t h e r e w i l l be t w o s e p a r a t e s t r a n d s m t h e deve lopmen t o f t h e 

t h e o r e t i c a l f r a m e w o r k . The p r e s e n t s e c t i o n w i l l o u t l i n e and i l l u s t r a t e 

a n a p p r o a c h t o d e s c r i b i n g s o c i a l change . The f o l l o w i n g s e c t i o n w i l l 

c o n s i d e r t h e m o t i v e s and a c t i o n s o f i n d i v i d u a l s i n v o l v e d m t h e 

s i t u a t i o n - and hence how t h e y may cause change t o t a k e p l a c e . The 

c o m b i n a t i o n o f t h e s e t w o s t r a n d s may be d e s c r i b e d as a t h e o r y o f 

o r g a n i s a t i o n a l change . T h u s , t h e r e m a i n d e r o f t h e c h a p t e r w i l l 

o u t l i n e t w o e l emen t s o f s o c i a l change - t h e d e s c r i p t i v e and t h e 

dynamic - and w i l l show how t h e s e may be i n t e g r a t e d . 

( b ) P r o p o s i t i o n s abou t S o c i a l Change 

I S o c i a l l i f e i s c o m p r i s e d o f t h e a c t i o n s o f i n d i v i d u a l s . 
These a c t i o n s c o n s t i t u t e t h e r e a l i t i e s o f e x p e r i e n c e . 

I I C o n s i s t e n c i e s m a c t i o n s w i l l be p e r c e i v e d as p a t t e r n s . 

I I I P a t t e r n s a re o r g a n i s e d m a h i e r a r c h i c a l sense , so t h a t 
changes m l o w e r o r d e r p a t t e r n s may be p e r c e i v e d , as p a r t 
o f h i g h e r o r d e r p a t t e r n s . 

TV A t t h e h i g h e s t l e v e l o f a n a l y s i s m a g i v e n s o c i a l s y s t e m 
t h e n a t u r e o f changes i n p a t t e r n s w i l l i n d i c a t e t h e d o m i n a n t 
v a l u e s o f t h a t s y s t e m . 



20. 

( c ) D i s c u s s i o n and A p p l i c a t i o n t o O r g a n i s a t i o n a l Change 

A number o f i m p l i c a t i o n s f o l l o w d i r e c t l y f r o m t h e s e p r o p o s i t i o n s 

F i r s t l y t h e r e i s no c a u s a l r e l a t i o n s h i p be tween t h e d i f f e r e n t l e v e l s 

o f a n a l y s i s . Each l e v e l o f a n a l y s i s m e r e l y p r o v i d e s comment f r o m a 

d i f f e r e n t p e r s p e c t i v e on t h e same e v e n t s : on i n d i v i d u a l a c t i o n s . 

S e c o n d l y i t i s p o s s i b l e f o r changes a t one l e v e l o f a n a l y s i s t o be 

p e r c e i v e d as c o n s t a n t s a t a h i g h e r l e v e l o f a n a l y s i s . I n d e e d i t 

i s s u g g e s t e d t h a t d o m i n a n t v a l u e s w i l l be i n d i c a t e d o n l y when p a t t e r n 

changes a r e t a k i n g p l a c e . K a t z and Kahn (1966) p e r c e i v e t h e same 

d i c h o t o m y be tween change and r e g u l a r i t y when t h e y sugges t t h a t a 

r e s o l u t i o n o f t h e p r o b l e m o f t h e f o r m l e s s n e s s o f o r g a n i s a t i o n s ( m 

t h e a n a t o m i c a l s e n s e ) l i e s m t h e p a t t e r n i n g o f e v e n t s m o r g a n i s a t i o n a l 

l i f e i t s e l f . But t h e y go on t o s ay t h a t : "These e v e n t s a r e s t r u c t u r e d 

and t h e f o r m s t h e y assume have dynamic p r o p e r t i e s " , (p .454) . T h i s 

s t a t e m e n t i s a t v a r i a n c e w i t h t h e a rgument i n t h i s c h a p t e r , w h i c h i s 

t h a t any s t r u c t u r i n g o f e v e n t s p r o v i d e s no more t h a n a n o t h e r l e v e l o f 

a n a l y s i s . The dynamics o f change must be e q u a t e d w i t h t h e a c t i o n s 

o f i n d i v i d u a l s - w h i c h m t u r n may be i n f l u e n c e d b y t h e way t h a t t h e 

e n v i r o n m e n t i s p e r c e i v e d . 

The f o u r p r o p o s i t i o n s i n t r o d u c e d above w i l l now be expanded 

and i l l u s t r a t e d . The i l l u s t r a t i o n i s based on t h e o b s e r v a t i o n s t h a t 

may have been made m one o r g a n i s a t i o n o v e r a p e r i o d o f t i m e . 

( 1 ) A c t i o n s 

T h e r e i s much s u p p o r t f o r t h e n o t i o n t h a t an adequa te e x p l a n a t i o n 

o f r e a l i t y can be p r o v i d e d by an a n a l y s i s o f s o c i a l a c t i o n s (Weber , 

1947; P a r s o n s , 1937? S i l v e r m a n , 1970). A l t h o u g h some w r i t e r s have 

f o u n d i t n e c e s s a r y t o assume t h a t r e a l i t y t r a n s c e n d s i n d i v i d u a l a c t i o n s . 

F o r e x a m p l e , B l a u and Schoenher r (1973) e x p r e s s t h e i r c o n c e r n t h a t 

a n a l y s e s w h i c h r e f e r o n l y t o i n d i v i d u a l a c t i o n may n e g l e c t t h e 

s u b s t a n t i a l power possessed b y o r g a n i s a t i o n s when seen as t o t a l i t i e s . 

A l t h o u g h t h e r e may be c o n s i d e r a b l e v a l i d i t y m t h i s p o i n t , i t i s 

s u g g e s t e d h e r e t h a t t h e need t o v i e w r e a l i t y as t r a n s c e n d i n g i n d i v i d u a l 

a c t i o n r e s u l t s f r o m t h e l i m i t a t i o n s o f c o n c e p t s a v a i l a b l e , r a t h e r t h a n 

b e i n g a comment on t h e n a t u r e o f r e a l i t y . 
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W i t h i n an o r g a n i s a t i o n , examples o f " a c t i o n s " m i g h t he t h e w o r k 

t a s k s p e r f o r m e d by a f i t t e r , t h e i n s t r u c t i o n s g i v e n t o t h e f i t t e r by 

h i s f o r e m a n , o r a l e t t e r s en t t o t h e f o r e m a n b y t h e p l a n t manager . 

However , i t may a l s o be p o s s i b l e t o p e r c e i v e c e r t a i n r e g u l a r i t i e s m 

t h e s e a c t i o n s . Thus , whenever t h e f i t t e r i s w o r k i n g he has t o o l s m 

h i s hands , whenever t h e f o r e m a n g i v e s an i n s t r u c t i o n abou t a t a s k he 

asks t h e f i t t e r i f he has u n d e r s t o o d i t , and t h e manager a lways 

s i g n s l e t t e r s t o t h e f o r e m a n u s i n g h i s i n i t i a l s . 

( 1 1 ) P a t t e r n s 

These r e g u l a r i t i e s t h a t a r e p e r c e i v e d m a c t i o n s may be 

r e f e r r e d t o as p a t t e r n s . P a t t e r n s a r e t h e c o n s t r u c t i o n s t h a t 

p e o p l e p l a c e on t h e i r e x p e r i e n c e s , and a r e t h e r e f o r e ways o f i n c r e a s i n g 

u n d e r s t a n d i n g ( B e r g e r and Luckman, 1966). Th ree f e a t u r e s o f p a t t e r n s 

may be e m p h a s i s e d . F i r s t l y t h e y p r o v i d e g r e a t e r economy m 

p e r c e p t i o n s : t h u s an e v e n t t h a t t a k e s p l a c e many t i m e s o v e r on d i f f e r e n t 

o c c a s i o n s may be d e s c r i b e d as one s i n g l e p a t t e r n ( t h e f i t t e r works 

w i t h t o o l s m h i s h a n d s ) . S e c o n d l y t h e y p r o v i d e a s i m p l e r means o f 

c o m m u n i c a t i o n a^out a c t i o n s due t o t h i s economy o f e x p r e s s i o n . 

T h i r d l y , t h e y p r o v i d e a g u i d e t o t h e f u t u r e on t h e a s s u m p t i o n t h a t 

t h e c o n s i s t e n c i e s o f t h e pa s t w i l l c o n t i n u e i n t o t h e f u t u r e . 

I t i s a l s o p o s s i b l e t o see p a t t e r n s a r r a n g e d m a h i e r a r c h i c a l 

sense so t h a t changes m p a t t e r n s a t one l e v e l w i l l i n d i c a t e t h e n a t u r e 

o f p a t t e r n s a t t h e n e x t s u p e r o r d m a t e l e v e l . T h i s w i l l be i l l u s t r a t e d 

b y c o n t i n u i n g t h e example s t a r t e d m t h e p r e c e d i n g s e c t i o n . I t was 

s u g g e s t e d t h a t t h e r e g u l a r i t i e s m t h e a c t i o n s o f t h e f i t t e r , t h e 

f o r e m a n and t h e manager w o u l d be p e r c e i v e d as p a t t e r n s . But t h e s e 

p a t t e r n s m i g h t a l s o change . I f , f o r example , t h e f i t t e r s u d d e n l y 

f o u n d h i m s e l f c a l l e d o f f t h e j o b t o d i s c u s s w i t h t h e f o r e m a n and o t h e r 

f i t t e r s how w o r k s h o u l d be s c h e d u l e d m t h e f u t u r e , t h i s w o u l d be a 

change m a p a t t e r n because t h e f i t t e r , w o u l d be " w o r k i n g " w i t h o u t any 

t o o l s m h i s h a n d s . I f m a d d i t i o n t h e f o r e m a n began t o ask t h e 

f i t t e r ' s o p i n i o n b e f o r e s u g g e s t i n g a cou r se o f a c t i o n , and t h e 

manager s t a r t e d s i g n i n g l e t t e r s t o t h e f o r e m a n w i t h h i s C h r i s t i a n name 

i t m i g h t t h e n be p o s s i b l e t o p e r c e i v e a common t h r e a d t o a l l o f t h e s e 
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p a t t e r n changes . They m i g h t be seen as a move t o w a r d s more 

p a r t i c i p a t i o n m t h a t p a r t o f t h e o r g a n i s a t i o n . 

I t i s o n l y when t h e r e g u l a r i t i e s o f p a t t e r n s a r e b r o k e n t h a t 

change i s i d e n t i f i e d as s u c h . T h i s i s a l s o t h e v i e w o f Roeber (1973) 

who d e s c r i b e s s o c i a l change as a c o n t i n u o u s p r o c e s s w h i c h d e v e l o p s 

u n s e e n , r e m a i n i n g l a t e n t u n t i l i t b r e a k s o n t o t h e w o r l d and i s 

i d e n t i f i e d as change . The f o r m a t i o n o f p a t t e r n s p r o v i d e s p e o p l e 

w i t h a means o f t a l k i n g about change . I t i s a l s o n o t i c e a b l e t h a t 

i t t e n d s t o i m p l y t h a t change i s some k i n d o f e v e n t - w h i c h makes i t 

h a r d e r t o v i s u a l i s e t h e sequence o f a c t i o n s i n v o l v e d m any change . 

T h i s i s one r e a s o n f o r p r o p o s i n g a t h e o r y o f change w h i c h emphasises 

t h e r e l a t i o n s h i p b e t w e e n c h a n g i n g p a t t e r n s and t h e need t o c o n c e p t u a l i s e 

i n s t a t i c t e r m s . And i t must be emphas ised t h a t t h e r e a r e no o n e -

t o - o n e r e l a t i o n s h i p s be tween l e v e l s o f p a t t e r n s : i t i s t h e n a t u r e o f 

change m one p a t t e r n w h i c h i n d i c a t e s t h e s t a t e o f t h e s u p e r o r d m a t e 

p a t t e r n . 

I n many cases i t w i l l be p o s s i b l e t o p e r c e i v e p a t t e r n s a t y e t 

h i g h e r p e r i o d s o f a b s t r a c t i o n . U s i n g t h e i l l u s t r a t i o n s t a r t e d above 

t h e r i s e and f a l l o f t h e p a r t i c i p a t i o n "movement" c o u l d be t r a c e d o v e r 

a p e r i o d o f t i m e w i t h i n t h a t o r g a n i s a t i o n . There w o u l d be d a t e s on 

w h i c h t h e f i r s t g r o u p m e e t i n g was c a l l e d , when t h e manager f i r s t s i g n e d 

t h e memorandum w i t h h i s C h r i s t i a n name. And t h e r e w o u l d a l s o be a 

d a t e beyond w h i c h no new p a t t e r n changes i n d i c a t i n g p a r t i c i p a t i o n 

t o o k p l a c e . But i f , a r o u n d t h e same p e r i o d , say 1967 t o 1970, t h e r e 

were o t h e r s i m i l a r p a t t e r n changes t a k i n g p l a c e i t m i g h t be i n f e r r e d 

t h a t t h e r e was y e t a n o t h e r l e v e l o f c o n s i s t e n c y abou t t h e s e c h a n g e s . 

For example , i f j o i n t c o n s u l t a t i o n had been e n c o u r a g e d , j o b e n r i c h m e n t 

schemes i n i t i a t e d , and management deve lopmen t e s t a b l i s h e d t h e s e w o u l d 

i n d i c a t e a s i n g l e t heme : t h e a t t e m p t t o humanise t h e w o r k p l a c e . I t 

i s t h e common theme a t t h i s l e v e l o f a n a l y s i s w h i c h i s d e f i n e d h e r e 

as a d o m i n a n t v a l u e s y s t e m . 

( i n ) Va lues 

The n o t i o n o f a " s o c i a l v a l u e " has been d e f i n e d m a g r e a t 

v a r i e t y o f ways , and i t i s n e c e s s a r y t o c l a r i f y t h e p r e s e n t usage 



"before p r o c e e d i n g w i t h t h e d i s c u s s i o n . Two approaches t o t h e 

d e f i n i t i o n o f " v a l u e s " may be c o n t r a s t e d : t h a t w h i c h f o c u s s e s on 

i n d i v i d u a l v a l u e s , and t h a t w h i c h f o c u s s e s on w i d e r s o c i a l v a l u e s . 

The f o r m e r a p p r o a c h i s used by Bowers (1970) when he l o c a t e s v a l u e s 

on a c o n t i n u u m o f a f f e c t i v e i n t e n s i t y . Thus " v a l u e s " have g r e a t e r 

a f f e c t i v e i n t e n s i t y t h e n " i n d i v i d u a l needs" , w h i c h a re s t r o n g e r t h a n 

" m o t i v e s " , w h i c h a r e s t r o n g e r t h a n " s e t s " e t c . V a l u e s a l s o p r o v i d e 

a f u n d a m e n t a l e l emen t o f i n d i v i d u a l s ' b e l i e f sys tems m t h e w o r k o f 

Bowen (1977)« They a r e s t r o n g l y h e l d b e l i e f s about what i s v a l u a b l e 

m t h e w o r l d . 

The a l t e r n a t i v e a p p r o a c h i s t o t r e a t v a l u e s as t h e f u n d a m e n t a l 

base t o any s o c i a l s y s t e m . Thus a c c o r d i n g t o Parsons (1956): 

"The m a m p o i n t o f r e f e r e n c e f o r a n a l y s i n g t h e s t r u c t u r e 
o f any s o c i a l s y s t e m i s i t s v a l u e p a t t e r n . T h i s d e f i n e s 
t h e b a s i c o r i e n t a t i o n o f t h e s y s t e m ( m t h e p r e s e n t c a se , 
t h e o r g a n i s a t i o n ) t o t h e s i t u a t i o n m w h i c h i t o p e r a t e s ; 
hence i t g u i d e s t h e a c t i v i t i e s o f p a r t i c i p a n t i n d i v i d u a l s " . ( p . 6 7 ) 

A f u r t h e r c o n t r a s t be tween t he se two approaches i s t h a t t h e i n d i v i d u a l -

based d e f i n i t i o n i m p l i e s a b e l i e f h e l d w i t h c o n s i d e r a b l e c o n v i c t i o n -

and hence an i n t e r n a l l y g e n e r a t e d m o t i v e f o r c e ; t h e s y s t e m - b a s e d 

d e f i n i t i o n i m p l i e s e x t e r n a l s o c i a l c o n t r o l t h r o u g h t h e s h a r i n g o f 

common meanings on t h e p a r t o f p a r t i c i p a n t s . 

The f o r m e r d e f i n i t i o n o f v a l u e s w i l l be employed l a t e r when 

c o n s i d e r i n g t h e dynamics o f change ; b u t t h e l a t t e r d e f i n i t i o n i s more 

r e l e v a n t t o t h e p r e s e n t d i s c u s s i o n because o f i t s r e f e r e n c e t o w i d e r 

p a t t e r n s m t h e s o c i a l s y s t e m . 

However t h e m a m p r o b l e m w i t h e x i s t i n g " s y s t e m " d e f i n i t i o n s o f 

v a l u e s i s t h a t t h e y sugges t t h a t v a l u e s , a c t i o n s and p a t t e r n s a r e 

d i f f e r e n t t y p e s o f phenomena w h i c h a re c a u s a l l y l i n k e d , sometimes m 

an h i e r a r c h i c a l s e n s e . T h i s i m p l i e s t h a t v a l u e s changes a r e t h e m a i n 

causes o f s o c i a l change ; i t i s a l s o more cumbersome s i n c e i t r e q u i r e s 

some e x p l a n a t i o n o f change a t a l l o f t h e s e l e v e l s . The d e f i n i t i o n 

p r o p o s e d he re i s t h a t v a l u e s and p a t t e r n s are m e r e l y d i f f e r e n t t y p e s 

o f o b s e r v a t i o n o f t h e same t h i n g : o f s o c i a l a c t i o n . 



2A. 

A " d o m i n a n t v a l u e s y s t e m " i s , t h e r e f o r e , no more t h a n a comment 

on g roups o f a c t i o n s , and on t h e p a t t e r n s t h a t may be p e r c e i v e d m 

t h o s e a c t i o n s . The d i f f e r e n c e be tween dominan t v a l u e s and p a t t e r n s 

a t a h i g h l e v e l o f a n a l y s i s i s t h a t t h e f o r m e r a re f o r m e d a t t h e 

h i g h e s t l e v e l o f a n a l y s i s r e l e v a n t t o t h e o b s e r v e r e x a m i n i n g change 

w i t h i n a g i v e n s o c i a l u n i t o v e r a g i v e n p e r i o d o f t i m e . I t i s a l s o 

a p p a r e n t t h a t when p e o p l e a re i n v o l v e d m t h e p o l i t i c s o f an 

o r g a n i s a t i o n t h e y do n o t t a l k m t e r m s o f v a l u e s , t h e y t a l k m t e r m s 

o f changes i n p a t t e r n s . One o f t h e i m p o r t a n t a b i l i t i e s m p o l i t i c s 

i s t o be a b l e t o c r e a t e u n c e r t a i n t y abou t t h e r e a l o b j e c t i v e by 

c o n c e n t r a t i n g on i s s u e s w h i c h a r e m a r g i n a l l y r e l a t e d ( P e t t i g r e w , 1973). 

To c o n t i n u e t h e above e x a m p l e . I n t h e o r g a n i s a t i o n a number 

o f p a t t e r n changes t o o k p l a c e o v e r a p e r i o d o f t i m e s u g g e s t i n g t h e 

coherence o f a d o m i n a n t v a l u e s y s t e m - h u m a n i s i n g t h e w o r k p l a c e . I t 

i s u n l i k e l y t h a t anyone a t t e m p t i n g t o e s t a b l i s h t h i s v a l u e s y s t e m 

w o u l d have a r g u e d a t s u c h a ' p h i l o s o p h i c a l ' l e v e l . Debates and 

d e c i s i o n s a re o n l y o f r e l e v a n c e i f t h e y can be i m p l e m e n t e d m t h e f o r m 

o f s p e c i f i c a c t i v i t i e s . A t t h e same t i m e t h e r e may a l s o have been a 

l i n e o f argument w i t h i n t h e o r g a n i s a t i o n w h i c h i m p l i e d t h a t r e d u c t i o n s 

m t h e c o s t o f human r e s o u r c e s were more i m p o r t a n t t h a n t h e g o a l o f 

h u m a n i s i n g t h e w o r k p l a c e . T h i s p a r t i c u l a r l i n e m i g h t be a r t i c u l a t e d 

b y s u g g e s t i n g p a t t e r n changes such a s : no new r e c r u i t m e n t f r o m o u t s i d e 

t h e company; p r o v i s i o n o f gene rous e a r l y r e t i r e m e n t t e r m s ; r e d u c t i o n s 

m o v e r m a n n i n g w i t h consequen t r e d e p l o y m e n t and r e d u n d a n c i e s . But 

u n l e s s t h e s e p a t t e r n changes c o u l d be i n s t i t u t e d , t h e d o m i n a n t v a l u e 

sys t em w o u l d r e m a i n t h a t o f h u m a n i s i n g t h e work p l a c e . Dominant 

v a l u e sys tems become changed o n l y t h r o u g h a c t i o n s , n o t t h r o u g h 

a s p i r a t i o n s . 

T h i s d i s c u s s i o n s u g g e s t s t h a t t h e s t a r t i n g p o i n t f o r u n d e r s t a n d i n g 

o r g a n i s a t i o n a l change i s a t t h e l e v e l o f v a l u e s , and t h i s t h e n begs 

a q u e s t i o n about how such v a l u e sys tems may become e s t a b l i s h e d o r 

changed . I t i s t h e c o n t e n t i o n o f t h i s t h e s i s t h a t t h i s t a k e s p l a c e 

t h r o u g h t h e a c t i o n s o f i n d i v i d u a l s . F u r t h e r m o r e t h a t t h e a b i l i t y c f 
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i n d i v i d u a l s o r c o a l i t i o n s , t o change p a t t e r n s , and hence t o d e f i n e 

v a l u e s , i s an e x p r e s s i o n o f t h e power t h a t t h e y possess m t h e 

o r g a m s a t 1 o n . 

( I V ) Summary 

The r e l a t i o n s h i p be tween t h e m a i n c o n c e p t s d i s c u s s e d m t h e 

above s e c t i o n are summar i sed b e l o w m F i g u r e 2.1 

DOMINANT VALUES 

Changes m p a t t e r n s 
/ i n d i c a t e dominan t v a l u e s . 

_ PATTERNS 

Changes m l o w l e v e l p a t t e r n s 
/ i n d i c a t e h i g h l e v e l p a t t e r n s 

PATTERNS 

C o n s i s t e n c i e s 
/ a r e p e r c e i v e d 

ACTIONS 

F i g u r e 2 . 1 : R e l a t i o n s h i p Between V a l u e s , P a t t e r n s and A c t i o n s 

I t has been s u g g e s t e d t h a t each l e v e l o f a n a l y s i s p r o v i d e s a 

d i f f e r e n t p e r s p e c t i v e on t h e same e v e n t s , and t h a t t h e s e l e v e l s a r e 

a n a l y s i s a r e r e l a t e d t h r o u g h t h e medium o f c h a n g e . Change i s n o t 

caused by p a t t e r n s o r v a l u e s , i t i s caused by t h e a c t i o n s o f 

i n d i v i d u a l s . T h e r e f o r e t h e f o l l o w i n g p a r t o f t h e c h a p t e r w i l l 

c o n s i d e r ways o f u n d e r s t a n d i n g i n d i v i d u a l b e h a v i o u r , and hence how 

t h i s m i g h t a f f e c t t h e d o m i n a n t v a l u e s o f an o r g a n i s a t i o n . 

4- THE DYNAMICS OF ORGAItlSATIOHAL CHANGE 

The p r e v i o u s s e c t i o n has o u t l i n e d a f r a m e w o r k f o r d e s c r i b i n g 

o r g a n i s a t i o n a l change, b u t has n o t a t t e m p t e d t o e x p l a i n how and why 
t h i s comes a b o u t . O r g a n i s a t i o n s do n o t a c t ; i t i s o n l y i n d i v i d u a l s 

who a c t w i t h i n t h e c o n t e x t o f t n e o r g a n i s a t i o n as t h e y e x p e r i e n c e i t . 
T h e r e f o r e , i n e x p l a i n i n g change, i t i s n e c e s s a r y t o u n d e r s t a n d t h e 
b e h a v i o u r o f i n d i v i d u a l s in t h e o r g a n i s a t i o n under t n e s e c i r c u m s t a n c e s . 

m a c t i o n s 
as p a t t e r n s . 



An app rop r i a t e s t a r t i n g p o i n t f o r t h i s i s Vroom's (1964) work on 

m o t i v a t i o n . This author po in t s t o two mam t r a d i t i o n s amongst 

m o t i v a t i o n a l t h e o r i s t s : ' push ' and ' p u l l ' t h e o r i e s . The mam elements 

o f ' push ' t h e o r i e s are t h a t they assume t h a t behaviour i s caused by 

past s i t u a t i o n s or "by an a s s o c i a t i o n between present s i t u a t i o n s and 

experiences l e a r n t m the pas t . The mam d i r e c t i o n o f behaviour i s 

towards t e n s i o n r e d u c t i o n , a l though i t i s emphasised t h a t t h i s does not 

n e c e s s a r i l y mean a removal o f a l l s t i m u l a t i o n . There may be an i d e a l 

l e v e l at which t e n s i o n i s most pleasant and t h e r e f o r e bo th o v e r s t i m u l a t i o n 

and u n d e r s t i m u l a t i o n may be experienced as unpleasant (Helson , 1964) . 

And as Helson p o i n t s o u t , t h i s idea has been r e f i n e d i n t o the " M c G l e i l a n d -

Clarke hypo thes i s " which suggests t h a t t h i s " a d a p t a t i o n l e v e l " i s 

a f f e c t i v e l y n e u t r a l , and t h a t i t i s minor d iscrepancies f rom the e q u i l i b r i u m 

p o s i t i o n which are most p l easan t . Thus i t i s asser ted t h a t the mam 

v a r i a b l e f a c t o r m the way t h a t any i n d i v i d u a l behaves i s the experience 

t h a t the i n d i v i d u a l has o f h i s present environment . 

The c o n t r a s t i n g group o f t h e o r i e s , " p u l l " t h e o r i e s , w i t h o u t 

denying the value o f l e a r n i n g and t e n s i o n r e d u c t i o n , place more emphasis 

on the way i n d i v i d u a l s may manipulate s i t u a t i o n s m order t o s a t i s f y 

c e r t a i n types o f fundamental needs (Maslow, 1959? McCle l land et a l . , 1953; 

A l d e r f e r , 1972) . This i m p l i e s t h a t the i n d i v i d u a l has some idea o f the 

present ' p a y - o f f s ' a v a i l a b l e ( u t i l i t i e s ) and t h a t he may be able t o 

a n t i c i p a t e f u t u r e t rends and how these may be a f f e c t e d by h i s a c t i o n s . 

Vroom h i m s e l f develops a f l e x i b l e methodology f o r i d e n t i f y i n g how i n d i v i d u a l s 

assess present s i t u a t i o n s and f u t u r e o p p o r t u n i t i e s , and t h i s w i l l be 

e labora ted f u r t h e r m Chapter 4 o f t h i s t h e s i s . 

There has been cons iderable disagreement about the s u p e r i o r i t y 

o f these two schools o f thought s ince the former proposes a pa s s ive -

r e a c t i v e view o f behaviour w h i l e the l a t t e r proposes a p r o - a c t i v e view 

o f behaviour . To some extent the ques t i on o f s u p e r i o r i t y may be 

s e t t l e d on e m p i r i c a l grounds s ince many o f the t h e o r i e s are expressed 

m s c i e n t i f i c (as opposed t o metaphys ica l t e r m s ) . But a more impor tan t 

ques t ion concerns the circumstances under which any one p a r t i c u l a r 

framework i s more a p p r o p r i a t e . 



27-

( a ) I n d i v i d u a l M o t i v a t i o n and O r g a n i s a t i o n a l Change 

I n e v i t a b l y the problem o f the r e l a t i o n s h i p between i n d i v i d u a l and 

o r g a n i s a t i o n has been c e n t r a l bo th t o o r g a n i s a t i o n a l t h e o r y and t o 
(1 ) 

management p r a c t i c e v . Th is s e c t i o n w i l l at tempt t o i n t e g r a t e the 

framework f o r v i e w i n g o r g a n i s a t i o n a l change w i t h the two views o f 

i n d i v i d u a l m o t i v a t i o n discussed above. I t should be emphasised t h a t 

t h i s i n t e g r a t i o n i s designed around th2 s i t u a t i o n o f o r g a n i s a t i o n a l 

change, and t h a t the r e s u l t may not be appropr i a t e f o r g e n e r a l i s i n g 

t o a wider range o f phenomena. The f o l l o w i n g p r o p o s i t i o n s are 

in tended t o summarise the two c o n f l i c t i n g views o f m o t i v a t i o n : 
VT I n d i v i d u a l behaviour i s dependent on the experience o f 

e x i s t i n g pa t t e rns w i t h m the o r g a n i s a t i o n . 
711 I n d i v i d u a l behaviour i s dependent on the a n t i c i p a t i o n o f 

changes m these o r g a n i s a t i o n a l p a t t e r n s . 

I n the former case two p o i n t s should be no ted . F i r s t l y , o r g a n i s a t i o n a l 

pa t t e rns per se are not the cause o f any behaviour , r a t h e r , i t i s the 

p e r c e p t i o n o f these pa t t e rns by an i n d i v i d u a l which may r e s u l t i n 

c e r t a i n forms o f a c t i o n . Secondly, the na ture o f these pa t t e rns may 

be, u s i n g Bowey's (1976) c l a s s i f i c a t i o n , e i t h e r s o c i a l or n o n - s o c i a l , 

and may inc lude f a c t o r s such as i n d i v i d u a l r o l e , o r g a n i s a t i o n a l 

c l ima te or o r g a n i s a t i o n a l t echno logy . I n the l a t t e r case s ince the 

dominant value system o f the o r g a n i s a t i o n i s determined by the 

d i r e c t i o n o f p a t t e r n change, then any a n t i c i p a t i o n s o f change w i l l 

be dependent on the i n d i v i d u a l s unders tanding o f the dominant value 

system. 

The f i r s t p r o p o s i t i o n provides a ' r e a c t i v e ' view o f behaviour , 

the second provides a v iew t h a t may be e i t h e r r e a c t i v e or p r o a c t i v e . 

There fo re m changing s i t u a t i o n s , any i n d i v i d u a l behaviour aimed at 

i n f l u e n c i n g p a t t e r n changes, would have t o be viewed f r o m the second 

p e r s p e c t i v e . 

^ 'For example A r g y r i s (1957) p o i n t s t o the bas ic i n c o m p a t i b i l i t y 
between the o r g a n i s a t i o n which needs t o c o n t r o l the behaviour o f i t s 
members and the supposed need o f i n d i v i d u a l s f o r increased growth 
and autonomy a l though , as he subsequent ly suggests ( A r g y r i s , 1964) 
t h i s p a r t i c u l a r mismatch can lead t o c r e a t i v i t y and i n n o v a t i o n i f 
i t i s managed a p p r o p r i a t e l y . A s i m i l a r theme i s a l so apparent m 
the management t h e o r i e s o f F.W. T a y l o r (1947) a l though he sees t h i s 
as be ing based on the f a i l u r e o f workers t o apprec ia te t h a t t h e i r 
own best i n t e r e s t s (economic) l i e m conforming t o the norms o f 
the o r g a n i s a t i o n . 
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( b ) Power and Change 

The assumption "behind t h e o r i e s o f m o t i v a t i o n based on 

expec ta t ions o f the f u t u r e i s t h a t i n d i v i d u a l s w i l l choose a l t e r n a t i v e s 

m such a way as t o maximise the u t i l i t y a v a i l a b l e . I n the case o f 

o r g a n i s a t i o n a l change, i t f o l l o w s t h a t i n d i v i d u a l s w i l l at tempt t o 

i n f l u e n c e p a t t e r n changes m order t o maximise u t i l i t y . These 

changes m pa t t e rns w i l l a l so imp ly i n f l u e n c i n g the dominant value 

system o f the o r g a n i s a t i o n . 

I t i s at t h i s p o i n t t h a t i n t e r n a l p o l i t i c s become the c e n t r a l 

dynamic o f o r g a n i s a t i o n a l change. Whether or not i n d i v i d u a l s are 

seen t o be a c t i n g a l t r u i s t i c a l l y , or m t h e i r own s e l f - i n t e r e s t , 

the focus o f o r g a n i s a t i o n a l change i s m the value system t h a t 

operates m the o r g a n i s a t i o n . T h e r e f o r e , m these te rms, the power 

o f any i n d i v i d u a l i s d e f i n e d by h i s a b i l i t y ( p o t e n t i a l or a c t u a l ) , t o 

determine the dominant va lue system o f the o r g a n i s a t i o n . At a 

personal l e v e l i t i s on the bas is o f shared values t h a t c o a l i t i o n s 

and groupings are formed s ince s e l f - i n t e r e s t w i l l be served through 

p a r t i c u l a r types o f p a t t e r n change, and where these are s i m i l a r , t h i s 

w i l l c o n s t i t u t e a s h a r i n g o f o b j e c t i v e s - an agreement about a 

d e s i r a b l e dominant va lue system. This leads t o a f i n a l p r o p o s i t i o n 

about power and change: 

V W i t h i n an o r g a n i s a t i o n viewed as a c losed system changes m 
the dominant values w i l l i n d i c a t e a s h i f t m the balance o f 
power between i n d i v i d u a l s and c o a l i t i o n s . 

This d e f i n i t i o n o f 'power ' i s s i m i l a r t o t h a t employed by 

Parsons m t h a t , "power i s the genera l i sed c a p a c i t y t o m o b i l i s e 

resources m the i n t e r e s t o f a t ta inment o f a system goa l " (Parsons 

1956(b) , p . 225)« But on c lo se r examinat ion i t d i f f e r s m two 

re spec t s . F i r s t l y , as Si lverman (1970) suggests , goals are meaningfu l 

on ly at the l e v e l o f the i n d i v i d u a l system, and the concept o f a 

" g o a l " should not be gene ra l i s ed beyond the framework o f i n d i v i d u a l 

m o t i v a t i o n . Secondly, Parsons views the value system and power as 

combining t o achieve o r g a n i s a t i o n a l goa l s . As he puts i t : 
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" the c e n t r a l phenomenon of o r g a n i s a t i o n i s the m o b i l i s a t i o n 
o f power f o r the a t ta inment o f the goals o f the o r g a n i s a t i o n . 
The value system l e g i t i m i s e s the o r g a n i s a t i o n ' s g o a l , "but i t 
i s on ly th rough power t h a t i t s achievement can be made 
e f f e c t i v e " ( 1 9 5 6 ( h ) , p . 255» a u t h o r ' s emphasis) . 

As has been p o i n t e d out e a r l i e r t h i s statement i n v o l v e s a ca tegory 

mistake which t r e a t s 'power ' and ' v a l u e s ' as i f t h ey were separate , 

but cou ld be added toge the r t o produce a combined e f f e c t as i f t hey 

were the same type o f t h i n g . The argument proposed here i s t h a t 

power and values are not s u f f i c i e n t l y separate t o be employed m an 

a d d i t i v e sense, s ince they are ye t again p r o v i d i n g d i f f e r e n t 

perspec t ives on the same t h i n g : on i n d i v i d u a l a c t i o n s . Thus i t 

i s t h a t i n d i v i d u a l s at tempt t o change o rgan i sa t i ons f o r t h e i r own 

ends. T h e i r ac t ions may be descr ibed as the m a n i f e s t a t i o n o f power. 

The r e s u l t s o f t h e i r a c t i ons may a lso be desc r ibed m terms o f 

pa t t e rn s and v a l u e s . 

5. CONCLUSIONS 

Thi s chapter has o u t l i n e d a t h e o r y which at tempts t o descr ibe 

and e x p l a i n o r g a n i s a t i o n a l change m such a way t h a t i t does not 

r e i f y o r g a n i s a t i o n a l processes, and ye t d i s t i n g u i s h e s between the 

d i f f e r e n t classes o f phenomena i n v o l v e d . The t rea tment o f these 

issues has been b r i e f and s e l e c t i v e , and i t w i l l t h e r e f o r e fo rm the 

major purpose o f the remainder o f t h i s t h e s i s t o develop these ideas . 

I n the next two chapters the framework w i l l be developed by re fe rence 

t o r e l evan t l i t e r a t u r e . This process w i l l be cont inued m Part I I 

where case-s tudies o f o r g a n i s a t i o n a l change w i l l be examined, and 

m Part I I I some o f the ideas d e r i v e d f rom t h i s t h e o r y w i l l be 

t e s t e d e m p i r i c a l l y u s ing survey d a t a . 
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1 . INTRODUCTION 

I n the previous chapter i t was argued t h a t one o f the main problems 

m ana lys ing o r g a n i z a t i o n a l change a r i s e s f rom f a i l u r e t o d i f f e r e n t i a t e 

between d e s c r i p t i v e and exp lana to ry s ta tements . And t h e r e f o r e an 

a l t e r n a t i v e t h e o r y was proposed m which these two aspects were fo rmula t ed 

s e p a r a t e l y . The d e s c r i p t i v e par t o f the t h e o r y suggested t h a t s o c i a l 

phenomena might be analysed by l o o k i n g at d i f f e r e n t r a t e s o f change at 

d i f f e r e n t l e v e l s o f a b s t r a c t i o n . I t was assumed t h a t m any o r g a n i z a t i o n 

i t was poss ib le t o d i s c e r n a c e r t a i n coherence m the ac t ions o f 

i n d i v i d u a l s , and t h a t t h i s coherence may be seen as the s t r u c t u r e , or 

p a t t e r n s , o f behaviour m the o r g a n i z a t i o n . These pa t t e rn s themselves 

may be. changing over t i m e , and the coherence m the changing pa t t e rns 

may be r e f e r r e d t o as the dominant value system o f the o r g a n i z a t i o n . The 

second pa r t o f the t h e o r y seeks t o prov ide e x p l a n a t i o n o f change m the 

ac t ions o f i n d i v i d u a l s m the o r g a n i z a t i o n . The bas is f o r i n d i v i d u a l 

behaviour i s seen t o be a combinat ion o f r e a c t i o n s t o e x i s t i n g pressures 

m the o r g a n i z a t i o n a l environment , as w e l l as a n t i c i p a t i o n s o f the f u t u r e 

s t a t e o f the o r g a n i z a t i o n . 

The t heo ry w i l l be used m these two chpaters f o r r e v i e w i n g r e l e v a n t 

research ; i f i t i s found t o be h e l p f u l m unders tanding the complex range 

o f l i t e r a t u r e , t h i s may be taken as evidence f o r the value o f the t h e o r y 

i t s e l f . Al though some degree o f over lap i s i n e v i t a b l e , the present 

chapter w i l l focus on the a n a l y s i s o f change m o r g a n i z a t i o n s , and the 

f o l l o w i n g chapter w i l l focus on the behaviour o f people who are i n v o l v e d 

m o r g a n i z a t i o n a l change. 

2 . A FRAMEWORK FOR UNDERSTANDING ORGANISATIONAL CHANGE 

O r g a n i z a t i o n a l change i s a p a r t i c u l a r l y e l u s i v e sub jec t and may be 

approached f rom var ious pe r spec t i ve s . Thus i t may be seen as something 

which takes place m the e x t e r n a l environment and which subsequently 

a f f e c t s bo th i n d i v i d u a l s and o r g a n i z a t i o n s , or i t may be seen as the 

r e s u l t o f attempts by i n d i v i d u a l s and o rgan iza t ions t o change t h e i r own 
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environments . This d u a l i t y , as Mann (1957) p o i n t s ou t , i s r e f l e c t e d 

m the l i t e r a t u r e on o r g a n i z a t i o n a l change where authors have tended 

t o s tudy e i t h e r the problems o f changing as a r e a c t i o n t o envi ronmenta l 

pressures , or the mechanisms f o r c r e a t i n g change m a n t i c i p a t i o n o f 

f u t u r e pressures . The former approach emphasises the need t o understand 

the nature and genesis o f change f rom the o u t s i d e , whereas the l a t t e r 

l ays g rea te r s t r e s s on the means o f a c h i e v i n g change, perhaps as a 

p a r t i c i p a n t . I t seems t h a t both these perspec t ives must be employed 

i f one i s t o develop a f u l l unders tanding o f change; but due t o the 

i n c o m p a t i b i l i t i e s between the two groups o f l i t e r a t u r e i t w i l l be 

necessary t o d i v i d e the chapter i n t o two halves examining, r e s p e c t i v e l y , 

r e a c t i v e and a n t i c i p a t o r y change. 

A second d i s t i n c t i o n may be drawn accord ing t o the l e v e l o f ana ly s i s 

employed. Using the ideas developed above t h i s w i l l i n v o l v e f o c u s s i n g 

on the pa t t e rns and the values w i t h i n the o r g a n i z a t i o n . The p o s s i b i l i t y 

o f bas ing a mean ingfu l ana lys i s e i t h e r at the l e v e l o f pa t t e rns or at 

the l e v e l o f values runs counter t o Parsons (19^7) view t h a t the l e v e l 

o f values should be the focus f o r a n a l y s i s . This i s because Parsons 

proposes a " h i e r a r c h y o f r e l a t i o n s o f c o n t r o l w i t h i n s o c i a l systems." 

Thus he w r i t e s : 

"The p e r s o n a l i t y system i s . . . a system o f c o n t r o l over the 
p e r s o n a l i t i e s o f i t s p a r t i c i p a t i n g members, and the c u l t u r a l 
system, a system o f c o n t r o l r e l a t i v e t o s o c i a l systems." (p .193) 

From t h i s he deduces t h a t the systems which are most impervious t o 

change are those at the h ighes t l e v e l o f a n a l y s i s : v a l u e s . And i t 

f o l l o w s t h a t : 

" the c r u c i a l focus o f the problem o f change l i e s m the 
s t a b i l i t y o f the value system." (p .198 ) 

This view has been e x t e n s i v e l y c r i t i c i s e d by Smith (1973) and t h e r e f o r e , 

apar t f r o m u s i n g the concepts o f value and p a t t e r n t o organize the 

l i t e r a t u r e i t i s also hoped t o show t h a t ana lys i s may be e q u a l l y v a l i d 

whether i t concentrates on the l e v e l o f pa t t e rns or the l e v e l o f va lues . 

However, m the same paper, Parsons (1967) employs ye t another 

d i s t i n c t i o n which w i l l be p a r t i c u l a r l y u s e f u l he re . This i s accord ing 

t o whether the source o f cftange i s i n t e r n a l or e x t e r n a l t o the system 
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under i n v e s t i g a t i o n . The f i r s t f o r m , endogenous change, i s n o r m a l l y 

seen t o r e s u l t f rom s t r a i n s w i t h i n the system; and these s t r a i n s are 

r e so lved e i t h e r t h rough adapta t ions m the s o c i a l s t r u c t u r e i t s e l f , or 

th rough adjustment m the expec ta t ions o f d i f f e r e n t p a r t s . The a l t e r n a t i v e 

f o r m , exogenous change i s seen t o r e s u l t f rom changes o c c u r r i n g m other 

systems outs ide the f o c a l system. 

The l a t t e r two dichotomies w i l l be used t o s t r u c t u r e the rev iew 

o f l i t e r a t u r e m the next pa r t o f t h i s chapter , and where p o s s i b l e , m 

the f o l l o w i n g p a r t . 

3. REACTIVE ORGANIZATIONAL CHANGE 

Before examining s p e c i f i c models o f change i t i s necessary t o make 

some comments about the wider problem o f c o n c e p t u a l i s i n g change. To 

s t a r t w i t h i t i s argued by Bowey (1976) t h a t i t i s poss ib l e e i t h e r t o 

focus on the change m c e r t a i n c h a r a c t e r i s t i c s o f an o r g a n i z a t i o n between 

two po in t s m t i m e , or t o focus on the processes whereby these changes 

take p l a c e . The former i s c a l l e d a s t r u c t u r a l view o f change, and the 

l a t t e r a process v i e w . 

Some authors have analysed o r g a n i z a t i o n a l change f r o m a s t r u c t u r a l 

p e r s p e c t i v e . Hummon et a l . (1975) concentra te t h e i r a n a l y s i s on changes 

m the number o f superv i sors employed, l e v e l s m the h i e r a r c h y , and 

number o f D i v i s i o n s m the o r g a n i z a t i o n . S i m i l a r l y McNulty (1962) 

focusses on a d m i n i s t r a t i v e changes m a number o f o rgan i za t i ons over a 

p e r i o d o f seve ra l y e a r s . These changes i n c l u d e d the c r e a t i o n o f new 

management committees, and the es tabl ishment o f new departments . 

On the o ther hand Sofer (1964) emphasises the need t o take a 

process view o f o r g a n i z a t i o n a l change because t h a t i s the on ly way t o 

understand how d i f f e r e n t elements a f f e c t one another . And Sayles (1974) 

makes the p r a c t i c a l p o i n t t h a t when p l a n n i n g o r g a n i z a t i o n a l i n n o v a t i o n s , 

i t i s e s s e n t i a l t o concentra te on the mid-process o f change r a t h e r than 

on the end p o i n t - because unless an acceptable path can be n e g o t i a t e d 
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w i t h other people m the o r g a n i z a t i o n , there i s l i t t l e chance o f t h i s 

end-pomt be ing reached. T y p i c a l dimensions m which change may take 

place have been ca tegor i sed by Spencer and Sofer (1964) m terms o f 

' f l e x i b i l i t y ' , ' v e r t i c a l power d i s t r i b u t i o n ' , and ' h o r i z o n t a l power 

d i s t r i b u t i o n . • 

F i n a l l y , i t i s argued by Pym (1966a) t h a t the ana lys t should always 

adopt as many approaches t o change as poss ib le since no s i n g l e methodology 

can p o s s i b l y h o l d a l l the answers. 

( a ) Endogenous Change 

Al though i t i s c la imed by Katz and Kahn (1966) t h a t changes 

o r i g i n a t i n g ou ts ide a system are f a r more potent than those o r i g i n a t i n g 

f rom w i t h i n the system, i t seems t h a t an examinat ion o f endogenous change 

i s necessary f o r deve lop ing an unders tanding o f why change happens at 

a l l . Two main models have been advanced as explana t ions o f endogenous 

change. The c o n f l i c t model concentra tes on the value systems and 

associa ted power s t r u c t u r e t h a t operates m the o r g a n i z a t i o n and the 

n e o - e v o l u t i o n a r y model concentrates on the way t h a t s t r a i n s between 

s t r u c t u r a l elements r e s u l t m the development o f new p a t t e r n s . 

( 1 ) C o n f l i c t Model 

This i s based on the view t h a t i n d i v i d u a l s w i t h i n an o r g a n i z a t i o n 

w i l l compete t o ga in c o n t r o l o f the r e l e v a n t reward systems. I t i s 

assoc ia ted w i t h the work o f s o c i o l o g i s t s such as Rex (1961) and Cohen 

(1968) , and has a l so f e a t u r e d s i g n i f i c a n t l y m the work o f o r g a n i z a t i o n a l 

t h e o r i s t s . For example, Da l ton (1959) t r e a t s the phenomenon o f power 

s t rugg le s as one o f the main f e a t u r e s o f an o r g a n i z a t i o n , and Blau and 

Scot t (1963) concur w i t h t h i s view m the f o l l o w i n g t e rms : 

"Power s t rugg le s p l ay a s i g n i f i c a n t r o l e m t h i s process o f 
adjustment t o cnange m o r g a n i s a t i o n s , s ince they provide 
managers w i t h i n c e n t i v e s f o r making i n f o r m a l i nnova t ions 
which he lp them t o cope w i t h o p e r a t i n g problems and extend 
the scope o f t h e i r i n f l u e n c e . " ( p . 1 7 5 ) 

Roeber (1973) comments on the importance o f be ing able t o spot the 

'emergent ' value systems o f the o r g a n i z a t i o n , and an i n t e r e s t i n g model 
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o f power i s p rov ided "by H a l l (1965) which suggests t h a t communication 

m o rgan iza t ions occurs th rough symbols which may or may not be v e r b a l . 

W i t h i n h i s d e f i n i t i o n , power i s exe rc i sed through an ' a c t i v e ' knowledge 

o f these symbols and hence i t i s impor tan t f o r people t o be able t o 

• r ead ' the o f f i c i a l symbols i f t hey wish t o possess power. This d i f f e r s 

f rom the view m t h i s t h e s i s which would d e f i n e 'power ' as the a b i l i t y 

t o ensure acceptance o f s p e c i f i c i n t e r p r e t a t i o n s o f these symbols. 

Hence the power game focusses around the d e f i n i t i o n o f symbols - or 

v a l u e s . 

The way t h a t the power game may a f f e c t i n d i v i d u a l s - apar t f rom the 

i n e v i t a b l e s t ress i n v o l v e d - i s i n d i c a t e d by Blauner ' s (1964) a n a l y s i s 

o f a l i e n a t i o n . I n h i s v iew, the f e e l i n g o f powerlessness i s one o f the 

mam c o n d i t i o n s l e a d i n g t o a l i e n a t i o n , and t h i s a l so appears t o be a 

major c o n t r i b u t i n g f a c t o r t o the ' i n s t r u m e n t a l ' work a t t i t u d e s i d e n t i f i e d 

by Goldthorpe et a l . ( 1968 ) . 

(11 ) Hep-evolu t ionary Models 

The focus o f t h i s type o f model i s upon the s t r u c t u r e o f pa t t e rn s 

o f t he o r g a n i z a t i o n . The mam assumption i s t h a t as o rgan i za t i ons grow 

or mature they set up i n t e r n a l s t r a i n s between elements which become 

i n c r e a s i n g l y d i f f e r e n t i a t e d and t h a t these s t r a i n s can o n l y be r e so lved 

when p a r t s , or the whole, o f the system changes. This i s why Lawrence 

and Lorsch (1967) s t ress the need f o r o rgan iza t ions t h a t have become 

h i g h l y d i f f e r e n t i a t e d t o develop adequate i n t e g r a t i v e mechanisms. 

Prom these i n t e r n a l pe r spec t i ve s , many authors view the development 

o f an o r g a n i z a t i o n towards m a t u r i t y as o c c u r r i n g m a number o f d i s c r e t e 

s tages . Lievegoed (1973) descr ibes t h ree mam stages m o r g a n i z a t i o n a l 

development, and Gremer (1972) has extended t h i s model t o i n c o r p o r a t e 

f i v e s tages . Growth, i s seen t o be the major problem, and the o r g a n i z a t i 

must recognise the need t o evolve s l o w l y by m a i n t a i n i n g a reasonably 

s t a t i c s t r u c t u r e over l o n g periods o f t i m e . E v e n t u a l l y , however, a 

c r i s i s p o i n t i s reached when the e x i s t i n g s t r u c t u r e becomes inadequate t o 
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cope w i t h the t a sk , and the o r g a n i z a t i o n must then pass th rough a p e r i o d 

o f ' r e v o l u t i o n * where many o f the fundamental assumptions o f the 

o r g a n i s a t i o n become changed be fo r e i t can s e t t l e down f o r another p e r i o d 

o f e v o l u t i o n w i t h a q u a s i - s t a t i c s t r u c t u r e . The f i v e mam stages o f 

e v o l u t i o n m the growth o f an o r g a n i z a t i o n are l a b e l l e d : c r e a t i v i t y , 

d i r e c t i o n , d e l e g a t i o n , c o - o r d i n a t i o n and c o l l a b o r a t i o n . C o l l e c t i v e l y 

they descr ibe the development o f an o r g a n i z a t i o n f rom be ing a smal l 

e n t r e p r e n e u r i a l concern th rough phases o f i n c r e a s i n g s y s t e m a t i s a t i o n 

and bureaucracy u n t i l , m the f i n a l s tage , a syn thes i s i s achieved 

between the o p e r a t i o n o f complex c o n t r o l systems and the encouragement 

o f i n d i v i d u a l i n i t i a t i v e . 

.However, the mam l i m i t a t i o n o f t h i s type o f model, as Smith (1973) 

p o i n t s o u t , i s t h a t i t i s on ly able t o e x p l a i n the process 0 f adjustment 

between p a r t s w i t h m a system, and z+-. i s incapable o f e x p l a i n i n g changes 

m the na ture o f complete systems. 

( m ) Values and Pa t te rns m Endogenous Change 

A comparison o f the two approaches t o endogenous change desc r ibed 

above suggests t h a t the ' c o n f l i c t ' model which s t resses values and 

meanings, has g rea te r p o t e n t i a l f o r e x p l a i n i n g t o t a l system change; 

whereas the ' n e o - e v o l u t i o n a r y ' model which s t resses p a t t e r n change, 

may prov ide a more e f f e c t i v e e x p l a n a t i o n o f i n t e r n a l adjustments and 

rearrangements . This does not suggest t h a t e i t h e r fo rm o f a n a l y s i s 

i s s u p e r i o r t o another , as Parsons would i n d i c a t e , but t h a t they each 

have t h e i r own s t reng ths m a n a l y s i n g d i f f e r e n t types o f problem. 

However, t h i s has on ly looked at the problem where the o r g a n i z a t i o n may 

be considered t o be a c losed system. I n the f o l l o w i n g s e c t i o n t h i s i s 

viewed as a ' p a r t i a l l y - o p e n * system, and where the mam source o f 

change may be considered t o be e x t e r n a l . 

( b ) Exogenous Change 

The l i t e r a t u r e on o r g a n i z a t i o n a l change which occurs as a r e s u l t 

o f e x t e r n a l processes i s more ex tens ive than t h a t on i n t e r n a l l y 

i n s t i g a t e d change. This i s p a r t l y because the p h i l o s o p h i c a l problems 
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posed by exogenous v i ewpo in t s are l e s s e r ; i t i s a l so because those 

people who are i n t e r e s t e d m changing systems (and w r i t i n g about them) 

f i n d i t more convenient t o place themselves outs ide the system. I n 

the case o f exogenous change, the g rea tes t amount o f a t t e n t i o n has been 

pa id t o changes m the pa t t e rns o f the o r g a n i z a t i o n . 

( 1 ) Resistance Model 

Resistance t o change i s seen as a fundamental p r o p e r t y o f any 

o r g a n i z a t i o n - and i t i s t h i s ve ry r e s i s t ance which , m another sense, 

d e f i n e s the s t ab l e e n t i t y o f an o r g a n i z a t i o n (Roeber, 1973). The 

' r e s i s t a n c e ' model a lso has obvious a t t r a c t i o n s t o those people who 

at tempt t o c rea te o r g a n i z a t i o n a l change - and these views w i l l be 

considered l a t e r . At a conceptual l e v e l , the model i s most f r e q u e n t l y 

assoc ia ted w i t h the t heo ry o f bureaucracy. The problem w i t n 

bureaucracy i s t h a t i t appears t o mean ve ry d i f f e r e n t t h i n g s t o d i f f e r e n t 

au thors , and t h e r e f o r e they have reached d i f f e r e n t conc lus ions about 

whether or not bureaucracy i s capable o f h a n d l i n g change. 

I n i t s o r i g i n a l f o r m u l a t i o n , bureaucracy was seen as t e c h n i c a l l y 

the most e f f i c i e n t fo rm o f o r g a n i z a t i o n (Weber, 1947)• The work o f 

Se l zn i ck (1948) shows how bureaucracies may adapt t o envi ronmenta l 

change th rough absorb ing e x t e r n a l elements t h a t are t roublesome. This 

occurs th rough the process o f c o - o p t a t i o n which e v e n t u a l l y becomes 

d y s f u n c t i o n a l s ince i t tends t o s t ress the 'means' o f o r g a n i z a t i o n a l 

s u r v i v a l r a t h e r than the ' ends ' , which i t was o r i g i n a l l y designed t o 

a t t a i n (Merton, 1949, B l a u , 1 9 5 5 ) . Perrow (1970) suggests t h a t one o f 

the main f ea tu r e s o f bureaucracy i s i t s a b i l i t y t o accommodate 

s u p e r f i c i a l changes w i thou t changing i t s s t r u c t u r e . 

"One gathers t h a t most o r g a n i z a t i o n s , and e s p e c i a l l y the 
l a r g e r ones, are f a r more committed t o the r o u t i n i s a t i o n 
o f change and adjustment . . . . than they are t o a l l o w i n g 
the o r g a n i z a t i o n t o c o n t i n u a l l y a d j u s t and change." ( p . 6 4 ) 

The view o f bu reauc ra t i c i n f l e x i b i l i t y i s presented s t r o n g l y m the 

w r i t i n g s o f Crozier (1964) who s ta tes t h a t : 

"a system o f o r g a n i s a t i o n whose main charac ter i s r i g i d i t y 
w i l l not e a s i l y a d j u s t t o change and w i l l tend t o r e s i s t 
cnange as much as p o s s i b l e . " (p .195) 
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Hence he concludes t h a t the on ly way t h a t change w i l l occur m 

•bureaucracies i s when i t i s imposed f rom the t o p . I n t h i s case change 

i s u n i v e r s a l i s t i c and encompasses the whole o r g a n i z a t i o n ' en b l o c ' . 

At t h i s p o i n t we may ask two ques t ions . F i r s t l y whether a c e r t a i n 

r e s i s t ance t o change i s inhe ren t m any o r g a n i z a t i o n , and secondly, 

whether the re are circumstances where t h i s ve ry i n e r t i a may be f u n c t i o n a l 

r a t h e r than d y s f u n c t i o n a l . I n the f i r s t case the re are two views which 

may be seen t o complement each o t h e r . Lupton (1965) be l i eves t h a t a l l 

s o c i a l s t r u c t u r e s r e s i s t change. 

" I t i s not so much i n d i v i d u a l s who r e s i s t change as s o c i a l 
s t r u c t u r e s . I n d i v i d u a l s t end t o welcome change i f i t meets 
t h e i r needs and a s p i r a t i o n s . Soc i a l s t r u c t u r e tends t o 
i n e r t i a because people see t h e i r needs and a s p i r a t i o n s 
as embedded m them." (p .222) 

But Blau and Scot t (1963) suggest t h a t i t i s not so much the nature 

o f the o r g a n i z a t i o n but whether or not i t i s ' t h r e a t e n e d ' which 

determine the way t h a t i t r eac ts t o envi ronmenta l change. And they are 

able t o show t h a t p u b l i c se rv ice o r g a n i z a t i o n s , which en joy a h i g h 

degree o f s e c u r i t y , may show less r e s i s t ance t o change t han t h e i r 

•unbureaucrat ic* counte rpar t s m the p r i v a t e s e c t o r . 

The second q u ^ s t i s n posed above a r i ses f r o m the obvious p o i n t t h a t 

the degree o f environmental change i s p u r e l y a r e l a t i v e t e rm; hence 

bureaucracy may operate e f f i c i e n t l y under some l e v e l s o f change, and 

i n e f f i c i e n t l y under other l e v e l s . S i m i l a r l y , one must remember t h a t 

•bureaucracy 1 i s an ' i d e a l ' type o f o r g a n i s a t i o n , and t o mai^y authors 

i t represents on ly one end o f a f l e x i b i l i t y continuum, which can range 

f rom a ' m e c h a n i s t i c ' s t r u c t u r e t o an ' o r g a n i c ' s t r u c t u r e (Burns and 

S t a l k e r , 1961). This has g iven r i s e t o 'Contingency T h e o r i e s ' which 

s t a t e t h a t the re must be some i d e a l f i t between the f l e x i b i l i t y o f an 

o r g a n i z a t i o n and the r a t e o f change m i t s environment . Where the 

o r g a n i z a t i o n i s viewed as d e a l i n g w i t h a number o f d i f f e r e n t sectors 

o f the environment Lawrence and Lorsch (1967) suggest t h a t the o r g a n i z a t i 

should become d i f f e r e n t i a t e d w i t h each department organised on l i n e s 

which are appropr i a t e f o r i t s dea l ings w i t h the r e l evan t pa r t o f the 

environment . Where t h i s environment may be considered as r e l a t i v e l y 
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homogeneous, Morse and Lorsch (1970) do indeed show t h a t a ' m e c h a n i s t i c ' 

o r g a n i z a t i o n w i l l he judged t o be more e f f e c t i v e than an ' o r g a n i c ' 

o r g a n i z a t i o n m a s l o w l y changing environment - and v i c e versa m a 

r a p i d l y changing environment . 

There are two mam c r i t i c i s m s t h a t have been l e v e l l e d a t cont ingency 

t h e o r i e s , and which appear t o be j u s t i f i e d . F i r s t l y , cont ingency t h e o r i e s 

t end t o concentra te on the fo rma l s t r u c t u r a l elements o f o rgan iza t ions and 

t h i s d i s t r a c t s a t t e n t i o n f rom the i n t e r n a l p o l i t i c a l processes whereby r e a l 

dec i s ions are made about s t r u c t u r e . Secondly, there i s a weakness m the 

p r e s c r i p t i v e element o f cont ingency t h e o r i e s s ince t hey assume t h a t the 

o r g a n i z a t i o n should adapt t o the environment , and they ignore the p o t e n t i a l 

t h a t the o r g a n i z a t i o n has f o r i n f l u e n c i n g the environment i t s e l f ( C h i l d , 

1973) . 

These p o i n t s r e t u r n the argument t o the ' p r o b l e m ' o f r e s i s t ance t o 

change, and i t may be concluded t h a t a l though most o rgan iza t ions are 

in tended t o absorb a c e r t a i n amount o f change w i t h o u t n o t i c i n g i t , t h e i r 

s o c i a l s t r u c t u r e s w i l l t end t o r e s i s t major changes. However, t h i s 

s t r u c t u r a l pe rspec t ive presents on ly one h a l f o f the p i c t u r e s ince i t 

i s necessary a l so t o understand the bases f o r the behaviour 0 f i n d i v i d u a l s 

w i t h m the o r g a n i z a t i o n , and m p a r t i c u l a r , the degree o f t h r e a t t h a t they 

exper ience . 

( n ) C r i s i s Model 

This represents a s l i g h t l y d i f f e r e n t focus f rom t h a t o f the 

' r e s i s t a n c e ' model, but i t i s s t i l l concerned w i t h the pa t t e rns m the 

o r g a n i z a t i o n . Whereas the r e s i s t ance model tends t o emphasise continuous 

processes o f change the c r i s i s model emphasises d i s c o n t i n u i t i e s . 

Th i s model has t o some extent been discussed m the work o f Gremer 

(1972) and Croz i e r (1964)- A more extens ive framework i s p rov ided by 

Pink et a l . (1971) which has been adapted f rom t h e o r i e s o f the way t h a t 

i n d i v i d u a l s cope w i t h environmental s t r e s ses . The model s t a r t s by 

d e f i n i n g a c r i s i s s t a t e f o r an o r g a n i z a t i o n as be ing when 
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" i t s r e p e r t o i r e o f coping responses i s not adequate t o "bring 
about the r e s o l u t i o n o f a problem which poses a t h r e a t t o 
the system." (pp . 16, 1 7 ) ' 

I f the o r g a n i z a t i o n i s t o cope adequately w i t h t h i s c r i s i s i t must pass 

t h r pugh f o u r mam phases; shock, de fens ive r e t r e a t , acknowledgement, 

adap t a t i on and change. The f i r s t two o f these phases are marked by a 

s t r o n g r e s i s t ance t o change, and growth and change on ly become p c s s i b l e 

as the o r g a n i z a t i o n moves towards the l a t t e r two phases. 

Thus the key concept o f the ' c r i s i s ' views o f o r g a n i z a t i o n a l change 

invo lves d i s c o n t i n u i t i e s m the process o f changing. The process i s 

marked by phases o f r e l a t i v e s t a s i s a l t e r n a t i n g w i t h phases o f r a p i d 

change and a d a p t a t i o n . This concern w i t h d i f f e r e n t i a l r a t e s w i t h i n the 

process o f change draws a t t e n t i o n f rom inheren t d i f f e r e n c e s m 

a d a p t a b i l i t y o f o r g a n i z a t i o n a l systems, which i s the concern o f some o f 

the e a r l i e r models, t p v a r i a t i o n s m the a b i l i t y o f any s i n g l e system 

t o adapt over t i m e . 

( m ) D i f f u s i o n Model 

The d i f f u s i o n model was o r i g i n a l l y proposed t o account f c r s o c i a l 

development through the spread o f ideas f rom more advanced t o less 

advanced c u l t u r e s (Smi th , 1976) and the ex tens ive review prov ided by 

Rogers and Shoemaker (1971 ) represents a major c o n t r i b u t i o n t o unders tanding 

the circumstances under which ideas spread f rom one i n s t i t u t i o n t o another . 

Much o f t h i s l i t e r a t u r e concentrates on the spread o f new t each ing methods 

i n t o the educa t iona l w o r l d , and has u n f o r t u n a t e l y pa id scant a t t e n t i o n t o 

the f a c t t h a t educa t iona l i n s t i t u t i o n s must be considered as o rgan iza t ions 

m t h e i r own r i g h t w i t h t h e i r own i n t e r n a l dynamics (Sayles , 1974)• 

Moreover, the c o n t i n u i n g debate m t h i s coun t ry about c u r n c u l a r r e f o r m 

emphasises t h a t such innova t ions are c l o s e l y assoc ia ted w i t h the ' v a l u e s ' 

o f t h e i r proponents . 

The t r a n s m i s s i o n o f new values i n t o an o r g a n i z a t i o n may be ve ry 

d i f f i c u l t t o d i s c e r n and f o r t h i s reason may be viewed as a continuous 

process. Katz and Kahn (1966) see these e x t e r n a l i npu t s as one o f the 

most potent fo rces behind o r g a n i z a t i o n a l change. Such 'maintenance 
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i n p u t s ' comprise the values and m o t i v a t i o n s o f members and: " i n general 

t h i s type o f change i s e v o l u t i o n a r y " ( p . 4 4 6 ) . Parsons (1956a) po in t s t o 

the r e l a t i o n s h i p between an o r g a n i s a t i o n and the value systems o f the 

e x t e r n a l environment . F i r s t l y , he de f i ne s an o r g a n i z a t i o n as a s o c i a l 

system which i s o r i e n t e d t o the a t ta inment o f goals t h a t pe r fo rm some 

f u n c t i o n f o r the wider s o c i a l system. I t i s the value system o f the 

o r g a n i z a t i o n which bo th de f i ne s and l e g i t i m i s e s t h i s g o a l . The problem 

o f adap t ing the o r g a n i z a t i o n t o e x t e r n a l s o c i a l systems can on ly be 

so lved th rough the i n t e g r a t i o n o f human agents which occurs th rough 

th ree mam processes: 

- con t r ac t s o f employment; 

- m s t i t u t i o n a l i s a t i o n o f a u t h o r i t y ; 

- genera l s o c i a l norms and va lues . 

The idea i s t aken f u r t h e r by Perrow (1970) who emphasises the 

importance o f an o r g a n i z a t i o n remain ing w i t h i n the bands o f e x t e r n a l l y 

d e f i n e d value systems. And he po in t s out t h a t t h i s problem of l e g i t i m a c y 

i s p a r t i c u l a r l y s a l i e n t m n o n - p r o f i t o rgan i za t i ons - because they are 

' l e g i t i m i s e d ' by a r e l a t i v e l y r e s t r i c t e d segment o f the environment, 

r a t h e r t han by the gene ra l i s ed 'consumer' o f p r o f i t - s e e k i n g o r g a n i z a t i o n s . 

Thus these views suggest t h a t one o f the necessary c h a r a c t e r i s t i c s o f an 

o r g a n i z a t i o n must be t o sense e x t e r n a l values and t o adapt a c c o r d i n g l y . 

The work o f Goldthorpe et a l . (1968) has shown how an e x t e r n a l value 

system may be impor ted i n t o the o r g a n i s a t i o n by the members o f the 

o r g a n i z a t i o n i t s e l f . I n the case o f the workers m Luton , the ms t rumen ta 

o r i e n t a t i o n s o f workers d i d not n e c e s s a r i l y a f f e c t the o f f i c i a l values o f 

the o r g a n i z a t i o n , but they d i d serve t o d e f i n e the r eac t i ons o f i n d i v i d u a l 

t o f o r m a l c h a r a c t e r i s t i c s o f the o r g a n i z a t i o n . 

Thus there are two mam views about the way new values may be 

t r a n s m i t t e d i n t o the o r g a n i z a t i o n . F i r s t l y an awareness may develop o f 

the range o f value systems e x t e r n a l t o the o r g a n i z a t i o n , and hence a 

' consc ious ' at tempt be made t o b r i n g the o r g a n i z a t i o n i n t o l i n e w i t h them. 

The second view i s t h a t new values become absorbed by i n d i v i d u a l s - and 
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are t h e r e f o r e c o n t i n u a l l y imported when these i n d i v i d u a l s come t o work. 

The s i g n i f i c a n c e o f t h i s f o r the present d i s c u s s i o n i s t h a t i f i n d i v i d u a l s 

have l i t t l e power m the o r g a n i z a t i o n ; the new value w i l l a f f e c t the way 

they reac t t o e x i s t i n g o r g a n i z a t i o n a l p a t t e r n s ; i f they do possess power, 

then the new value systems w i l l e i t h e r d e f i n e , or be d e f i n e d "by, changes 

m the pa t t e rns o f the o r g a n i z a t i o n . 

( c ) Summary 

This d i s c u s s i o n o f ' r e a c t i v e ' change has examined a number o f 

v iewpoin t s used t o e x p l a i n what o r g a n i z a t i o n a l change i s , and how i t 

happens. Throughout the re have been assumptions e i t h e r t h a t change i s 

i n e v i t a b l e because o f the na ture o f people and o r g a n i z a t i o n s , or t h a t i t 

i s necessary i f these same o rgan iza t ions are t o su rv ive w i t h i n t h e i r 

environments , A c l a s s i f i c a t i o n o f these v i ewpo in t s i s summarised below 

m Figure 3 - 1 . 

SOURCE OP CHANGE 

ENDOGENOUS EXOGENOUS 

LEVEL OP 
ANALYSIS 

VALUES C o n f l i c t D i f f u s i o n LEVEL OP 
ANALYSIS 

PATTERN'S Neo-evo lu t lona ry Cr i s i s /Res i s t ance 

Figure 3 . 1 ; Models o f O r g a n i z a t i o n a l Change 

I t has been suggested t h a t i t i s not n e c e s s a r i l y j u s t i f i a b l e t o assume 

a causal r e l a t i o n s h i p between o r g a n i z a t i o n a l values and pa t t e rns m the 

sense t h a t values would ' l e g i t i m i s e ' changes m o r g a n i z a t i o n a l p a t t e r n s . 

When cons ide r ing endogenous change w i t h the o r g a n i z a t i o n viewed as a c losed 

system, i t was concluded t h a t values cou ld be regarded as superordmate 

t o p a t t e r n s , on ly m so f a r as they were app rop r i a t e f o r a wider scale o f 

a n a l y s i s . I n the case o f exogenous change the evidence suggests t h a t the 

r e l a t i o n s h i p between the two may be r e f l e x i v e , so t h a t o r g a n i z a t i o n a l 

change may be analysed w i t h equal success e i t h e r at the l e v e l o f values 

or o f p a t t e r n s . 
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However, the p o s s i b i l i t y o f u s ing d i f f e r e n t e n t r y - p o i n t s f o r 

c r e a t i n g change r e c a l l s the theme f o r the remainder o f t h i s chap te r : 

the problem o f how i n d i v i d u a l s may set about c r e a t i n g change m 

o rgan iza t ions - whether f o r t h e o r e t i c a l or f o r p u r e l y p r a c t i c a l purposes. 

The ana lys i s w i l l i nco rpo ra t e bo th endogenous and exogenous perspec t ives 

and such changes f r e q u e n t l y i n v o l v e c o l l a b o r a t i o n between i n s i d e r s and 

o u t s i d e r s . Since the e x p l i c i t o b j e c t i v e o f such changes i s n o r m a l l y t o 

cope w i t h f u t u r e cont ingencies t h i s w i l l be r e f e r r e d t o as ' a n t i c i p a t o r y ' 

change. 

4 . ANTICAPATORY ORGANIZATIONAL CHANGE 

( a ) I n t r o d u c t i o n 

The term 'p lanned change' has been avoided m the t i t l e o f t h i s 

s e c t i o n since t h e r e are many d i f f e r e n t views about i t s c o r r e c t usage. 

( L i p p i t t et a l . 1958; Bennis., 1966). And f o r s i m i l a r reasons the te rm 

• o r g a n i z a t i o n a l development ' has not been used s ince t h i s i s f r e q u e n t l y 

regarded as a subset o f planned change (Bowers, 1976). I n t h i s case 

a n t i c i p a t o r y change w i l l be d e f i n e d as : 

"Any conscious and d e l i b e r a t e at tempt t o adapt the o r g a n i z a t i o n 
or i t s environment t o cope w i t h o p p o r t u n i t i e s m the present , 
or w i t h o p p o r t u n i t i e s and problems a n t i c i p a t e d m the f u t u r e . " 

The d i s c u s s i o n w i l l d i f f e r f rom t h a t o f the preceding s e c t i o n s ince i t 

w i l l a l so i nco rpo ra t e r e a c t i o n s t o envi ronmenta l pressures which have not 

ye t a r i s e n , and which are most l i k e l y t o b e ' i d e n t i f i e d as 'needs ' by 

sen io r management. This immediate ly i m p l i e s f u r t h e r d i s t i n c t i o n s : a 

tendency t o use ' r e s i s t a n c e ' models o f o r g a n i z a t i o n a l change r a t h e r than 

• c r i s i s ' models, and a tendency t o view change f r o m the perspec t ive o f 

those at the t o p o f the o r g a n i z a t i o n . A range o f necessary concepts are 

a l so i m p l i e d by t h i s s t a r t i n g p o i n t . These inc lude some form o f t a r g e t 

or focus f o r change, some idea o f d e s i r a b l e d i r e c t i o n s o f change; 

mechanisms and s t r a t e g i e s f o r a c h i e v i n g change; and means o f m a i n t a i n i n g 

the changed s i t u a t i o n (Beckhard, 1975). Th i s a l so i m p l i e s c e r t a i n 

models t o descr ibe the na ture o f o r g a n i z a t i o n a l change, and a view about 

the r o l e s t o be played by p a r t i c i p a n t s m the change process, a l though 

i t i s most f r e q u e n t l y the change agent h i m s e l f who i s the sub jec t o f 
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( 1 ) 
g rea tes t a t t e n t i o n . I n t h i s s e c t i o n we w i l l rev iew some o f the more 

i n f l u e n t i a l c o n t r i b u t i o n s t o the f i e l d o f o r g a n i z a t i o n a l change a long 

the l i n e s i n d i c a t e d above. I n do ing so we w i l l a lso attempt t o organize 

these ideas w i t h i n the framework proposed at the beg inn ing o f t h i s 

chapter . 

( b ) Concepts o f A n t i c i p a t o r y Change 

Due t o the tendency f o r change agents t o adopt a ' s o c i a l e n g i n e e r i n g ' 

pe r spec t i ve , the m a j o r i t y o f w r i t e r s concep tua l i se o r g a n i z a t i o n a l change 
( 2 ) 

w i t h i n Lewin ian t e rms . This i m p l i e s some element o f u n f r e e z i n g which 

invo lves c r e a t i n g c o n d i t i o n s so t h a t i t i s poss ib le t o change pa t t e rn s and 

behaviour ; changing, which may i n c o r p o r a t e a p e r i o d o f d i s r u p t i o n and 

d i s o r i e n t a t i o n w h i l e changes are made; and f r e e z i n g , which i m p l i e s a 

s t a b i l i s a t i o n o f new p a t t e r n s , p a r t i c u l a r l y t o ensure t h a t the systems 

do not regress t o t h e i r e a r l i e r s t a tes ( L e w m , 1952a) (see F igure 3 . 2 ) . 

CHANGING 

mnFREEZING REPREEZHTG 

Figure 3 .2 : 'Lewin ian* model o f s o c i a l change 

Two i m p l i c a t i o n s may be drawn f rom t h i s model . F i r s t l y , t h a t any fo rm 

o f change must be seen w i t h i n the con tex t o f r e l a t e d systems which w i l l 

t end t o r e s i s t the change. Katz and Kahn (1966) take up t h i s p o i n t when 

they comment t h a t : 

"The major e r r o r m d e a l i n g w i t h problems o f o r g a n i z a t i o n a l 
change bo th at the p r a c t i c a l and t h e o r e t i c a l l e v e l i s t o 
d i s r e g a r d the systemic p r o p e r t i e s o f the o r g a n i z a t i o n and 
t o confuse i n d i v i d u a l change w i t h m o d i f i c a t i o n s o f 
or g a m z at I onal v a r i a b l e s . " ( p . 390) 

The other i m p l i c a t i o n i s the idea o f moving f rom one s t a t i c s t a t e t o 

another . I t seems t h a t t h i s type o f concept i s i n e v i t a b l e i f one adopts 

a "systems" view o f the o r g a n i z a t i o n , as A l d e r f e r (1976) comments: 

( 1 ) For example: Bowers,( i 970) ; Brown (.1967); Clarke ( 1972 ) ? E l d n d g e and 
Crombie (1974)? Gremer ( 1 9 7 6 ( b ) ) ; O'Connel l ( l 9 6 8 ) ; Sofer ( 1 9 6 4 ) . 

( 2 ) For example Bermis et a l . (19^9) comment t h a t a l l f o u r a r t i c l e s 
d i s c u s s i n g 'change s t r a t e g i e s ' m The P lann ing o f Change employ 
Lewinian frameworks. The same can be s a i d f o r Shepard and Blake (1962) , 
Beckhard ( 1975 ) and. Greiner (1967a) . 
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"For a system - be i t person, group, or o r g a n i z a t i o n t o 
change, i t must move f rom one steady s t a t e t o another" (p .1614) 

While tne f i r s t o f these TWO i m p l i c a t i o n s appears s a t i s f a c t o r y - t h a t 

change i n . any s o c i a l system i s "bound t o a f f e c t r e l a t e d systems - i t may 

he quest ioned whether the second i m p l i c a t i o n i s c o r r e c t . People always 

seem t o t a l k about o r g a n i z a t i o n a l change as i f i t had a s t a r t and a 

f i n i s h , and ye t m terms o f human behaviour i t i s d i f f i c u l t t o conceive 

o f any change t h a t has a c t u a l l y been completed. I t i s on ly i n the tTurmal 

sense t h a t we may t a l k o f ' comple t ion* when people change t h e i r t i t l e s , 

t h e i r r o l e s , or t h e i r job d e s c r i p t i o n s . What i s not acceptable about 

the emphasis on change f r o m one s t a t i c s t a t e t o another i s t h a t i t 

concentrates on these fo rma l aspects w h i l e n e g l e c t i n g the ways t h a t 

change occurs . For example, one o f the most impor tan t aspects o f 

o r g a n i z a t i o n a l change i s the process whereby consensus i s achieved &bout 

the app rop r i a t e d i r e c t i o n o f change; m t h i s case the Lewiman framework 

i s not i n f o r m a t i v e . However, t h i s does not mean t h a t the Lewmian 

framework should be r e j e c t e d t o t a l l y , i t merely means t h a t i t has l i m i t e d 

exp lana to ry power m those areas o f change which are most impor tan t when 

conduct ing the ana ly s i s a t the l e v e l o f f o r m a l o r g a n i z a t i o n s . 

( c ) The D i r e c t i o n o f Change 

Any change t h a t at tempts t o a n t i c i p a t e f u t u r e pressures must be 

i n s t i g a t e d by people (no rma l ly w i t h i n the o r g a n i z a t i o n ) . Any e x p l a n a t i o n 

o f a n t i c i p a t o r y change must t h e r e f o r e i n v o l v e the concept o f power, 

because x f people wi sh t o make use o f i n s i g h t i n t o the d i r e c t i o n t h a t the 

o r g a n i z a t i o n should be moving they must possess the power t o implement 

t h a t v i ew. Power has been d e f i n e d above as the a b i l i t y t o determine the 

dominant value system o f the o r g a n i z a t i o n , and hence the a b i l i t y t o 

determine the d i r e c t i o n o f p a t t e r n change w i t h i n the o r g a n i z a t i o n . 

Therefore i t may be h e l p f u l t o begin the a n a l y s i s o f planned o r g a n i z a t i o n a l 

change w i t h the concept o f power. 

I n the l i t e r a t u r e the ques t ion o f ' v a l u e s ' has normal ly been t a c k l e d 

f rom the v i ewpo in t o f the change agent , and i t i s emphasised how 

s e n s i t i v e and d i f f i c u l t i s the problem o f d e f i n i n g any d i r e c t i o n t o 

o r g a n i z a t i o n a l change. Once any o v e r a l l s t r a t e g y has been adopted the 
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values i m p l i c i t m the change w i l l have been d e c l a r e d . Thus the d e c i s i o n 

t o i n v i t e an e x t e r n a l consu l t an t i n t o an o r g a n i z a t i o n has immediate 

p o l i t i c a l over tones , and i t i s most l i k e l y t h a t i t becomes a means o f 

s t r eng then ing the hand o f the person who d i d the i n v i t i n g . This i s why 

the en t ry o f a -consu l tan t i n t o an o r g a n i z a t i o n i s most e a s i l y achieved 

i n a n e u t r a l manner. Greiner (1976) descr ibes how Blake entered 'S igma ' , 

a par t o f the Esso o r g a n i z a t i o n , m a "Casual and almost a c c i d e n t a l 

manner". But i t was two days be fo re management at Sigma would admit t o 

there be ing any problem at a l l , and the p rec i se fo rm o f t h i s problem 

underwent a number o f r e d e f i n i t i o n s amongst the management group d u r i n g 

the subsequent months. The i n i t i a l d e f i n i t i o n o f the problem was t h a t 

' headquar te r s ' had developed a f a l s e impress ion o f what was t a k i n g place 

at 'Sigma' and t h i s immedia te ly d e f i n e d an app rop r i a t e d i r e c t i o n f o r 

r e s o l u t i o n o f the problem - t h a t Blake cou ld be used as a go-between m 

c o r r e c t i n g ' f a l s e ' impressions at Headquarters . When Headquarters 

management themselves were brought i n t o the exerc ise o f d e f i n i n g the 

problem, a new d e f i n i t i o n was reached which i n v o l v e d the mutual 

r e a l i s a t i o n t h a t Sigma and Headquarters had not been communicating w i t h 

each other f o r some t i m e . This new d e f i n i t i o n was remarked on by a Sigma 

manager: 

" I was amazed. You could see r i g h t away t h a t there was a l o t 
b e t t e r unders tanding between Voss and Dodson. I t made us a l l 
f e e l b e t t e r and i t showed us what our problems were ." ( p . 7 0 ) 

D e f i n i t i o n s o f the problem cont inued t o develop over the f o l l o w i n g months, 

and i t i s perhaps a t r i b u t e t o B lake ' s s k i l l as a consu l t an t t h a t the 

f i n a l d e f i n i t i o n r e s u l t e d m the wholesale a p p l i c a t i o n o f B lake ' s Gr id 

throughout SigmaJ 

A s i m i l a r process was observed by Easterby-Smith and Ashton (1975a-), 

m a l o c a l a u t h o r i t y department . I n t h i s case the d e f i n i t i o n o f the 

problem moved th rough the f o l l o w i n g th ree s tages : 
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D e f i n i t i o n 1 

D e f i n i t i o n 2 

T r a i n i n g needs o f middle managers 

i t 

The need f o r an e f f e c t i v e middle 
management group 

r 

D e f i n i t i o n 3 
The need f o r d i r e c t involvement of 
o f middle management i n pol icy
making 

.Figure 3«3 ? Successive d e f i n i t i o n s o f an O r g a n i z a t i o n a l Problem 

Th i s i m p l i e d the v e r t i c a l r e d i s t r i b u t i o n o f power, which was e v e n t u a l l y 

achieved th rough e s t a b l i s h i n g r e p r e s e n t a t i v e dec i s ion-making machinery. 

However, the acceptance o f new d e f i n i t i o n s o f the s i t u a t i o n had t o have 

a wide base, which i s why the development had t o be g r a d u a l , and i t 

might not have been poss ib le t o move d i r e c t l y f rom the f i r s t stage t o 

the l a s t s tage . 

The p o l i t i c a l context o f o r g a n i z a t i o n a l i n t e r v e n t i o n s i s a lso 

apprec ia t ed by Sofer (1972) m h i s s t y l e which emphasises e n t e r i n g i n t o 

the value system o f the o r g a n i z a t i o n and t a k i n g the e x i s t i n g i n t e r n a l 

d e f i n i t i o n s as a s t a r t i n g p o i n t f o r change or n e g o t i a t i o n . 

Al though e x t e r n a l i n t e r v e n t i o n i s o n l y one o f the many poss ib le 

change s t r a t e g i e s there i s less w r i t t e n evidence about d e c i s i o n making 

processes when outs ide i n t e r v e n t i o n i s not i n v o l v e d . The importance o f 

the p o l i t i c a l process m o r g a n i z a t i o n a l change i s unde r l i ned by 

P e t t i g r e w (1973) who takes as one o f the mam themes o f h i s work the 

view o f Blau (1964) t h a t "men seek t o a d j u s t s o c i a l c o n d i t i o n s t o 

achieve t h e i r ends" ( p . 1 9 ) . 

Thus t o summarise up t o t h i s p o i n t , i t i s suggested t h a t the 

d e f i n i t i o n o f a problem w i t h i n an o r g a n i z a t i o n has two i m p l i c a t i o n s . 
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F i r s t l y , i t i m p l i e s t h a t some p a r t i c u l a r value system has become 

dominant m t h a t s i t u a t i o n , so t h a t m a sense i t i s an express ion 

o f the value system; secondly, t h a t t h i s w i l l a u t o m a t i c a l l y determine the 

d i r e c t i o n o f change t h a t i s d e s i r a b l e . Once a d i r e c t i o n has been d e f i n e d 

t h i s w i l l imp ly a number o f a l t e r n a t i v e s t r a t e g i e s f o r a c h i e v i n g change -

one o f which may be the engagement o f an e x t e r n a l c o n s u l t a n t . Prom t h i s 

p o i n t onwards progress w i l l p robably be gradual and successive d e f i n i t i o n s 

o f the s i t u a t i o n w i l l o n l y emerge th rough a process o f n e g o t i a t i o n 

(Strauss et a l . , 1973) ' 

Up t o t h i s p o i n t , the p r i n c i p a l ac tors m the s i t u a t i o n w i l l form 

a m i n o r i t y o f the o r g a n i z a t i o n ; they w i l l be those who nave access t o 

p o w e r - w i t h i n the o r g a n i z a t i o n ( H a l l , 1965) . I t i s probable t h a t w i t h i n 

t h i s s i t u a t i o n , the ideas t h a t they put f o r w a r d w i l l not be expressions 

o f pure a l t r u i s m (Roeber, 1973)» and q u i t e probable t h a t these ideas w i l l 

be d i r e c t e d towards the improvement o f t h e i r own p o l i t i c a l p o s i t i o n s . 

( d ) S t r a t eg i e s f o r change 

The i n i t i a l d e f i n i t i o n o f the problem l a r g e l y determines the change 

s t r a t e g i e s t h a t w i l l be developed. I n some cases, as w i t h the engagement 

o f an e x t e r n a l c o n s u l t a n t , the s t r a t e g y chosen may r e i n f o r c e or m o d i f y 

the i n i t i a l d e f i n i t i o n o f the s i t u a t i o n . 

I n order t o generate o r g a n i z a t i o n a l change i t i s necessary t o g a m 

acceptance o f the need f o r change, or o f the p a r t i c u l a r value system 

u n d e r l y i n g cnange f rom the people who are t o be a f f e c t e d by the change. 

And a s i m i l a r p o i n t i s made by Bennis (1966) when he suggests t h a t the 

major source o f power f o r change agents must be a 'va lue power' - where 

the i n f l u e n c e o f the consu l tan t i s based on a t t r a c t i o n o f people m the 

o r g a n i z a t i o n t o the values t ha t he b r ings w i t h h im. 

The d e c i s i o n on whether or not a consu l t an t i s engaged w i l l a l so 

depend t o some extent on xhe magnitude o f the change envisaged. 

Consul tants tend t o a r r i v e w i t h c e r t a i n views about what change i s and 

about how i t should happen, which may i n v o l v e a complex a r r a y o f 

assumptions and s p e c i f i c techniques f o r e f f e c t i n g change. I n p a r t i c u l a r , 



49-

consu l t an t s w i l l va ry m the p r e s c r i p t i v e n e s s o f t h e i r value o r i e n t a t i o n s . 

Amongst those t h a t adopt a p r e s c r i p t i v e approach, the two a l t e r n a t i v e s 

are t h e i r values w i l l e i t h e r co inc ide w i t h , or d i f f e r f r o m , those o f the 

c l i e n t o r g a n i z a t i o n . A t h i r d a l t e r n a t i v e i s t h a t the consu l t an t w i l l 

keep h i s own views t o h i m s e l f and w i l l adopt a n e u t r a l approach a t t e m p t i n g 

t o r e f l e c t the values and a t t i t u d e s o f the o r g a n i s a t i o n members back upon 

themselves. Depending upon the p o s i t i o n t h a t a consu l tan t takes up w i t h 

respect t o values he may a lso adopt e i t h e r a ' p e r s o n a l i s e d ' or an 

' i n s t r u m e n t e d ' approach t o s o l v i n g the problem (Bowers, 1970; C l a r k , 

1972). These a l t e r n a t i v e s are i l l u s t r a t e d below m Figure 3.4 

SOLUTION STRATEGY 

PERSONALISED INSTRUMENTED 

NEUTRAL Soc ia l consu l t ancy / 
A c t i o n research 

DIAGNOSTIC 
ORIENTATION 
OF 
CONSULTANT 

PRESCRIPTIVE 
(same va lue s ) 

' C l a s s i c a l ' 
consul tancy 

Management 
by o b j e c t i v e s 

PRESCRIPTIVE 
( d i f f e r e n t va lue s ) 

' I n t e r v e n t i o n ' 
techniques 

T-groups 

F igure 3-4s Diagnos t i c aVi I n t e r v e n t i o n S ty les 

The ' p e r s o n a l i s e d ' s t r a t e g y i m p l i e s work ing w i t h the c l i e n t s t o 

solve whatever problems are presented, w i t h o u t any predetermined p a t t e r n 

o f w o r k i n g . However, m the present case, ' i n s t r u m e n t e d ' does not 

a u t o m a t i c a l l y mean ' s e l f - a p p l i e d ' as Bowers suggests, and w i l l be taken 

t o mean some fo rm o f ' packag ing ' o f the s o l u t i o n which i s l i a b l e t o be 

a p p l i e d whatever the d i a g n o s i s . The m a j o r i t y o f approaches r e p o r t e d by 

consu l t an t s and others are covered by the boxes i n d i c a t e d m Figure 3.4? 

and w i l l be discussed m t u r n below. 
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( i ) N e u t r a l Models 

The f i r s t d i a g n o s t i c model i s one suggested by Bennis (1963) and 

i s based on developments at the T a v i s t o c k I n s t i t u t e , p a r t i c u l a r l y on the 

w r i t i n g s o f Sofer (1972) . Sofer descr ibes h i s s t y l e as a c t i o n research , 

s o c i a l consul tancy , or s o c i o - t h e r a p y . The d i s t i n c t i v e element be ing t h a t 

the s o c i a l s c i e n t i s t works i n c lose a s s o c i a t i o n wixh l i n e management, but 

i t not h i m s e l f a member o f i t . The consu l t an t " d e f i n e s h i s r e s p o n s i b i l i t y 

as c l a r i f i c a t i o n and i n t e r p r e t a t i o n o f behaviour , not as advice on 

execut ive a c t i o n " ( p . 3 8 4 ) . To the ex ten t t h a t there i s a normat ive 

element t o t h i s approach i t i s the view t h a t the consu l t an t should work 

w i t h i n the o r g a n i s a t i o n ' s own d e f i n i t i o n o f the system, and should enable 

members o f the o r g a n i s a t i o n t o understand the assumptions upon which t h e i r 

behaviour i s based. As Bennis comments: 

" ( i t i s an) e q u i l i b r i u m approach, because i t assumes a system 
o f opposing fo rce s t h a t i n f l u e n c e the energy a v a i l a b l e f o r the 
p r imary t a sk o f the o r g a n i z a t i o n . This change model pos tu l a t e s 
t h a t the h igher the degree o f t e n s i o n , the smal le r the f r a c t i o n 
o f energy a v a i l a b l e f o r w o r k . " (p .143) 

Thus the c h i e f mechanism o f change i s t e n s i o n r e d u c t i o n , and the r o l e o f 

the consu l tan t i s n e u t r a l m t h a t he does not at tempt t o urge the 

o r g a n i z a t i o n i n any p a r t i c u l a r d i r e c t i o n , but merely t o c l a r i f y what i s 

a l r eady go ing on. 

More r e c e n t l y , t h i s approach has g e n e r a l l y become known as a c t i o n 

r esea rch . Because o f i t s d i a g n o s t i c n e u t r a l i t y , the range o f poss ib le 

s o l u t i o n s i s q u i t e wide . P a r t i c u l a r l y , however, the s o l u t i o n aims at 

j o i n t p rob l em-so lv ing w i t h the o r g a n i z a t i o n and may r e s u l t m 'work 

a n a l y s i s ' ( T h u r l e y , 1969)» p r o j e c t - b a s e d l e a r n i n g (Ashton, 1975)» or 

s e l f - a d m i n i s t e r e d surveys (Weiland and L e i g h , 1972). 

The n e u t r a l model i s r a r e l y f o l l o w e d by ' i n s t r u m e n t e d ' s o l u t i o n s 

s imply because o f the u n d e r l y i n g ph i losophy t h a t i t should t r e a t each 

s i t u a t i o n on i t s own mer i t s and he lp the o r g a n i z a t i o n t o solve i t s own 

problems f o r i t s e l f . The p a r t i c u l a r s t r eng ths o f the approach are i t s 

f l e x i b i l i t y and the f a c t t ha t i t o f t e n i nvo lves d e l i b e r a t e c o l l a b o r a t i o n 

between the academic researcher and the p r a c t i s i n g manager; and the mam 

problems are the d i f f i c u l t i e s m d e f i n i n g the r o l e o f the o u t s i d e r , 

p a r t i c u l a r l y w i t h regard t o the value systems o f the o r g a n i z a t i o n he 
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i s work ing w i t h (Gouldner, 1969? Brown, 1967). 

( I I ) P r e s c r i p t i v e Approach, Shared Values 

I f the consu l tan t i s b a s i c a l l y m agreement w i t h the values o f the 

o r g a n i z a t i o n , then change e f f o r t s are l i k e l y t o be d i r e c t e d at pa t t e rns 

w i t h i n the o r g a n i z a t i o n . This i s because i f the e x i s t i n g values are 

acceptable t o those i n v o l v e d , then the permissable dimensions and d i r e c t i 

o f change w i l l a l r eady have been d e f i n e d . 

The i n t e r v e n t i o n documented by O'Connell (1968) provides an example 

where consu l t an t s were c a l l e d i n t o a major insurance company and d i r e c t e d 

t h e i r a t t e n t i o n t o the s t r u c t u r e and r o l e s m the o r g a n i z a t i o n . I t was 

agreed by those i n v o l v e d t h a t the problem was l o c a t e d at the Branch 

o f f i c e s m the r o l e o f the Ass i s t an t Branch Manager (ABM). The 

i n d i v i d u a l m t h i s r o l e d i d not have any r e a l managerial r e s p o n s i b i l i t y 

but combined a s t a f f p o s i t i o n w i t h r e s p o n s i b i l i t y f o r t r a i n i n g new 

agents and a c t i n g as a k m d o f super-salesman h i m s e l f . The s o l u t i o n 

was seen as one o f p u t t i n g the ABM i n t o a d i r e c t line-management 

p o s i t i o n so t h a t he had a number o f agents under h i s c o n t r o l . O'Connel l 

observed t h a t t h i s d i d l ead t o considerable improvements m performance, 

a l though the re were s t i l l p o t e n t i a l problems s ince the ABMs were now 

beg inn ing t o act l i k e d e c e n t r a l i s e d l i n e managers w i t h too much autonomy. 

Where the consu l t an t shares the basic values o f the o r g a n i z a t i o n , 

s o l u t i o n s t r a t e g i e s may a l s o , t o some e x t e n t , be packaged. This i s 

because many o f the major consul tancy companies w i l l have b u i l t up a 

r e p u t a t i o n over the years f o r p r o v i d i n g a c e r t a i n type o f s o l u t i o n which 

i s c l e a r l y understood by management. T h e r e f o r e , by i n v i t i n g the 

consu l t an t m , the o r g a n i z a t i o n has appa ren t ly come t o some consensus 

about the d i r e c t i o n t h a t i s r e q u i r e d . 

( I I I ) P r e s c r i p t i v e Approach, D i f f e r e n t Values 

I n some ways t h i s i s the hardest case f o r the consu l t an t t o dea l 

w i t h , which i s why there i s a marked tendency t o adopt packaged s o l u t i o n s 

The reason f o r t h i s appears t o be t h a t i f the value system o f the 

consu l t an t i s ax var iance w i t h t h a t o f the o r g a n i z a t i o n and he wishes 
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t o move the o r g a n i z a t i o n towards h i s own value system, then i t i s 

advisable t o focus a t t e n t i o n on a ' b l a c k box ' ins t rument f o r change 

r a t h e r on these values d i r e c t l y . 

Al though t o some extent they ove r l ap , the re are two mam approaches 

which f a l l i n t o t h i s ca t egory . The f i r s t , which i s c a l l e d an Organic 

Model by Bennis (1963) i n v o l v e s a s t r o n g r e a c t i o n t o the t r a d i t i o n a l 

•mechan i s t i c ' fo rm o f o r g a n i z a t i o n , and i m p l i e s a value system based on 

f l e x i b i l i t y , adaptiveness and r e l a t edness . The most common s t r a t e g y f o r 

implement ing change w i t h i n t h i s model i s based on v a r i a n t s o f the T-group 

theme. Shepard and Blake (1962) u t i l i s e a Lewiman framework f o r v i e w i n g 

the process o f change, and use T-groups w i t h normal work groups at a 

s i t e removed f rom the p l a n t . This change o f l o c a t i o n i s in tended t o 

produce the i n i t i a l • u n f r e e z i n g 1 element, and the programme can then 

move i n t o the stages o f ' d i a g n o s i s ' , ' impiementa t1on ' f ' i n t e r v e n t i o n ' 

and ' r e o r g a n i s a t i o n ' . I n Lewin ian terms the l a t t e r stage can be viewed 

as ' r e f r e e z i n g * w i t h d iagnos i s and i n t e r v e n t i o n p r o v i d i n g i n t e rmed ia t e 

stages m the progress . The goals o f the approach advocated by Blake 

and Shepard . i nco rpora te improv ing work ing r e l a t i o n s h i p s , deve lop ing 

mutual conf idence and t r u s t among members o f the o r g a n i z a t i o n , adap t ing 

the s t r u c t u r e o f the o r g a n i z a t i o n t o f i t the tasks o f i n d i v i d u a l s , 

making more ex tens ive use o f group members, and deve lop ing norms about 

problem s o l v i n g m terms o f d i s c u s s i o n and b a r g a i n i n g . The l a t t e r goal 

i s a c l e a r case o f a t t e m p t i n g t o i n f l u e n c e the values o f the o r g a n i z a t i o n . 

The s t r a t e g y i s an ob l ique one s ince , by g i v i n g people the experience o f 

• w o r k i n g ' m a d i f f e r e n t s t y l e o f o r g a n i z a t i o n (an exper imenta l group) 

which encourages new forms o f behaviour , i t i s hoped t h a t t h e i r l o n g -

te rm values w i l l change t o be consonant w i t h the behaviour t hey are 

m a n i f e s t i n g d u r i n g t h i s shor t p e r i o d . 

A more f u l l y programmed approach has been developed by Blake and 

Mouton (1964) which i n v o l v e s a se r ies o f d i a g n o s t i c i n s t rumen t s , 

exe rc i se s , and group d i s c u s s i o n s . As i n d i c a t e d above ( G r e m e r , 1967b) 

the d e c i s i o n t o embark upon t h i s type o f programme can be r a t h e r 

s e n s i t i v e , but once begun i t tends t o have a s e l f - s u s t a i n i n g momentum -

p a r t i c u l a r l y as B lake ' s Gr id i nvo lves d e l e g a t i n g the r o l e o f t r a i n e r t o 
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managers who have been p a r t i c i p a n t s on e a r l y courses . 

The second approach which i s c a l l e d the Developmental Model by 

Bennis i s p r e s c r i p t i v e m the sense t h a t i t assumes t h a t modern o rgan i za t i ons 

t end t o emphasise bu reauc ra t i c values ( r a t i o n a l i t y ) and t o deny human 

emotions. Hence i n d i v i d u a l growth i s s t un t ed , c r e a t i v i t y i s r e s t r i c t e d , 

and r e l a t i o n s h i p s become m a u t h e n t i c . The model i s such t h a t i t provides 

a ready made d iagnos is and a des i r ed d i r e c t i o n o f change f o r most 

o r g a n i z a t i o n s . The mam t a r g e t f o r change must be the m t e r p r e r s o n a l 

r e l a t i o n s m the o r g a n i z a t i o n , s ince i t i s these t h a t prevent g rowth , and 

the d i r e c t i o n o f change must be towards a loosen ing o f s t r u c t u r e and 

c o n t r o l s . The means o f a c h i e v i n g t h i s i s not n e c e s s a r i l y p r e sc r i bed or 

packaged and may i n v o l v e a range o f techniques and i n t e r v e n t i o n s ( A r g y r i s , 

1970) . The approach t o change i s one o f adap t ing the pa t t e rns o f 

i n t e r p e r s o n a l r e l a t i o n s h i p s m the d i r e c t i o n i m p l i e d by t h i s value system 

(towards openness), w i t h the i n t e n t i o n o f s t a b i l i s i n g the values o f o ther 

members o f the o r g a n i z a t i o n around t h i s fo rm o f change - which w i l l 

a l ready be becoming a f a i t a c c ompl i , 

(e ) Techniques f o r Implementing O r g a n i z a t i o n a l Change 

The th ree d i a g n o s t i c models o f change discussed above are p r i m a r i l y 

concerned w i t h the assumptions about people t h a t are h e l d by the 

i n f l u e n t i a l members o f the o r g a n i z a t i o n . Each model i m p l i e s change 

s t r a t e g i e s at the l e v e l o f the t o t a l o r g a n i z a t i o n , and each one i m p l i e s 

a c e r t a i n range o f methods f o r i n t r o d u c i n g change once the i n i t i a l 

d e f i n i t i o n has been made. These techniques can be c l a s s i f i e d a long the 

dimension o f p a r t i c i p a t i v e n e s s . I n o ther words, they va ry accord ing t o 

the balance o f i n f l u e n c e between those at the t o p o f the o r g a n i z a t i o n and 

those at lower l e v e l s o f the o r g a n i z a t i o n m d e t e r m i n i n g the d i r e c t i o n 

o f change. However, i t i s suggested by Gremer (1967a) t h a t the most 

e f f e c t i v e technique i nvo lves n e i t h e r ' t o p down' nor bottom up ' approaches, 

but one where d e c i s i o n making i s shared by a l l l e v e l s o f the o r g a n i z a t i o n . 

Three mam reasons may be advanced f o r t h i s : f i r s t l y , t h a t a shared 

approach t o d e f i n i n g and s o l v i n g the problem means t h a t competing p a r t i e s 

w i l l have less reason t o suspect t ha t they are be ing manipulated by 

o the r s ; secondly i t i s l i k e l y t h a t a l l p a r t i e s i n v o l v e d w i l l develop 
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a sense of ' owner sh ip ' m the change (Reynolds,1975) i and f i n a l l y , m 

a p r a c t i c a l sense, the change i s l i k e l y t o have i n c o r p o r a t e d most necessary 

elements i f a l l i n t e r e s t e d p a r t i e s have been i n v o l v e d m i t s des ign 

(Roeber, 1973). An a d d i t i o n a l , and ve ry impor tan t element, o f shared 

approaches i s t ha t m most cases they are themselves p r o v i d i n g a model 

f o r the way o r g a n i z a t i o n a l changes are l i k e l y t o happen m the f u t u r e . 

So t h a t by agree ing t o work w i t h i n t h i s type o f framework on one occasion, 

people are i m p l i c i t l y accep t ing a value system f o r the f u t u r e which may 

become one o f the mam o b j e c t i v e s o f the change programme: a shared 

approach. 

I n d e s c r i b i n g the techniques t h a t are commonly employed t o i n t roduce 

change i t w i l l be seen t h a t the degree o f p a r t i c i p a t i o n they employ i s a 

main v a r i a b l e ; m some cases techniques are combined f o r maximum e f f e c t 

so t h a t they may i n c o r p o r a t e bo th u n i l a t e r a l and p a r t i c i p a t i v e elements . 

( l ) P r o v i s i o n o f I n f o r m a t i o n 

C l e a r l y i t i s e s s e n t i a l t o keep people in fo rmed about what i s 

happening d u r i n g any change programme, but i t i s po in t ed out by Katz and 

Kahn (1966) t h a t i n f o r m a t i o n alone i s an i n e f f e c t i v e means o f promot ing 

change except m s i t u a t i o n s t h a t are p a r t i c u l a r l y ambiguous. I f , by 

i n f o r m a t i o n p r o v i s i o n , one i s r e f e r r i n g t o i n f o r m a t i o n about the problem 

and i n f o r m a t i o n about why change i s necessary, then t h i s i s c l e a r l y an 

i n e f f e c t i v e technique - i f i t can be c a l l e d a technique at a l l . I f , 

however, i t a l so inc ludes i n f o r m a t i o n about s t r u c t u r a l changes t h a t w i l l 

take place m the o r g a n i z a t i o n then the re i s a great dea l o f evidence t o 

suggest t h a t i t can indeed be very e f f e c t i v e . I n the l a t t e r case the 

s t r a t e g y becomes one o f p r e p a r i n g people f o r f o rma l change m the hope 

t ha t they w i l l begin t o adapt t h e i r behaviour , and we w i l l d iscuss t h i s 

below. Never the less , the p r o v i s i o n o f i n f o r m a t i o n (any i n f o r m a t i o n ) i s 

v i t a l , and can have numerous p o l i t i c a l i m p l i c a t i o n s . But the ques t i on 

then becomes one o f who should provide m f o r m d d i o n about what . 

U n f o r t u n a t e l y the mam problem about i n t r o d u c i n g change through the 

p r o v i s i o n o f i n f o r m a t i o n alone i s t h a t i t i s l i k e l y t o become a 

u n i l a t e r a l s t r a t e g y - f rom the t op t o the bottom o f the o r g a n i z a t i o n . 



55-

( i i ) Surveys and I n f o r m a t i o n Feedback 

This p a r t i c u l a r technique has been developed by Floyd Mann (1957)» 

and at tempts t o overcome the g u l f between s o c i a l science i n f o r m a t i o n and 

the manager by c o n c e n t r a t i n g on group d iscuss ions throughout the 

o r g a n i z a t i o n . These d i scuss ions must always s t a r t m the t o p management 

group before spreading t o lower l e v e l s o f the o r g a n i z a t i o n . Each group 

i s g iven the general i n f o r m a t i o n as w e l l as s p e c i f i c i n f o r m a t i o n r e l a t i n g 

t o themselves m comparison w i t h o t h e r s . Through the comparative element 

and the s t r u c t u r e d p u b l i c d i s c u s s i o n o f r e s u l t s i t i s hoped t h a t the 

survey i s not put i n t o a drawer and f o r g o t t e n . I t v i r t u a l l y fo r ce s people 

at a l l l e v e l s t o do something about the r e s u l t s - the method i s up t o 

them, but there i s always the vague t h r e a t t h a t they ought t o be able t o 

show some improvement i f the survey i s repeated a g a i n . Mann's own 

assessment o f t h i s technique as a means o f changing ' O r g a n i z a t i o n a l 

C l i m a t e ' shows t h a t i t i s cons ide rab ly more e f f e c t i v e than "classroom" 

human r e l a t i o n s t r a i n i n g . 

Al though i t w i l l not n e c e s s a r i l y be so, each o f the above approaches 

can be a p p l i e d across complete o rgan iza t ions w i t h o u t t oo much e x t r a e f f o r t . 

And t h e r e f o r e the re i s l ess danger o f n e g l e c t i n g the ' s y s t e m i c ' elements 

o f change - i . e . the f a c t t h a t change m one pa r t o f the o r g a n i z a t i o n w i l l 

i n e v i t a b l y a f f e c t o ther pa r t s o f the o r g a n i z a t i o n m u n a n t i c i p a t e d ways 

when i t i s changed m ' i s o l a t i o n ' . However, the th ree remain ing groups 

of techniques are e s s e n t i a l l y s p e c i f i c t o one t a r g e t area at a t i m e , and 

t h e r e f o r e i t w i l l be necessary t o keep the re la tedness aspect o f these 

changes m mind. 

( m ) P a r t i c i p a t i v e Techniques 

These cover a ve ry "fide range o f approaches. I n some ways the survey 

feedback technique i s a lso based on p a r t i c i p a t i v e ideas , but i t has been 

descr ibed sepa ra te ly s ince i t i s q u i t e h e a v i l y ins t rumented and s t anda rd i sed . 

The o v e r a l l range o f p a r t i c i p a t i v e techniques i s i n d i c a t e d by the continuum 

descr ibed by Tannenbaum and Schmidt (1968)• The e s s e n t i a l element o f 

' p a r t i c i p a t i v e * techniques ( m t h i s n o n - p o l i t i c a l sense) i s t ha t they 

concentra te at the l e v e l o f groups, w i t h an emphasis on d i s c u s s i o n 

methods. This p a r t i c u l a r focus exp la ins why t h i s has n o r m a l l y been 

a p p l i e d t o changes m groups per se. O r i g i n a l l y major i n t e r e s t was m 
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demons t ra t ing the s u p e r i o r i t y o f group methods over i n f o r m a t i o n methods 

m e f f e c t i n g changes m i n d i v i d u a l h a b i t s . This was developed by Lewm 

(1952b) d u r i n g World War I I m an e f f o r t t o get housewives t o change 

e a t i n g h a b i t s by p r epa r ing unconvent iona l cuts o f meat. A comparison 

between th ree groups who rece ived the normal l e c t u r e and t h r e e groups 

who p a r t i c i p a t e d i n a group d i s c u s s i o n be fo re t a k i n g a group d e c i s i o n , 

showed major d i f f e r e n c e s . Only jfo o f members o f the former groups 

changed t h e i r h a b i t s , as compared t o 32$ f o r the l a t t e r groups. 

The impor tan t element o f t h i s p a r t i c u l a r approach i s t h a t the group 

c o l l e c t i v e l y takes some r e s p o n s i b i l i t y f o r the d e c i s i o n and develops 

ownership o f the r e s u l t i n g course o f a c t i o n (Lewm, 1948) . Both these 

elements were present m the s tud ie s o f Coch and French (1948) and French, 

I s r a e l and Is ( 1960) . These s tud i e s i n v o l v e d work groups m dec i s ions 

about how changes m t h e i r work environment would be handled . I n the 

f i r s t case, a f a i r l y dramat ic improvement was shown m the p r o d u c t i v i t y 

o f the ' expe r imen ta l* group who were a l lowed t o make t h e i r own d e c i s i o n s . 

This was not r e p l i c a t e d m the second s tudy , a l though the f a i l u r e t o show 

any s i g n i f i c a n t d i f f e r e n c e between the p r o d u c t i v i t y o f Exper imenta l and 

C o n t r o l groups was subsequently exp la ined bo th on t h e o r e t i c a l and on 

methodolog ica l grounds. On t h e o r e t i c a l grounds i t i s hypothes ised by 

French et a l . t h a t p a r t i c i p a t i v e techniques w i l l on ly be e f f e c t i v e i f 

t hey cover t o p i c s t h a t the workers consider t o be l e g i t i m a t e areas o f 

c o n t r o l f o r themselves; on methodolog ica l grounds i t i s p o i n t e d out t h a t 

workers a l ready had c o n t r o l o f p r o d u c t i o n r a t e s , and o f piece r a t e s 

th rough un ion r e p r e s e n t a t i o n , t h e r e f o r e the on ly area m which they cou ld 

exerc ise c o n t r o l was m the a l l o c a t i o n o f work amongst themselves . 

Since t h i s 'man ipu l a t ed ' v a r i a b l e d i d not have any d i r e c t r e l a t i o n s h i p 

w i t h the c r i t e r i o n v a r i a b l e o f p r o d u c t i v i t y i t was not s u r p r i s i n g t h a t 

the r e s u l t s o f the experiment showed no d i f f e r e n c e between the two 

• t r ea tmen t s • . 

( i v ) Educa t iona l Techniques 

Many • e d u c a t i o n a l ' techniques bear resemblances t o the p a r t i c i p a t i v e 

approaches discussed above, s ince they f r e q u e n t l y employ group 

mechanisms. However, two c h a r a c t e r i s t i c s w i l l serve t o d i f f e r e n t i a t e 

them. F i r s t l y , t he re i s i n v a r i a b l y some emphasis on ' l e a r n i n g ' which i s not 
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s p e c i f i c t o any s i n g l e problem t h a t the o r g a n i z a t i o n may f a c e , and 

secondly, educa t iona l a c t i v i t i e s are no rma l ly d i s t i n c t m t ime and place 

f r o m the day- to-day work a c t i v i t i e s . But educa t iona l a c t i v i t i e s a l so 

v a r y cons ide rab ly a long these two dimensions, e s p e c i a l l y m the degree 

t o which they at tempt t o be r e a l i s t i c , and we w i l l consider th ree 

mam groups below. 

Convent ional t r a i n i n g programmes are n o r m a l l y d i r e c t e d at i n d i v i d u a l s 

e i t h e r m groups or 'en masse' . The f o r m a l l e a r n i n g component i s no rma l ly 

s t ressed so t h a t the o b j e c t i v e s o f a programme may be expressed m terms 

o f s k i l l s , knowledge and a t t i t u d e s . T r a i n i n g i s n o r m a l l y conducted m 

a classroom s i t u a t i o n away f rom the j o b , and a l though i t i s undoubtedly 

an e f f i c i e n t way o f c o n f e r r i n g s k i l l s and p r e s c r i b e d c u r r i c u l a o f 

knowledge, doubts have been expressed about whether i t i s a c t u a l l y an 

e f f e c t i v e method f o r changing the behaviour o f i n d i v i d u a l s and hence o f 

o rgan iza t ions (Mann, 1957)* I n p a r t i c u l a r , problems are seen m terms 

o f t r a n s f e r o f l e a r n i n g - i . e . the ideas l e a r n t m an abs t r ac t way away 

f rom the work may not be s u f f i c i e n t l y r e l a t e d t o the problems encountered 

at work. Also i t may be ve ry d i f f i c u l t t o e f f e c t change m m t e r - r e l a t e d 

systems merely th rough changing i s o l a t e d i n d i v i d u a l s w i t h i n these systems 

(Katz and Kahn, ^^6G). 

Because o f these two problems, p a r t i c u l a r l y those i n v o l v i n g the t r a n s f e r 

o f l e a r n i n g , a great dea l o f e f f o r t has been devoted t o deve lop ing 

e x p e r i e n t i a l forms o f educa t ion . These i nc lude exe rc i ses , group work, 

business games, T-groups, and a range o f ins t rumented packages which have 

been developed by management consu l t an t s (Blake and Mouton, 19^4? H a l l , 

1970). Two elements are common t o these approaches: they f r e q u e n t l y 

i n v o l v e n a t u r a l work groups, and they make a conscious attempt t o t r a n s f e r 

c o g n i t i v e concepts i n t o behaviour th rough exerc ises e t c . However, as 

Ashton (1974) p o i n t s ou t , t h i s ' t r a n s f e r ' i s s t i l l a f f e c t e d m the 

t r a i n i n g environment and may not ye t r e l a t e t o the work s i t u a t i o n . 

This type o f concern has g iven r i s e r e c e n t l y t o a number o f 

approaches which i n c o r p o r a t e the elements o f e x p e r i e n t i a l approaches 

w i t h p r o j e c t work on r e a l problems w i t h i n the o r g a n i z a t i o n . These we 
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w i l l c a l l h e u r i s t i c approaches since they involve emphasising the 
educational content o f normal working. Amongst these would come the 
J o i n t Development A c t i v i t i e s run at Manchester Business School (Morris 
and Burgoyne, 1973) a n d A c t i o n Learning, described by Casey and Pearce 
(1977). The l a t t e r involves extensive c o l l a b o r a t i o n between education 
and i n d u s t r y , where managers are seconded i n d i v i d u a l l y t o work on 
p r o j e c t s o f t e n m d i f f e r e n t companies and are supported by peers on other 
p r o j e c t s and by Pr o j e c t Advisors m weekly meetings of l e a r n i n g ' s e t s 1 . 
Another approach which also t r i e s t o inco r p o r a t e the group element 
inv o l v e s g e t t i n g groups of managers t o work on t l i v e t problems m t h e i r 
own companies under the s u p e r v i s i o n o f a Business School and w i t h i n the 
s t r u c t u r e o f a par t - t i m e course t h a t l a s t s f o r a pe r i o d of about s i x 
months. The evidence i n d i c a t e s t h a t p a r t i c i p a t i o n on t h i s type o f course 
can give a great deal t o the confidence of an i n d i v i d u a l , but t h a t i t s 
wider impact may be mixed, since i t may produce e f f e c t s m the 
i n d i v i d u a l which run counter t o the c u l t u r e o f the o r g a n i z a t i o n 
(Easterby-Smith and Ashton, 1975)• 

( v ) Formal S t r u c t u r a l Change 
The mam problem w i t h e ducational techniques i s t h a t they are 

u n l i k e l y t o have a s i g n i f i c a n t impact on the o r g a n i z a t i o n as a whole 
unless s u b s t a n t i a l resources are invested m t r a i n i n g . This i s why 
i t may be more e f f e c t i v e t o d i r e c t a t t e n t i o n towards the s t r u c t u r e o f 
the o r g a n i z a t i o n r a t h e r than at the i n d i v i d u a l s i n s i d e i t . Katz and 
Kahn (1966) make two mam p o i n t s about t h i s type of change: t h a t i t i s 
probably the most e f f e c t i v e technique f o r achieving o r g a n i z a t i o n a l 
change ( m people t e r m s ) , and t h a t i t i s also the normal way of 
achiev i n g change m i n d u s t r y : 

" I n everyday l i f e however, attempts are made t o change an 
or g a n i z a t i o n as a s o c i a l system, i . e . t o deal d i r e c t l y w i t h 
o r g a n i z a t i o n a l c h a r a c t e r i s t i c s as p r o p e r t i e s of the o r g a n i z a t i o n 
r a t h e r than as the outcome of group and i n d i v i d u a l c h a r a c t e r i s t i c s . 
Such an attempt involves the l e g i t i m a t i o n of changes m the r o l e 
r e l a t i o n s h i p s making up the system." (p.425) 

The mam reason f o r the e f f e c t i v e n e s s o f t h i s approach i s t h a t 
there are c e r t a i n elements m any o r g a n i z a t i o n which are very much under 
the c o n t r o l o f powerful members of the o r g a n i z a t i o n . These elements 



59-

which include reward, systems, power d i s t r i b u t i o n , and the groupings of 
employees exert a very s t r o n g i n f l u e n c e on the behaviour of i n d i v i d u a l s 
and hence can be a major means of e f f e c t i n g change. We w i l l consider 
each of these below. 

Grouping of Employees• 
The n o t i o n has been developed by the Tavistock I n s t i t u t e t h a t i t i s 

necessary t o achieve a balance between the t e c h n i c a l requirements o f a 
t a s k and the s o c i a l needs of those who are t o perform a t a s k ( s o c i o -
t e c h n i c a l d e s i g n ) . I n cases o f o r g a n i z a t i o n a l change there i s t h e r e f o r e 
the danger t h a t t e c h n o l o g i c a l improvements might produce a worsening of 
s o c i a l c o n d i t i o n s r e s u l t i n g m lower o v e r a l l e f f e c t i v e n e s s . 

This was i l l u s t r a t e d m the coal mining i n d u s t r y by the study o f 
T r i s t and Bamforth (1951 )• The i n t r o d u c t i o n of powered underground 
machinery, such as conveyor b e l t s , had made possible major changes m 
the way the miners were organised. The small semi-autonomous work 
groups had been replaced by l a r g e numbers o f men on successive s h i f t s 
w i t h a r i g i d d i v i s i o n o f labour and extensive s u p e r v i s i o n . What was 
l a c k i n g m t h i s new form of o r g a n i z a t i o n were the o p p o r t u n i t i e s f o r 
f l e x i b i l i t y and mutual support which are so important m d i f f i c u l t and 
dangerous occupations. Therefore a 'composite' system was devised 
whereby the miners continued t o work on the long coal face, but where 
they were now able t o a l l o c a t e tasks amongst themselves and t o r e g u l a t e 
t h e i r own work pace. By p r o v i d i n g m t h i s way f o r s o c i a l needs i t was 
shown t h a t p r o d u c t i v i t y could be about 20% higher than when t e c h n i c a l 
considerations alone were taken i n t o account. ( T r i s t et a l . , 1963) 

]V[any other s t r u c t u r a l changes have been addressed t o i n c r e a s i n g the 
r a t i o n a l i t y of the o r g a n i z a t i o n , while n e g l e c t i n g the importance of the 
s o c i a l dimension of the o r g a n i z a t i o n . The s t r e n g t h of the studies 
r e p o r t e d above i s t h a t they appear t o nave maximised on both dimensions. 
The s t r u c t u r a l i n t e r v e n t i o n s i n t o an insurance company re p o r t e d by 0' 

Connell (1968) provide an example of a more e f f i c i e n t o r g a n i z a t i o n system 
being devised without d e t r a c t i n g from tne s o c i a l f a c t o r f o r the people 
i n v o l v e d . This seems t o be important f o r i t s success. On the other hand, 
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many o f the recent r e o r g a n i s a t i o n s m the N a t i o n a l Health Service have 
caused problems. This i s because, although aimed at greater a d m i n i s t r a t i v e 
e f f i c i e n c y , they have tended t o upset some of the s o c i a l systems which 
are most important m h o s p i t a l l i f e . And nu r s i n g , l i k e coal mining, can 
be a very s t r e s s f u l occupation since i t i nvolves close contact w i t h 
d i s t r e s s and death. Therefore, as Menzies (1960) p o i n t s out, cany of 
the t r a d i t i o n a l ' i n e f f i c i e n t ' p r a c t i c e s m nu r s i n g are h i g h l y f u n c t i o n a l 
when consi d e r i n g the nature of the work. 

The a l t e r n a t i v e t o the NHS case i s the development of autonomous 
work groups m Scandinavia and the Continent. Cameron et a l . (1974) 

r e p o r t a number o f experiments which s a c r i f i c e the important t e c h n i c a l work 
advantages of mass produc t i o n - s p e c i a l i s a t i o n , continuous work flow e t c . -
f o r work forms organized around the s o c i a l and psychological needs of 
workers. I n t h i s way an attempt i s made t o give workers reasonable 
freedom about how they a l l o c a t e tasks w i t h i n groups, and a c e r t a i n amount 
of c o n t r o l over work r a t e s . The study by Norstedt and Aguren (1973) 

showed by a l l o w i n g employees t o make decisions about the way t h e i r work 
was done t h a t stoppages could be s i g n i f i c a n t l y reduced, costs cut somewhat, 
and q u a l i t y could be appreciably improved. However, the evidence o v e r a l l 
i s s t i l l i n c o n c l u s i v e , and there i s doubt about whether s o c i a l advantages 
r e a l l y can outweigh t e c h n o l o g i c a l disadvantages. 

Power D i s t r i b u t i o n : 
I t i s commonly b e l i e v e d by managers t h a t power can only move one 

way - away from management. But Tannenbaum (1968) suggests t h a t the amount 
of c o n t r o l w i t h i n an o r g a n i z a t i o n i s not a f i x e d q u a n t i t y , and t h a t by 
g i v i n g power t o others m the o r g a n i z a t i o n through d e l e g a t i o n , top 
management are able t o take on new powers (and r o l e s f o r themselves). 
This may be merely a gambit t o persuade top management t o become more 
p a r t i c i p a t i v e , but i t i s an a s s e r t i o n t h a t i s backed up by a considerable 
amount of e m p i r i c a l data. Morse and Reimer (1956) r e p o r t an experiment 
where the d i s t r i b u t i o n o f power w i t h i n an o r g a n i z a t i o n was d e l i b e r a t e l y 
manipulated by researchers and the e f f e c t s monitored. Two d i f f e r e n t 
l e a dership s t y l e s were introduced t o p a r a l l e l d i v i s i o n s of a c l e r i c a l 
department. I n two d i v i s i o n s the supervisors were encouraged t o adopt 



a u t h o r i t a r i a n s t y l e s , and t h i s was taken t o imply a r a i s i n g of the power 
" a x i a l i t y " w i t h i n the o r g a n i z a t i o n (named the H i e r a r c h i c a l l y C o n t r o l l e d 
Programme); m the other two d i v i s i o n s a d e l i b e r a t e attempt was made t o 
pass r e s p o n s i b i l i t y f o r decisions t o successive l e v e l s down the 
or g a n i z a t i o n , which represented a low e r i n g of the power a x i a l i t y (Autonomy 
Programme). The r e s u l t s of the study c l e a r l y snowed the s u p e r i o r i t y of 
the l a t t e r approach m terms of " s e l f a c t u a l i s a t i o n " and a t t i t u d e s 
towards s u p e r v i s i o n , although, i f anything, a higher l e v e l o f p r o d u c t i v i t y 
was reached m the H i e r a r c h i c a l Programme. 

The s c a r c i t y o f comparative research at an o r g a n i z a t i o n a l l e v e l 
i n d i c a t e s t h a t i t i s unwise t o generalise from these r e s u l t s too f a r . 
And they also r e c a l l the equivocal r e s u l t s r e p o r t e d by French et a l . 
(1960). However, i t seems l i k e l y t h a t most attempts t o 'democratise' 
organizations w i l l lead t o some increases m s a t i s f a c t i o n and improved 
a t t i t u d e s , but changes m p r o d u c t i v i t y w i l l also depend on other f a c t o r s 
i n c l u d i n g the meaning t h a t the work has f o r the employees. 

Reward Systems: 
The t h i r d major area of s t r u c t u r a l i n t e r v e n t i o n f o r achieving 

o r g a n i z a t i o n a l change i s through the reward system. I n the short term 
people may be induced t o accept innovations through being paid more, and 
m the lo n g term they may be more accommodating towards change i f a close 
a s s o c i a t i o n i s seen t o e x i s t between the acceptance of innovations and 
the l e v e l of remuneration. However, due t o the manifest nature of 
f i n a n c i a l rewards, managerial d i s c r e t i o n m t h i s area has been severely 
circumscribed by N a t i o n a l l e g i s l a t i o n and by Union pressure. Therefore 
the mam area of d i s c r e t i o n remains m the more complex ' i n d i r e c t ' reward 
systems of o r g a n i z a t i o n s . To a large extent approaches t o i n c r e a s i n g 
i n d i r e c t rewards t o manual employees by g i v i n g them greater c o n t r o l over 
the way they do t h e i r work have already been covered. 

Therefore we w i l l now be concerned w i t h the i n f o r m a l reward systems 
provided f o r management. These may be seen t o operate through two main 
mechanisms: the formal systems of ap p r a i s a l and assessment, and the 
inf o r m a l systems o f i n t u i t i v e judgements made by senior managers. I n 
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e i t h e r case i t may "be necessary f o r j u n i o r managers t o model t h e i r 
behaviour on t h a t of senior managers m order t o present themselves m 
the most favourable l i g h t . This k i n d of i n t e r a c t i o n i s very important 
since the reward system w i l l exert s t r o n g reinforcement on behaviours 
t h a t are seen t o be successful. Thus as Harrison (1971) po i n t s out, an 
o r g a n i z a t i o n which i s seen t o reward people f o r e f f e c t i v e task performance 
w i l l develop d i f f e r e n t behaviour p a t t e r n s from the o r g a n i z a t i o n t h a t 
rewards people mainly f o r long s e r v i c e , or the o r g a n i z a t i o n t h a t rewards 
people who are merely adept showmen and p o l i t i c i a n s . This type o f system 
i s f u l l y under the c o n t r o l of top management, but i r o n i c a l l y the major 
resistance t o any change m these c r i t e r i a may be t o p management 
themselves - since they were successful m the e x i s t i n g system, they 
t h e r e f o r e reason t h a t i t must be a good one. Recently, a l o t of e f f o r t 
has been devoted t o r a t i o n a l i s i n g such reward ( o r career development) 
systems through the i n i t i a t i v e o f T r a i n i n g Boards. However, i t i s s t i l l 
an open question whether such attempts at r a t i o n a l i s a t i o n n a t u r a l l y 
lead t o improvements. 

Summary: 
I n t h i s s e c t i o n three main groups of 'system' change w i t h i n the 

o r g a n i s a t i o n have been considered; and each of these may be under the 
d i r e c t c o n t r o l of management. Evidence i n d i c a t e s t h a t where the t a r g e t 
of change i s increased p r o d u c t i v i t y , t h a t the most l i k e l y s t r a t e g y i s 
through c o n s i d e r a t i o n o f s o c i o - t e c h n o l o g i c a l system concepts - although 
these r e q u i r e much s k i l l i f the c o r r e c t balance i s t o be achieved. Where 
the t a r g e t i s simply the acceptance of changes, any changes, the simplest 
s t r a t e g y i s t o purchase co-operation, although t h i s may have undesirable 
e f f e c t s m the long run. 

( f ) A n t i c i p a t o r y Change: Conclusion 
C l e a r l y t h i s area has s t i m u l a t e d the greatest amount of energy 

amongst w r i t e r s . Most o f the studies r e p o r t e d i n v o l v e a mixture of 
endogenous and exogenous change, which may serve t o emphasise the 
d i f f i c u l t y of d i f f e r e n t i a t i n g between the two views. However, i f one 
focusses on the d i r e c t i o n s taken by a n t i c i p a t o r y change the endogenous 
view seems more r e a l i s t i c since the boundaries of the o r g a n i z a t i o n are 



63. 

l a r g e l y d e f i n ed by i t s powerful members and they may choose t o widen 
the boundaries by i m p o r t i n g a change agent from the e x t e r n a l world which 
gives the appearance of exogeneixy. However, unless the e x t e r n a l change 
agent succeeds m g a i n i n g acceptance of new value systems w i t h i n the 
o r g a n i z a t i o n the form of the change w i l l remain an endogenous one. 

5. CONCLUSION 

This chapter has attempted t o develop some s t r u c t u r e around the 
diverse f i e l d o f o r g a n i z a t i o n a l change, using the framework proposed m 
Chapter 2. i n doing t h i s i t has been necessary t o d i s t i n g u i s h between 
those studies t h a t examine change as a r e a c t i o n t o e x i s t i n g pressures, 
and those t h a t emphasise the need t o create change m order t o cope b e t t e r 
w i t h pressures a n t i c i p a t e d m the f u t u r e . The l i t e r a t u r e review has also 
made d i s t i n c t i o n s between changes t h a t appear t o o r i g i n a t e outside the 
o r g a n i z a t i o n , and those t h a t appear t o o r i g i n a t e i n s i d e the o r g a n i z a t i o n . 
The a n a l y s i s of such changes may also focus e i t h e r on the values or the 
patterns of the o r g a n i z a t i o n . 

The t h e o r e t i c a l framework was found t o be most u s e f u l m c l a s s i f y i n g 
the l i t e r a t u r e on r e a c t i v e change. I n t h i s case a number of models were 
presented, and i t was found t h a t when change o r i g i n a t e d w i t h i n the 
o r g a n i z a t i o n the analysis could be conducted on a wider scale i f i t 
concentrated on the l e v e l of values; but when change was seen t o have an 
e x t e r n a l source, the analysis could focus>at the l e v e l e i t h e r of values 
or of p a t t e r n s . 

The framework was found t o be s l i g h t l y less valuable m c l a s s i f y i n g 
l i t e r a t u r e on a n t i c i p a t o r y change. However m analysing studies of 
change, i t provided a h e l p f u l l i n k between the actions of i n d i v i d u a l s 
and the dominant values o f the o r g a n i z a t i o n . A n t i c i p a t o r y change was 
seen mainly m endogenous terms and here i t was possible t o c l a r i f y 
the source and d i r e c t i o n of each change by focussing on the concept of 
values. 
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1 . OTTRODUCTICW 

The focus of the previous chapter was on the an a l y s i s of change from 
an o r g a n i z a t i o n a l p e r s p e c t i v e . Thus the discu s s i o n concentrated on the 
nature of o r g a n i z a t i o n a l change, how i t comes about, how the d i r e c t i o n s 
of change are de f i n e d , and how the powerful members may set about 
d e l i b e r a t e l y c r e a t i n g change w i t h i n the o r g a n i z a t i o n . But i t has also 
been argued m the e a r l y part of t h i s t h e s i s t h a t the •behaviour' o f 
organizations i s always reducable t o the behaviour of i n d i v i d u a l s - even 
though there may be many consistencies m the behaviour o f d i f f e r e n t 
i n d i v i d u a l s . And t h e r e f o r e t h a t any statement about o r g a n i z a t i o n a l 
behaviour must incorporate assumptions about i n d i v i d u a l behaviour. 

I n t h i s chapter some o f these assumptions about i n d i v i d u a l s m 
changing s i t u a t i o n s w i l l be examined. 

2. ANALYTIC FRAMEWORK 

I t w i l l be r e c a l l e d t h a t m the second chapter explanatory models 
of o r g a n i z a t i o n a l change and of i n d i v i d u a l behaviour were proposed. With 
regard t o the i n d i v i d u a l , i t was suggested t h a t behaviour could be explained 
m terms of two groups o f f a c t o r s : f i r s t l y , the s t a t i c f a c t o r s m a 
s i t u a t i o n , such as p e r s o n a l i t y , r o l e s e t c ; and secondly, the dynamic 
f a c t o r s which are e s s e n t i a l l y a n t i c i p a t i o n s of events and o f outcomes m 
the f u t u r e . With regard t o the nature of o r g a n i z a t i o n a l change, i t was 
suggested t h a t the dynamics o f s p e c i f i c events and actions were normally 
perceived m terms of " p a t t e r n s " . These pat t e r n s represented the 
e x p e r i e n t i a l s t a b i l i t y of organizations and t h a t i t was the changes m 
these pa t t e r n s t h a t were i d e n t i f i e d as " o r g a n i z a t i o n a l change". However, 
at any given time i t was also possible t o perceive consistencies m the 
way t h a t t h i n g s were changing m the o r g a n i z a t i o n - p a r t i c u l a r l y when 
"non-programmed" decisions were being made - and t h i s supra-consistency 
was defined as the dominant value system of the o r g a n i z a t i o n . Hence, m 
a converse sense, any i n d i v i d u a l ' s p e r c e p t i o n of the dominant value system 



m the o r g a n i z a t i o n w i l l also define the d i r e c t i o n he would expect 
o r g a n i z a t i o n a l changes t o take. 

Therefore there w i l l he a l i n k "between i n d i v i d u a l "behaviour and the 
" s t a t i c " and "changing" elements of the o r g a n i z a t i o n . On one hand there 
w i l l be elements of the o r g a n i z a t i o n which are e x t e r n a l t o the i n d i v i d u a l 
and which may also be experienced by other members of the o r g a n i z a t i o n . 
On the other hand there w i l l be a number of f a c t o r s t h a t w i l l be unique 
t o the i n d i v i d u a l - f o r example, p e r s o n a l i t y , s o c i a l background, or 
o r g a n i z a t i o n a l r o l e - and these w i l l not be open t o experience by other 
o r g a n i z a t i o n a l members. Figure 4«1 summarises these f a c t o r s t h a t may 
a f f e c t i n d i v i d u a l behaviour d u r i n g o r g a n i z a t i o n a l change. 

THE INDIVIDUAL 

Role 
Background 
P e r s o n a l i t y 
Education 

Figure 4.1 : 

THE ORGANIZATION 

I n d i v i d u a l 
Behaviour 

Expected change 
m pa t t e r n s 

Patterns 

Figure 4»1* Factors a f f e c t i n g i n d i v i d u a l behaviour 

The n o t a t i o n employed m the above f i g u r e i s as f o l l o w s : ( , • ) 
i m p l i e s t h a t behaviour can be explained m terms of c e r t a i n perceptions 
(which are e s s e n t i a l l y i n t e r n a l t o the i n d i v i d u a l ) ; whereas ( ^ ) 
i s used m the more conventional sense o f i n d i c a t i n g an a s s o c i a t i o n which 
may be causal. 

However, i t w i l l be noted t h a t the above i l l u s t r a t i o n makes no 
attempt t o describe the type of behaviour manifested by the i n d i v i d u a l . 
For the present purpose a "systems" view of i n d i v i d u a l behaviour w i l l be 
adopted j i t w i l l be assumed t h a t various s i t u a t i o n a l f a c t o r s combine t o 
produce some form of " i n p u t " t o the system, and t h a t the i n d i v i d u a l 
responds w i t h some form of " o u t p u t " . This output may, or may n o t , also 
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a f f e c t the nature of subsequent i n p u t s , as m a servomechamsm. The 
process i s i l l u s t r a t e d m Figure 4*2. 

& OUTPUT 

Figure 4 .2 : Systems view of i n d i v i d u a l behaviour 

These two paradigms w i l l be developed m t h i s chapter i n order t o 
e x p l a i n the way t h a t i n d i v i d u a l s react t o o r g a n i z a t i o n a l changes. The 
disc u s s i o n w i l l begin at the most fundamental l e v e l by examining the nature 
of i n d i v i d u a l behavi our, and w i l l make extensive use o f t h e o r i e s of 
str e s s and coping behaviour m t h i s s e c t i o n . The second s e c t i o n w i l l 
concentrate on changing f a c t o r s , using an 'expectancy' frameworK; and 
the f i n a l s e c t i o n w i l l look at r e l a t i o n s h i p s t h a t have been found m 
the past between s t a t i c f a c t o r s and the various dimensions o f i n d i v i d u a l 
behaviour. 

3. THE DYNAMICS OF INDIVIDUAL RESPONSE TO ORGANIZATIONAL CHANGE 

(a) Change and Stress 
There are a number o f d i f f e r e n t approaches t o understanding what 

'change* means t o the i n d i v i d u a l , but the m a j o r i t y of them l i n k change 
w i t h some form of s t r e s s . This i s not t o say t h a t a l l change i s 
n e c e s s a r i l y s t r e s s f u l , since as studies of psyc h o l o g i c a l d e p r i v a t i o n 
have shown, lack of change can be f a r more s t r e s s f u l than a moderate 
amount of change (Zuckerman et a l . , 1965). This would suggest a 
U-function r e l a t i o n s h i p between change and s t r e s s , so t h a t both very h i g h 
and very low degrees of change are experienced as unpleasant; whereas 
intermediate l e v e l s are q u i t e pleasant. (However, given t h a t our primary 
concern i s w i t h organizations we may assume t h a t the normal s i t u a t i o n 
i n v o l v e s an intermediate l e v e l o f change and t h a t the major disturbances 
are m the d i r e c t i o n o f increased change). 

INPUT THE INDIVIDUAL 
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Two major frameworks have "been used t o r e l a t e change t o st r e s s m 
i n d i v i d u a l s . The f i r s t framework suggests t h a t t h ere i s a d i r e c t 
r e l a t i o n s h i p between the number of changes m an i n d i v i d u a l ' s environment 
and the stress t h a t he experiences. Thus Holmes and Rahe (1967), and 
Rahe (1968) were able t o show t h a t men who had r e c e n t l y undergone major 
changes m t h e i r l i v e s ( l o s s o f parent, marriage e t c . ) were more su s c e p t i b l e 
t o minor i l l n e s s e s m the f u t u r e months. T o f f l e r (1970) r e l a t e s the wider 
t e c h n o l o g i c a l changes p a r t i c u l a r l y m the areas of speed and communications 
t o the " s h a t t e r i n g s t r e s s and d i s o r i e n t a t i o n " wrought on i n d i v i d u a l s . And 
the d e b i l i t a t i n g e f f e c t s o f such a c c e l e r a t i n g change on i n d i v i d u a l s i s 
taken up by many other authors (Kahn, 1967; Roeber, 1973). A s l i g h t l y 
d i f f e r e n t emphasis i s given t o the problem by Pink (19^7) who concentrates 
on the adaptation process f o l l o w i n g major l i f e changes. His concern i s 
p r i m a r i l y w i t h sudden changes such as the death o f a loved one, and he 
analyses the a d a p t a t i o n m fou r major phases: shock, defensive r e t r e a t , 
acknowledgement, and adaptation. These four stages may be seen as a 
gradual progress from s e l f - p r o t e c t i o n t o a growth o r i e n t a t i o n , but m 
each phase the patterns o f rea c t i o n s are q u i t e d i s t i n c t . 

The second major framework regards change as r e s u l t i n g m stress 
through the i n t e r v e n t i o n o f s o c i a l mechanisms. Thus, Kahn et a l . (1964) 

view change as one of the major c o n t r i b u t o r s t o r o l e c o n f l i c t and ambiguity, 
and t h a t i t i s these st a t e s t h a t m t u r n lead t o i n d i v i d u a l s t r e s s . 
Although i t may be argued t h a t the i m p o s i t i o n of intermediate v a r i a b l e s 
between observable events i s a r t i f i c i a l , i t seems t h a t i t may help t o 
understand why c e r t a i n groups of events are r e l a t e d , and t h i s p a r t i c u l a r 
approach w i l l be developed e s p e c i a l l y through the work of Richard Lazarus 
m an attempt t o understand the dynamics of i n d i v i d u a l r e a c t i o n s t o change. 

The concept of st r e s s i t s e l f has been the source of much confusion 
and debate, and Lazarus (1966) suggests t h a t i t i s more h e l p f u l t o regard 
• s t r e s s ' as denoting an area o f i n t e r e s t r a t h e r than any of the c o n d i t i o n s 
or r e s u l t s of c e r t a i n s i t u a t i o n s : 

"Stress i s not any one o f these t h i n g s ; nor i s i t s t i m u l u s , 
response or i n t e r v e n i n g v a r i a b l e , but r a t h e r a c o l l e c t i v e 
term f o r an area of study." (p.27) 
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The ' i n p u t ' t o the system i s described as the stimulus c o n f i g u r a t i o n 
which may incorporate many elements i n c l u d i n g ambiguity, immanence, and 
degree of t h r e a t . The a p p r a i s a l of t h i s stimulus c o n f i g u r a t i o n forms a 
c e n t r a l part of Lazarus' theory, and he d i s t i n g u i s h e s two mam phases m 
a p p r a i s a l : "primary a p p r a i s a l " forms a d i r e c t assessment of the stimulus 
c o n f i g u r a t i o n ; whereas "secondary a p p r a i s a l " looks at what can be done t o 
cope w i t h or avoid the t h r e a t . 

" I n sum, w i t h primary a p p r a i s a l , the issue i s how much am I m 
danger from a s i t u a t i o n ; w i t h secondary a p p r a i s a l the issue 
concerns how much am I m danger from a n y t h i n g I do about the 
t h r e a t or t o what extent w i l l any p a r t i c u l a r a c t i o n r e l i e v e the 
danger" (Lazarus, 1966, p. 161) 

Both of these forms of a p p r a i s a l are r e l a t e d m d i f f e r e n t ways t o 
elements o f the stimulus c o n f i g u r a t i o n and t o c h a r a c t e r i s t i c s of the 
i n d i v i d u a l and a s i m p l i f i e d v e r s i o n of t h i s complex framework i s provided 
below, Figure 4*3 

STIMULUS 

j~Ambiguity Immanence 

Primary 
Appraisal 

j Motive 
I strengths 
I and p a t t e r n 

Degree of 
Threat 

Source of j 
Stlmulus I 

I f t h r e a t 
appraised 

Secondary Coping 
Appraisal Strategy 

Education/ 
I n t e l l e c t 

B e l i e f s Defensive f j 
about d i s p o s i t i o n s |^ — 
environment I 

INDIVIDUAL 
Figure 4-3; Framework f o r Threat Appraisal (Adapted from Lazarus, 1966' 

Since t h i s framework may be confusing when taken as a t o t a l i t y i t 
w i l l be necessary t o discuss i t m smaller components. The f o l l o w i n g 
sections w i l l approach the framework from opposite ends of the process: 
in p u t s and outputs. Thus, the next part w i l l examine d i f f e r e n t aspects 
of the stimulus c o n f i g u r a t i o n , and how these r e l a t e t o a p p r a i s a l and 
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coping; the subsequent part w i l l concentrate on coping responses and how 
these may be r e l a t e d t o d i f f e r e n t aspects of a p p r a i s a l and the stimulus 
c o n f i g u r a t i o n i t s e l f . 

( b ) Stimulus c o n f i g u r a t i o n 
( 1 ) Level of Threat 
The l e v e l o f t h r e a t i s seen as a major element of the 'Stimulus 

c o n f i g u r a t i o n ' which c o n t r i b u t e s t o each phase o f response and t h i s 
p a r a l l e l s the importance given t o l e v e l s o f 'arousal' by Hebb (1958). 

Gofer and Appley (1964) examine the way t h a t people react t o d i f f e r e n t 
l e v e l s of t h r e a t , i d e n t i f y i n g f o u r major t h r e s h o l d s . As m Lazarus' 
work two main classes of response are d i s t i n g u i s h e d , a f f e c t i v e and coping 
responses: the former i s assumed t o be r e l a t e d l i n e a r l y t o l e v e l o f 
t h r e a t whereas a c u r v i l i n e a r r e l a t i o n s h i p i s p o s t u l a t e d m the second 
case. The framework proposed by Gofer and Appley i s summarised below 
m Figure 4«4« 

Reaction 

Threat — 
PERCEPTION RESPONSE Reaction 

Threat — 
PERCEPTION 

A f f e c t i v e Coping 

INSTIGATION Awareness of s i t u a t i o n New forms of coping 
but e x c l u s i v e l y 
task o r i e n t e d . 

FRUSTRATION Threat perceived ( s i t u a 
t i o n beyond normal coping 
c a p a c i t i e s ) 

Anxiety I n t e n s i f i e d coping 
behaviour. 
Ego—protection s t a r t s 

STRESS Danger perceived ( i f no 
change m s i t u a t i o n a f t e r 
above l e v e l reached) 

Desperation Behaviour e x c l u s 
i v e l y ego-protective 

EXHUASTION Fe e l i n g of 
Hopeless
ness 

Drop m A c t i v i t y 

Figure 4»4? Levels of Threat and D i f f e r e n t i a l Responses ( A f t e r Cofer and 
Appley, 1964) 

The theme of c u r v i l i n e a r response t o t h r e a t i s encountered f r e q u e n t l y 
w i t h i n the l i t e r a t u r e on s t r e s s . As Lazarus (1966) comments: 
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"More adaptive and r e a l i t y o r i e n t e d forms of coping are most 
l i k e l y when the t h r e a t i s comparatively m i l d ; under severe 
t h r e a t , p a t h o l o g i c a l extremes become more prominent" (P. 162) 

S i m i l a r points are made by Mechanic (1970) and Jams (1972) m 
suggesting t h a t high l e v e l s of t h r e a t w i l l produce poor performance, 
while moderate l e v e l s of t h r e a t w i l l produce the most e f f e c t i v e forms of 
coping. Moreover there i s a common—sense basis f o r dichotomising s t r e s s 
responses i n t o one ' a f f e c t i v e ' element which becomes i n c r e a s i n g l y 
negative as the t h r e a t increases, and one 'coping' elements which only 
begins t o operate once a c e r t a i n amount of t h r e a t has been appraised -
but which e v e n t u a l l y becomes d y s f u n c t i o n a l ( f o r the organism) as the 
t h r e a t increases. 

This basic framework w i l l be adopted f o r subsequent analysis m t h i s 
t h e s i s , though i t should be noted t h a t t h i s w i l l cause a number of 
methodological problems. F i r s t l y , i t can be q u i t e d i f f i c u l t t o 
d i f f e r e n t i a t e between concepts such as 'perceived' t h r e a t and ' a f f e c t i v e 
response' when both can only be obtained through s u b j e c t i v e r e p o r t s . 
Secondly, as Korman ( l974» P>84) p o i n t s out, i t can be exceedingly 
d i f f i c u l t t o t e s t ' c u r v i l i n e a r ' hypotheses since t h e r e i s no acceptable 
c r i t e r i o n f o r d e c i d i n g where the maximum or minimum l i e s , and hence at 
what p o i n t s increases or decreases should be expected. 

( n ) Ambiguity 
A theme t h a t recurs f r e q u e n t l y m the l i t e r a t u r e on stress i s the 

element of ambiguity, and t h i s w i l l be of p a r t i c u l a r concern here since 
the focus i s on stress t h a t i s caused by change and environmental 
disturbances. 

Decision t h e o r i s t s have found the concept of ambiguity t o be 
p a r t i c u l a r l y d i f f i c u l t t o d e f i n e . I t i s agreed t h a t i t l i e s somewhere 
on the continuum of s i t u a t i o n s from " r i s k " , where the p r o b a b i l i t y of 
occurrence of a number of possible outcomes i s known (Duncan, 1972, 

p.317) and 'ignorance', where n e i t h e r the possible outcomes nore t h e i r 
associated p r o b a b i l i t i e s are known (Yates and Zukowski, 1976, p.19). 

Perhaps t h i s d i f f i c u l t y m f o r m u l a t i n g precise o b j e c t i v e d e f i n i t i o n s i s 
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i s appropriate f o r the concept of ambiguity; and i t w i l l be used here m 
the s u b j e c t i v e sense t o denote a f e l t d i f f i c u l t y i n e x t r a p o l a t i n g from 
present states t o f u t u r e s t a t e s . 

There are two mam views regarding the e f f e c t o f ambiguity on 
a f f e c t i v e responses. F i r s t l y , Kahn et a l . (1964) suggest t h a t ambiguity 
m r o l e expectations i s a u t o m a t i c a l l y unpleasant and r e s u l t s i n l a c k of 
job s a t i s f a c t i o n . Smith (1957) concludes t h a t ambiguous r o l e expectations 
can reduce group p r o d u c t i v i t y and s a t i s f a c t i o n , and increase defensiveness; 
more r e c e n t l y , s i m i l a r conclusions have been reached by House and Rizzo 
(1972) and Burke and Belcourt (1974). 

The second view of ambiguity i s t h a t i t does not a u t o m a t i c a l l y 
r e s u l t m d i s s a t i s f a c t i o n , but t h a t i t changes the way t h a t s i t u a t i o n s 
are evaluated. Korman (1971) suggests t h a t h i g h l e v e l s o f ambiguity 
m organisations imply greater r e l i a n c e on people than on r u l e s and 
procedures and concludes t h a t : 

"ambiguity and change are not d i s s a t i s f y i n g i f the i n d i v i d u a l ' s 
b e l i e f system i s f i r s t a l t e r e d so t h a t he sees such c h a r a c t e r i s t i c s 
as being consistent w i t h the nature of the world as he knows i t " 
(p.341) 

Lazarus (1966) adopts a s l i g h t l y d i f f e r e n t approach by suggesting t h a t 
i n d i v i d u a l s a u t o m a t i c a l l y i n s e r t t h e i r own s t a b l e p o i n t s of reference 
i n t o such s i t u a t i o n s : 

"The more ambiguous are the stimulus cues concerning the nature o f 
a n t i c i p a t e d c o n f r o n t a t i o n , the more important are general b e l i e f 
systems m determmg the a p p r a i s a l process" (p. 134) 

However, w i t h regard t o coping processes, there i s general 
agreement t h a t ambiguity leads t o i n f o r m a t i o n searching m an attempt 
t o c l a r i f y the s i t u a t i o n . This has been found t o be t r u e f o r i n d i v i d u a l s 
( H e s l m et a l . 1972; Vernon, 1971)» and f o r groups where r o l e expectations 
are unclear (Smith, 1957). I n a d d i t i o n , t h i s p a r t i c u l a r assumption 
has been extended by March and Simon (1958) as part of t h e i r theory of 
or g a n i s a t i o n a l behaviour. 
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Thus i t i s i m p l i e d by these studies t h a t the main impact of 
ambiguity d u r i n g o r g a n i s a t i o n a l change i s t w o - f o l d . F i r s t l y t o s h i f t 
the basis upon which the s i t u a t i o n i s appraised towards more 'enduring' 
elements of the i n d i v i d u a l or h i s s i t u a t i o n , and secondly t o produce a 
greater tendency towards search behaviour as a means of coping. 

(111) Time Factors 
The question of t i m i n g i s o f t e n a major issue f o r those i n t r o d u c i n g 

change, and i t i s l i k e l y t h a t the i d e a l moment w i l l be defined most 
c l e a r l y by s o c i a l f a c t o r s m the s i t u a t i o n . For example, as has been 
pointed out e a r l i e r , i t i s h e l p f u l i f t here are already considerable 
i n t e r n a l and e x t e r n a l pressures f o r change, and i f the i n t r o d u c t i o n of 
change can be c a r r i e d out m such a way t h a t i t i s shared by most l e v e l s 
o f the o r g a n i s a t i o n . 

Here the evidence gathered by p s y c h o l o g i c a l l y o r i e n t e d studies i s 
also of some relevance. Monat et a l , ( l 9 7 2 ) showed the importance of 
an a n t i c i p a t o r y phase p r i o r t o the a d m i n i s t r a t i o n of e l e c t r i c shoscks. 
They compared the a f f e c t i v e arousal o f subjects under two c o n d i t i o n s of 
u n c e r t a i n t y : temporal and event u n c e r t a i n t y . Under 'temporal' 
u n c e r t a i n t y (where the occurrence of a shock was c e r t a i n , but the t i m i n g 
was not f i x e d ) subjects manifested h i g h arousal i n i t i a l l y , which decreased 
w i t h the passage of ti m e . Under "event" u n c e r t a i n t y (where the t i m i n g was 
f i x e d , but the occurrence was not c e r t a i n ) i n i t i a l arousal was low, but i t 
tended t o increase as the time of c o n f r o n t a t i o n approached. 

Jams (1958) regards t h i s a n t i c i p a t o r y arousal as a very important 
part of successful a d a p t a t i o n . This 'work of wor r y i n g ' enables people 
t o come t o terms w i t h the harmful c o n f r o n t a t i o n before i t occurs, which 
suggests t h a t o r g a n i s a t i o n a l change w i l l be achieved most r a p i d l y i f i t 
i s preceded by a lo n g p e r i o d of warning. And a s i m i l a r point i s made 
by Cofer and Appley (1964): 

"One conclusion.... i s t h a t slow adaptation through s y s t e m a t i c a l l y 
increased exposure t o s t i m u l a t i o n , may be able t o r a i s e s t r e s s 
t h r e s h o l d s , such t h a t stimulus i n t e n s i t i e s e a r l i e r i n t o l e r a b l e 
may be experienced without i n d u c i n g f u l l - b l o w n stress responses" 
(p.448) . 
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On the other hand m cases where the onset of stress is very sudden 
the individual may not exhibit any stress during the period of c r i s i s , 
and the reaction i t s e l f is delayed u n t i l a f t e r the c r i s i s i s over 
(Lazarus, 1966). This may be i l l u s t r a t e d by the case of a near-miss on 
the road where stress reactions are often delayed u n t i l a f t e r the driver 
has succeeded m avoiding the danger, which suggests that i f adaptation 
cannot be anticipatory then i t must follow the confrontation. Another 
study by Nomikos et a l . (1968) concluded that overall stress would be 
less i f confrontation was sudden, and that a 'long' anticipation (of 
h a l f a minute) consistently resulted m higher levels of autonomic 
disturbance. 

But before any f i r m conclusions are drawn from these studies i t i s 
necessary t o point out that the nature and duration of stress sequences 
vary considerably between studies: thus, Monat et a l . and Nomikos et a l . 
were concerned with anticipatory periods measured m terms of minutes, 
while Jams was concerned with periods l a s t i n g weeks or months. I n 
addition, these studies a l l concern the reaction of individuals and f a i l 
t o take i n t o account the complexities of organisational l i f e . Perhaps 
the safest conclusion to draw from a psychological point of view i s that 
genuine adaptation to change always takes time - so that i f organisational 
change i s introduced a f t e r many preparatory warnings the necessary 
adjustments may occur before confrontation. 

(c) Coping Pattern 
As indicated above, there is some agreement between authors that the 

relationship between stress and coping behaviour i s a cu r v i l i n e a r one. 
That i s , that coping i s r e l a t i v e l y inactive under high and low stress 
conditions, but i s most active under moderate stress conditions. What 
forms might such coping responses take? 

( 1 ) Overviews of coping behaviour 
Two p a r a l l e l themes have been developed to explain variations m 

coping behaviour. Lazarus (1966) distinguishes between 'active' and 
'cognitive' coping: 
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"action tendencies are aimed at eliminating or miti g a t i n g the 
harmful anticipated confrontation", and these should be distinguished 
from the, "purely cognitive manoevres through which appraisal i s 
altered without action directed at changing the objective s i t u a t i o n " 
(p.259). 

The continuum defined here has been used frequently m assessing response 
to stress (Houston, 1971» 1973; Wemstem, 1968), and a var i e t y of 
measures have been designed to assess such coping predispositions amongst 
individuals ( L i t t l e , 1958). 

The question i s n a t u r a l l y asked as to which approach i s the most 
effective form of coping. Houston (1973) found that people who dealt 
ac t i v e l y with the stress s i t u a t i o n tended to cope more easily, whereas 
Monat et a l . (1972) reached the opposite conclusion, that denial responses 
are more effective m reducing stress during conditions of temporal and 
event uncertainty. However, these two results may be reconciled i f 
account is taken of the 'curvilinear' element of coping responses. 
Thus, Goldstein (1959) compared the efficacy of coping responses under 
•severe' and 'mild' threat, and was able to conclude that mild threats 
were handled best by people who tended t o cope actively, whereas severe 
threats were handled best by people who preferred to avoid the s i t u a t i o n . 

The second theme i s found m the writings of Cofer and Appley (1964) 
and t h i s views coping on a 'functional - dysfunctional' basis. This 
follows from t h e i r d e f i n i t i o n of the s i t u a t i o n where an individual 
experiences stress as: 

"where he perceives that his well-being i s endangered, and he must 
devote a l l his energies to his protection" (p.463) 

and behaviour i s seen along the continuum from being 'task-oriented' to 
becoming 'ego-protective'. The mam point about t h i s view i s that while 
behaviour i s task-oriented, i t i s possible for the individual t o reduce 
the severity of the threat, but as soon as his behaviour becomes ego-
protective he enters a vieious c i r c l e and future behaviour becomes 
irrelevant to ameliorating that threat. 

( 1 1 ) Specific Styles of Coping 
These two overviews of coping processes have tended t o de-emphasise 

the impact of the wider context. But, as Monat et al . ( l 9 7 2 ) conclude, 
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even m very short stress sequences the contest i s very important. For 
example, i t has "been suggested that coping and adaptation may take place 
before and a f t e r confrontation with the stimulus, and the evidence 
suggests that the patterns may be very d i f f e r e n t before and a f t e r 
confrontation. I n the pre-confrontation s i t u a t i o n i t may s t i l l be 
possible to have some influence on the way the change w i l l happen, but 
after confrontation (assuming that t h i s i s at a point m time ) the 
opportunities w i l l be more l i m i t e d , and cognitive adjustments are more 
l i k e l y . Figure 4*5 summarises from Lazarus (1966) and Burke and Belcourt 
(1974) with regard to the way people may cope with change. 

COPING STYLE PRE-C mm ONT ATI OH POST CONFRONT AT ION" 

A) Action tendencies 
1 . Strengthening 

individual's position 
Form c o a l i t i o n / t a l k 
to 'sponsors'. 

Develop cohesive 
peer group 

2. Attack the source of 
the change 

Analyse s i t u a t i o n . 
Play p o l i t i c a l 'cards' 
Discontent. 

3• Inact1on Concentrate on work
ing hard, or on out
side l i f e . 

Concentrate on work/ 
outside l i f e . Com
pliance . 

4. Avoidance Leave the organis
ation 

Leave organisation 

B) Cognitive Manoevres 
5. Denial Believe that i t won't 

make much difference 
— 

6. Rationalisation - Believe that i t was 
necessary/inevitable 
anyway 

Figure 4-5' Possible means of coping before and af t e r confrontation 
with change 

Apart from the tendency to r e l y on peer groups as a means of 
co n t r o l l i n g the immediate environment, the element of r a t i o n a l i s a t i o n is 
an important part of adjustment. To the extent that i t w i l l be impossible 
for the individual to avoid behaving m certain new ways after confrontation, 
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i t i s l i k e l y that he is going to have to redefine his o r i g i n a l views about 
t h i s new model of "behaviour. According to dissonance theory he w i l l he 
faced with two incompatible cognitive elements: 

(A) , t h i s p a r t i c u l a r mode of behaviour i s wrong, but 
(B) , t h i s i s the way I am behaving. 

Thus he w i l l be forced to redefine the wrongness of element A so that i t 
becomes consistent with element B (Brown, 1965, p.584). Therefore, 
t h i s p a r t i c u l a r idea suggests that, w i t h i n reason, so long as people 
can be forced to change t h e i r behaviour, they w i l l eventually come to 
believe that they are behaving that way because they want t o , rather 
than because they were forced. But again there are two mam li m i t a t i o n s 
t o t h i s view: f i r s t l y that the change must not depart too far from 
acceptable levels, secondly that cognitive manoeuvres are not the only 
options open to individuals, when adapting to organisational change 
post hoc. 

(d) Summary 
This section has considered a number of theories of stress which 

may contribute towards understanding the way that individuals respond to 
organisational change. Some of these elements are i l l u s t r a t e d m 
Figure 4«6 

TEE INDIVIDUAL 

Inactive / 
cognitive 
coping 

Organisational 
Change 

A 

I Threat 
I appraisal Responses 

Coping 

Active 
Coping 

Figure 4-6: Individual Response and Coping with Organisational Change 

The mam conclusions from t h i s discussion are as follows: 
( 1 ) The appraisal of threat m organisational change incorporated 
two mam elements: the degree of threat, and the ambiguity 
associated with the change. I t is hypothesised that the greater 
the threat appraised, the more negative becomes the affective 
responses. Secondly, that the role of increased ambituity i s to 
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a l t e r the "basis for making appraisals from the specific elements 
m the s i t u a t i o n to the more enduring elements. 
( I I ) Coping response may include a range of d i f f e r e n t strategies 
but may generally be placed on an active-passive continuum. 
Greatest a c t i v i t y w i l l be apparent under moderate degrees of 
threat, whereas lower a c t i v i t y w i l l be manifest under high and 
low degrees of threat. 
( I I I ) The content of the coping response w i l l vary with the 
s i t u a t i o n , p a r t i c u l a r l y whether or not confrontation with the 
change has occurred. I f t h i s i s s t i l l feasible, part of the 
coping may be directed towards a f f e c t i n g the change through those 
who have some influence, otherwise i t w i l l be directed towards 
mutual support or i n d i v i d u a l protection for those affected. 
( I V ) There i s some disagreement amongst authors about whether 
long a n t i c i p a t i o n of change i s a good or a bad t h i n g . The 
evidence seems to suggest that when considering isolated individuals 
a period of adjustment i s necessary whether i t comes before or 
a f t e r confrontation so that the choice between long and short 
a n t i c i p a t i o n i s l a rgely immaterial. However, i t may be that m 
an organisational context, i n t e r n a l pressures would magnify 
themselves too r a p i d l y during long anticipations ( r e s u l t i n g m 
in d u s t r i a l a c t i on, protracted p o l i t i c a l battles etc.) 

These observations w i l l be formalised m the following chapters 
so that they can be tested empirically l a t e r m the thesis. However, 
the next issue that w i l l be considered i s how evaluations of the threat 
m a given s i t u a t i o n may be formulated. I n other words, how can an 
i n d i v i d u a l develop expectancies of the way that situations w i l l change 
and of how the new configuration w i l l affect him. 
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4. DEVELOPING EXPECTANCIES OF CHANGE 

This problem w i l l be tackled m several stages. I n the f i r s t 
place i t i s necessary to define how individuals are able to import 
information from the on-going environment, to collate i t , and to emerge 
with a h o l i s t i c assessment of the s i t u a t i o n . One of the most extensive 
frameworks for explaining t h i s process occurs w i t h i n Expectancy Theory, 
and the mam features and problems with t h i s theory w i l l be summarised 
below. Secondly, m considering the form of future environmental 
configurations the individual must employ some algorithm for abstracting 
from the present to the future, and two alternative approaches w i l l be 
considered here. Thirdly, once d e f i n i t i o n of e x i s t i n g and possible 
future states has been affected, i t seems that the individual i s m a 
position t o assess the l i k e l y impact of changes m his environment; 
the f i n a l section w i l l propose both a model and a means for observing 
these assessments on the part of the i n d i v i d u a l . 

(a) Expectancy Theory 
Expectancy theory, which received i t s major formulation m the 

work of Vroom (1964), makes two mam assumptions about people. I t is 
a cognitive theory m that i t assumes that people w i l l act according to 
the awareness that they develop of the environment; i t i s a u t i l i t a r i a n 
theory i n that i t assumes that people w i l l choose those courses of action 
that w i l l maximise the payoffs to themselves out of t h i s environment. 

Vroom's theory proposes two stages m determining the l i k e l y 
behaviour of individuals. F i r s t l y , people w i l l evaluate possible 
outcomes r e s u l t i n g from t h e i r behaviour. This evaluation (or valence) 
is dependent on how f a r any individual anticipates that a given outcome 
w i l l result m the s a t i s f a c t i o n of fundamental needs (second-order 
outcomes). I n i t s l o g i c a l form, t h i s part of the theory i s expressed as 

V = f J =̂1 
( I , N ) where ( - 1 ^ I 1) 
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Where IT , N N are the valences associated with the f i r s t K second-
1 d K 

order outcomes, l j - | » I j ****^jK 3 0 7 6 P e r c e i v e ( l associations (or 
instrumentalities) between the outcome j and each of the second-order 
outcomes; f represents a function: and V is the t o t a l valence towards 

3 J 
the outcome j . 

However, t h i s only represents the evaluative element, and the 
second part of the theory suggests that the t o t a l force t o perform an 
action w i l l be dependent on the product of valences of possible 
outcomes from t h i s action (V ) with the expectancy (E ) that the given 
e f f o r t w i l l actually result m t h i s outcome. Hence an expression can 
be derived using notation similar to that above: 

F = f l l 
J I (E V ) 
7=i 1 J J 

where ( I / j ) 

This basic framework has seen a great many modifications and 
refinements since i t s i n i t i a l formulation." House and Wabha (1972) 
describe fourteen such studies, and more recently, Campbell and Pntchard 
(19?6) rejper t o approximately t h i r t y - f i v e studies that have made some atte 
to test the predictions from expectancy theory. As Wabha and House 
(1972) remarked expectancy theory " i s perhaps the most widely accepted 
theory of work and motivation among today's i n d u s t r i a l and organisational 
psychologists " ( p . l 2 l ) 4 

Nevertheless, there are s t i l l many problems with the theory. 
Campbell and Pritchard (1976) draw attention t o a fact which i s often 
problematic m psychometric work: that the data i s only of ordinal 
nature and yet i t undergoes several arithmetic operations m computing 
valences - which would normally require data t o be of i n t e r v a l nature at 
least. Parker and Dyer (1976) tested a number of variations of the 
theory m order to predict (retrospectively) decisions of Naval Officers 
to r e t i r e early. I n pa r t i c u l a r they found that although expectancy 
theory provided a good assessment of preferences for outcomes (valences) 
i t was not a p a r t i c u l a r l y good predictor of behaviour, and other simple 
s i t u a t i o n a l factors were often at least as effective (such as the 
family circumstances of a Naval o f f i c e r contemplating retirement). 
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These authors also drew heavily m t h e i r work on the d i s t i n c t i o n made 
by Mitchell (1974) between "withm-person" and "between-person" applications 
of the theory. In the former case data i s gathered on alternative choices 
for individuals; m the l a t t e r case data i s gathered on the strength of 
di f f e r e n t i n d i v i d u a l s ' preferences for a given outcome. Although the 
majority of studies adopt the "between-persons" approach i t is pointed 
out that the o r i g i n a l choice elements m Vroom's theory i s a "withm-
person" model; also that one of the implications of the employing of the 
"between-person" model i s that the r e s u l t i n g v a l i d i t y may "be reduced 
because of response set bias (Parker and Dyer, 1976, p.98). 

These problems have been mentioned here because they must be taken 
into.account m any developments from Expectancy Theory, and m the t h i r d 
part of t h i s section we w i l l make such an attempt m developing a 
theore t i c a l framework fo r the assessment of changing situations. However, 
one of the mam assumptions of the present theory i s that behaviour i s 
v o l u n t a r i s t i c : that people have free choice between alternative forms of 
"behaviour - and hence the environmental configurations to which the 
behaviour may lead. This i s patently not so for people who are faced 
with organizational change. The change m the environmental 
configurations i s l a r g e l y a 'given*, and the main question concerns how 
people evaluate t h i s s i t u a t i o n and hence how they react to i t . I n the 
following part we w i l l consider how people form assessments of what the 
future organization i s l i k e l y t o hold for them. 

(b) Anticipating Future Organizational Patterns 
I t is not too d i f f i c u l t to develop 'ideal* frameworks of how 

people should anticipate change, but m practice there i s such great 
v a r i a b i l i t y m what people consider to be the important elements of any 
change that i t i s almost impossible to predict the way people w i l l react 
m specific circumstances. Nevertheless, we w i l l continue with our 
endeavour, and w i l l employ two mam assumptions about people: f i r s t l y 
that judgements about the future are only conceived as 'incremental* 
differences from the present state; secondly, that the di r e c t i o n of t h i s 
incremental projection w i l l be defined by what the person perceives as 
the dominant value system of the organization. 
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( l ) Incremental anticipations 
I f the Expectancy Theories described above are modified to 

describe the way people anticipate the future, then i t must be assumed 
that people are able t o absorb and assess complex arrays of information 
m order to arrive at s i m p l i s t i c evaluations of situations. I t is t h i s 
assumption that underlies the summations and m u l t i p l i c a t i v e models m 
t h i s type of theory. 

However, i t i s also a major theme of the organizational theories 
developed by March and Simon (1958), that these theories must take account 
of the l i m i t a t i o n s of human i n t e l l e c t u a l capacities. In p a r t i c u l a r , 
they remark on evidence which suggests that people w i l l only deal 
r a t i o n a l l y with very l i m i t e d areas of a problem at one time. This 
suggests that m the case of organizational change there may be extreme 
s e l e c t i v i t y of attention to some aspects of the s i t u a t i o n and complete 
disregard for a l l others. To use the vernacular: "Things get blown up 
out of a l l proportion". 

Therefore there is an alternative t o the normal m u l t i p l i c a t i v e 
model of an 'lpsative' model which could be expressed m the following 
form: 

^ K 
V = f x 

k=1 
) 

where the notation is i d e n t i c a l to that given above, except that ^ 
takes the value of 1 i f (3 j otherwise a takes the value of zero. 
( |3 is a c r i t i c a l value for a given s i t u a t i o n . I n other words when 
the valence of a given outcome i s above £ , i t i s scored, otherwise i t 
i s not scored). 

These two models of the way people project situations into the 
future, the m u l t i p l i c a t i v e and ipsative models, also make d i f f e r e n t 
assumptions about human r a t i o n a l i t y . In a sense the former model assumes 
an i n t u i t i v e assessment of the world - where i t i s highly dubious whether 
the individual would be able to account for the assessment m r a t i o n a l 
terms. The second model implies a personal acceptance of greater 
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l i m i t a t i o n s , and hence a more r a t i o n a l s t y l e . 

In the empirical part of the thesis an attempt w i l l be made to 
assess which of these two models is a more appropriate representation 
of the process of mcrementalism. The next task i s to consider how 
people w i l l anticipate the l i k e l y directions that change w i l l take. 

( 1 1 ) Value Systems as algorithms 
I t i s a major contention of t h i s thesis, as developed m Chapter 

2, that the "dominant value system" of an organization i s determined 
by the nature of pattern changes that take place m the organization. 
The corollary i s therefore that any in d i v i d u a l w i l l anticipate future 
changes according to what he understands to be the dominant value system 
of the organization. 

(c) Evaluating Possible Futures 
The previous sections have considered how people form evaluations 

of t h e i r environment, how they may develop some view of what the future 
w i l l look l i k e . I n t h i s section an operational model based on these 
two concepts is proposed for the way people evaluate future organizational 
states. 

I t seems highly u n l i k e l y that anyone i s capable of making a f u l l 
evaluation of a future scenario, which he then compares with evaluations 
of the e x i s t i n g s i t u a t i o n . Yet on the other hand people may have some 
i n t u i t i v e view of what the general features of the future w i l l look 
l i k e . 

I f we operationalise Vroom's second-order outcomes (N, ) as 
individual 'needs* both i n t r i n s i c and e x t r i n s i c , then i t i s possible to 
use the general expectancy model to predict how the change i n 4 t h e 
s i t u a t i o n w i l l affect each of these human needs. The form of such a 
model is simply: 

K 
V = f 3 jk"k where (-1 « X , l ) 

k=1 
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Where X , is the extent to which the change j is expected to increase 
or decrease the s a t i s f a c t i o n of 'need* (N^.). 

This i s the primary formulation that w i l l he employed m the 
l a t t e r part of the thesis where the factors that are important m 
individual assessments of organizational change w i l l he examined. 

5. SITUATIONAL FACTORS AFFECTING RESPONSE TO ORGANIZATIONAL CHANGE 

The model of individual behaviour proposed m Chapter 2 and 
recalled at the beginning of t h i s chapter suggests that behaviour i s 
p a r t l y determined by views of what might happen m the future and of how 
various actions might affect the future, but that i t i s also determined 
by certain definable constraints m the s i t u a t i o n which l i m i t possible 
ranges of action. 

The anticipatory element of behaviour has been considered m the 
previous section, and the focus w i l l now be on the factors which may 
be taken as •givens' m any s i t u a t i o n . These w i l l be discussed under 
three mam headings: organizational factors, role/group factors, and 
*in d i v i d u a l ' factors, as shown m Figure 4«7 

Expectations 
of change 

Or g anizat1onal 
factors 

Figure 4«7 '• Situational Influences on Individual Behaviour 

(a) Organizational Factors 
The assumption underlying t h i s , and the following two sections is 

that i t i s possible to discern certain s i t u a t i o n a l features that w i l l tend 

Role/Group 0> factors 
Individual 
Behaviour 

Individual (c) a) factors 
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to "be associated with given responses to organizational change. I n the 
case of organizations i t w i l l also he assumed that the important factors 
are those that are experienced d i r e c t l y by the i n d i v i d u a l ; being 
essentially perceptual they w i l l be d i f f e r e n t i a t e d from the more 
objective aspects such as size and technology of the organization. 
This is not to say that such 'objective' factors are unimportant under 
any circumstances: the impact of size, for example, has been amply 
investigated elsewhere ( i n d i k , 1965; Revans, 196A, Johns, 1973), and 
s i m i l a r l y the impact of technology has been the subject of much complex 
debate, (Woodward, 1965, 1970: Pugh and Hickson, 1976) . But much of 
t h i s has been included m the discussion of change from the organizational 
perspective m the previous chapter. In a sense these perceptions of 
the organization may be viewed as intermediate variables as indicated 
m Figure 4«8 

Objective 
characteristics 
of organization 

Perceived environment 
of individual 

Responses 
to environment 

Figure 4«8: Objective and Intermediate Variables m 
Response to Organizational Change 

This perceived environment i s normally referred to as 'Organizational 
climate' and has been defined by Taguiri and Litwm (1968) as: 

"a r e l a t i v e l y enduring q u a l i t y of the i n t e r n a l environment 
of an organization that (a) i s experienced by i t s members, 

(b) influences t h e i r behaviour and 
(c) can be described m terms of a 

pa r t i c u l a r set of characteristics 
(or a t t r i b u t e s ) of the organization." (p.27) 

Although most authors have found i t d i f f i c u l t to agree on any single 
d e f i n i t i o n of organizational climate, much-iof the debate has centred 
around the way such concepts should be operationalised. Amongst the 
authors who have worked m t h i s area the contributions of Litwm and 
Stringer (1968) are p a r t i c u l a r l y s i g n i f i c a n t , since they have attempted 
to relate d i f f e r e n t elements of organizational climate to the arousal of 
individual motivation (based on the formulation of McClelland et a l . , 1953). 
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I n two ways, the results of Litwm and Stringer are relevant to our 
present purpose. F i r s t l y , one of t h e i r nine main climate dimensions 
i s the willingness to take r i s k s . This dimension may "be d i r e c t l y 
related to the willingness of individuals to accept the challenge of 
change, although the evidence provided by Litwm and Stringer suggests 
that the dimension i t s e l f may have low discriminant v a l i d i t y i n 
d i f f e r e n t i a t i n g between d i f f e r e n t types of organization (p.70). A 
second p o s s i b i l i t y i s through the concept of "achievement orientation". 
I n the view of Lit w i n and Str mger, achievement—oriented climates tend 
to be appropriate m areas that demand individual i n i t i a t i v e , and m 
organizations that seek to grow rapidly m a changing environment. Such 
climates tend to be stimulated by the existence of individual dimensions 
which emphasise personal r e s p o n s i b i l i t y and give recognition and reward 
for excellent performance. 

However i t w i l l be noted that the implications for the relationship 
between organizational climate and individual reactions to organizational 
change can only be drawn i n d i r e c t l y and a similar lack of studies that 
e x p l i c i t l y examine t h i s relationship i s apparent both m the l i t e r a t u r e 
on organizational climate and organizational change. For example, 
Hel l r i e g e l and Slocum (1974) c i t e 32 case studies employing measures of 
organizational climate. A t h i r d of these studies view climate as an 
independent variable influencing performance and job s a t i s f a c t i o n , 
another t h i r d view climate as a dependent variable - where climate i s 
either caused by s t r u c t u r a l characteristics or changed by t r a i n i n g 
interventions. There are only three studies mentioned m t h i s review 
that conceive of climate either as a result of, or as a cause of, 
organizational change, and there are no studies reported that view i t 
as an intervening variable m a change s i t u a t i o n . 

On the other hand, most of the more i n f l u e n t i a l writers on 
organizational change (Bennis et a l . , 1969; L i p p i t t et a l . , 1958) have 
approached the problem from the perspective of a consultant change 
agent - by focussing on the change strategies that appear to produce 
res u l t s , rather than on the results that these strategies produce. 
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And such action-oriented approaches are invariably based on i n t u i t i v e 
impressions of "climate" rather than on extensive measurement of the 
concept. 

Nevertheless, there are indications, both by extrapolating from 
studies of individuals and by considering other studies of organizational 
change, about the factors m the organization that are most important 
to changing s i t u a t i o n s . The results of Litwm and Stringer (1968) 
suggest that one c r u c i a l area may be that of r e s p o n s i b i l i t y , support 
and reward. This i s because these climate characteristics were found 
to be associated with the arousal of achievement motivation, and these 
were also characteristics of the more dynamic and innovative organization. 
In the case of people who are essentially reacting to organizational 
changes, t h i s suggests that a certain supportiveness w i l l be very 
important m the environment. The second major theme is that of power 
and influence i n the organization. The main argument here being that 
the greater the influence of an individual during organizational change, 
the greater w i l l be his opportunity to protect (or f u r t h e r ) his own 
in t e r e s t s . A t h i r d p o s s i b i l i t y i s provided by the work of Roger 
Harrison (1971» 1973) where he describes four main ideologies that are 
found m organizations: power, r o l e , task, and i n d i v i d u a l . The 
implication of these concepts i s f a i r l y d i r e c t since i t i s assumed that 
a *task» orientation w i l l support change, while a 'role' orientation 
w i l l r e s i s t change. I t w i l l be possible to test these concepts 
empirically l a t e r m t h i s thesis, but f o r the time being the discussion 
w i l l be concentrated on the other two areas: supportive climate and 
power d i s t r i b u t i o n . 

( 1 ) Perceptions of Supportiveness 
At an i n t u i t i v e l e v e l i t is easy to see why supportiveness should 

be an important organizational factor m change sit u a t i o n s , since 
change, by i t s very nature, implies an uncertainty about what the 
future holds m store. Hence i f the organizational environment i s 
generally experienced as a benevolent influence, people w i l l be less 
l i k e l y to be troubled by such uncertainties. 
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This view is also p a r t i a l l y supported by Rogers and Shoemaker 
(1971) m t h e i r major review of the l i t e r a t u r e on the communication of 
innovations. One of t h e i r few conclusions at an organizational level 
was that : 

"a supportive relationship between the adoption unit (a 
subordinate) and the decision unit (a superior) leads 
to more upward communication about the innovation" (p . 307) . 

The importance of t h i s factor i s also backed up by several empirical 
studies. I t should be remembered that the concept of "support" can be 
interpreted p o s i t i v e l y or negatively: as involving positive encouragement 
from one's superiors; or as involving a lack of insecurity about losing 
one's job. Kirton et a l . (1973) and Greenhous et a l . (1971) employed 
the former view when they both developed p r i n c i p a l components of 
"confidence" from factor analyses of aspects of changing situations. 
The l a t t e r authors also found a moderate corre l a t i o n (O.48) between the 
perceived " f r i e n d l i n e s s " of the environment and acceptance of change. 

The relevance of Litwm and Stringer's (1968) work has already 
been commented on, and t h e i r dimension of 'support' which was also 
included m the climate questionnaire manifested moderate correlations 
with Responsibility, Reward, and Risk Taking (O.47, 0.49, 0.43 
respectively). The dimension of Support also becomes d i f f e r e n t i a t e d 
from Warmth m t h e i r scales m the following way: Warmth i s concerned 
with the overall relationships w i t h i n the organization; whereas Support 
focusses more on the nature of v e r t i c a l relationships. This aspect of 
v e r t i c a l relationships i s l i k e l y to be c r i t i c a l m any organizational 
s i t u a t i o n - though would be expected to vary somewhat according to 
the culture of the organization. Therefore, one would expect that i t 
i s p a r t i c u l a r l y important w i t h i n the context of a hospital (the s e t t i n g 
of empirical work reported l a t e r ) - which is noticeably a hierarchical 
organization with emphasis on v e r t i c a l authority and accountability. 

Therefore, m conclusion, there i s some support from a number of 
sources for the contention that "supportlveness" i s an important climate 
factor during organizational change. Furthermore, i t w i l l be assumed 
that there exists a positive relationship between supportiveness and 



89. 

predispositions t o respond p o s i t i v e l y to organizational change. 

( 1 1 ) Perceptions of Power 
In the previous chapter the importance of power was emphasised 

both m determining the nature of organizational change and m being 
able to control i t s d i r e c t i o n . The obverse of that com w i l l be 
examined m t h i s section - the perceptions of the amount of influence 
possessed by those who are not principal actors m the changing s i t u a t i o n . 

The conclusion reached by Greiner (1967a) was that the more 
successful organizational changes tended to be characterised by a shared 
power approach, and similar t h i n k i n g underlies much of the l i t e r a t u r e 
on the beneficial effects of p a r t i c i p a t i o n . Coch and French (1948) 
found that a shared approach to decision making f a c i l i t a t e d adaptation 
to change, although subsequent investigations (French et a l . , 1960; 
French et a l . , 1966) f a i l e d to substantiate these findings. However, 
t h i s f a i l u r e was explained i n terms of variations m the 'legitimacy' 
of p a r t i c i p a t i o n (the amount of influence that workers believed they 
ought to have) rather than as evidence to disprove the hypothesised 
relationship between p a r t i c i p a t i o n and acceptance of change. 

These studies have focussed on the more objective aspects of 
power d i s t r i b u t i o n , p a r t i c u l a r l y at the group l e v e l . The work of 
Tannenbaum (1968) embraces a more h o l i s t i c view of the nature and 
importance of power m organizations: 

"Control i s an inevitable correlate of organization. But 
i t i s more than t h i s . I t i s concerned with aspects of the 
common w i l l and the common weal I t touches on 
questions of democracy and autocracy, c e n t r a l i z a t i o n and 
decentralization, f l a t and t a l l organizational structures, 
workers' councils and j o i n t management." (pp .3»4) 

And he then proceeds to develop the Control Graph technique of 
assessing q u a n t i t a t i v e l y the perceptions of control and influence 
withm organizations. The approach is taken up by Smith and Jones (1968) 
who used t h i s technique to monitor changes generated m the power 
structure as a result of the introduction of Likert's interaction—influence 
( p a r t i c i p a t i v e ) system of management. The main conclusion of t h i s study 
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contradicted. L i k e r t ' s assumption t h a t such a system of management 
would increase the amount of i n f l u e n c e at the lower l e v e l s of the 
o r g a n i z a t i o n . I n f a c t they found t h e i r evidence suggesting t h a t the 
reverse was t r u e , but m t h i s case they chose t o i n t e r p r e t the r e s u l t s 
m terms of the inadequacies of the change programme: 

"These responses suggest t h a t the change programme 
attempted at the managerial l e v e l was more e f f e c t i v e 
than t h a t attempted at lower l e v e l s . " (p . 1 8 0 , 
authors * emphasis) 
I n conclusion, i t seems t h a t the approach toward measuring the 

d i s t r i b u t i o n of power m organizations as developed by Tannenbaum i s 
l i k e l y t o be the most u s e f u l f o r our present study. I t s advantages 
are t h a t i t i s simple (see Chapter 9 &nd Appendix I I l ) j and t h a t i t i s 
able' t o i d e n t i f y v a r i a t i o n s m power d i s t r i b u t i o n from d i f f e r e n t 
p o s i t i o n s m the o r g a n i z a t i o n . Based on the conclusions o f Gremer 
and of the proponents o f p a r t i c i p a t i o n , i t w i l l be assumed t h a t the 
i n f l u e n c e of power i s such t h a t i t w i l l provide greatest f a c i l i t a t i o n 
o f change when i t i nvolves a shared, p a r t i c i p a t i v e approach. There 
may also be a problem due t o the c u r v i l m e a r i t y of t h i s hypothesis. 
But t h i s may be avoided since m most r e a l organizations c o n t r o l i s 
d i s p r o p o r t i o n a t e l y h e l d by those at the t o p , and hence any increase m 
the s haring of power w i l l only be i n d i c a t e d by an increase m the 
c o n t r o l possessed by those at lower l e v e l s of the o r g a n i z a t i o n . 

( b ) Role/Group Factors 
These f a c t o r s may be conceived as intermediate between i n d i v i d u a l 

and o r g a n i z a t i o n a l f a c t o r s . The 'group' i s normally taken t o be the 
people w i t h whom an i n d i v i d u a l i n t e r a c t s m such a way t h a t ( a ) the 
r e l a t i o n s among members o f the group are interdependent, (b) there i s 
some shared set of b e l i e f s or ideas which regulates t h e i r conduct. 
(Krech et a l . , 1962, p.383). This i s a psychological group and should 
be d i f f e r e n t i a t e d from an o r g a n i z a t i o n a l group who are f o r m a l l y 
designated t o work to g e t h e r , but who may not n e c e s s a r i l y possess both 
of the above c h a r a c t e r i s t i c s . To the extent t h a t a p s y c h o l o g i c a l 
group possesses expectations of the way a member would behave t h i s w i l l 
d e f i ne the " r o l e " of t h a t member. However an i n d i v i d u a l ' s r o l e may be 
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defined by a much wider range of people than those of the immediate 
group - p a r t i c u l a r l y i f the i n d i v i d u a l does not belong t o any 
p a r t i c u l a r group. This then means t h a t i f t h e r e i s a d i r e c t l i n k 
between the ' r o l e ' o f an i n d i v i d u a l and h i s behaviour, then the 
in f l u e n c e t h a t the group exerts on h i s behaviour w i l l depend on how 
f u l l y he i s a member of the group (March and Simon, 1958, p . 5 9 ) « 

I n cases where the group i s important, i t may exert very extreme 
pressure on i n d i v i d u a l behaviour (Asch, 1956) and i t i s t h e r e f o r e 
important t o know t o what extent the i n d i v i d u a l i d e n t i f i e s w i t h any 
p a r t i c u l a r group. I n an o r g a n i z a t i o n a l context Gouldner ( 1 9 5 4(a)) 
d i f f e r e n t i a t e s between two basic ' l a t e n t * r o l e s or i d e n t i t i e s : 
cosm6politans and l o c a l s . Cosmopolitans a r e j 

"low on l o y a l t y t o the employing o r g a n i z a t i o n , high 
on commitment t o s p e c i a l i s e d r o l e s k i l l s , and l i k e l y 
t o use an outer reference group o r i e n t a t i o n . " (p.290) 

whereas l o c a l s are h i g h on l o y a l t y , low on commitment t o s p e c i a l i s e d 
r o l e s k i l l s , and tend t o use an inner reference group o r i e n t a t i o n . 

I t i s o f t e n assumed t h a t cohesive groups w i l l tend t o r e s i s t change, 
but t h i s seems t o be an o v e r — s i m p l i f i c a t i o n . For example, Gouldner 
(1954b) subsequently showed t h a t ' l o c a l s ' were more l i k e l y t o maintain 
a d m i n i s t r a t i v e c o n t r o l of the o r g a n i z a t i o n ; t h e r e f o r e , although the 
cosmopolitans would be less l i k e l y t o be concerned about the r e s u l t s 
o f o r g a n i z a t i o n a l change because of t h e i r lower i d e n t i f i c a t i o n , the 
l o c a l s would have less t o fe a r about the r e s u l t s because of t h e i r 
g reater c o n t r o l over the process. 

One way of r e s o l v i n g t h i s dilemma i s t o r e t u r n t o the ' c o n t r o l ' 
hypothesis developed m the previous s e c t i o n . Thus, i f the main force 
(and c o n t r o l ) of the change comes from a source close t o the group w i t h 
which the i n d i v i d u a l i d e n t i f i e s , one would expect support. And one 
would expect r e s i s t a n c e i f the change comes from a remote source. Thus 
m terms of the cosmopolitan-local dichotomy one would expect e x t e r n a l l y 
i n s t i g a t e d changes t o be supported by the former and r e s i s t e d by the 
l a t t e r ; whereas i n t e r n a l " a d m i n i s t r a t i v e " changes would be r e s i s t e d by 
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the former and supported by the l a t t e r . 

( c ) I n d i v i d u a l Fact ors 
i n d i v i d u a l f a c t o r s ' are those c h a r a c t e r i s t i c s t h a t are unique 

t o t h a t i n d i v i d u a l and which are not dependent e i t h e r on p r o p e r t i e s of 
the o r g a n i z a t i o n or on other members of the o r g a n i z a t i o n . Two mam 
groups can be i d e n t i f i e d : those which i n v o l v e the d i s p o s i t i o n s of the 
i n d i v i d u a l t o behave m c e r t a i n ways and which are normally accessible 
by psychological techniques; and those which are reasonably o b j e c t i v e 
c h a r a c t e r i s t i c s o f the i n d i v i d u a l ' s p o s i t i o n m l i f e or m the 
o r g a n i z a t i o n . The complex area of p e r s o n a l i t y v a r i a b l e s w i l l be 
examined before r e v i e w i n g some of the r e l a t i o n s h i p s t h a t have been 
found between demographic v a r i a b l e s and response t o o r g a n i z a t i o n a l 
change. 

( 1 ) P e r s o n a l i t y Factors 
This i s h a r d l y the place t o attempt any exhaustive d e f i n i t i o n o f 

" p e r s o n a l i t y " . Even by 1937 A l l p o r t was able t o compile almost f i f t y 
d i f f e r e n t d e f i n i t i o n s o f t h i s concept. Hence m t h i s case i t seems 
wise t o adopt the somewhat open p o s i t i o n suggested by H a l l and Lmdzey 
(1957): 

" P e r s o n a l i t y c o n s i s t s c o n c r e t e l y of a set of values or 
d e s c r i p t i v e terms which are used t o describe the 
i n d i v i d u a l being s t u d i e d according t o the v a r i a b l e s or 
dimensions which occupy a c e n t r a l p o s i t i o n w i t h i n the 
p a r t i c u l a r theory u t i l i s e d " , (p.9) 

W i t h i n the f i e l d s o f change and st r e s s there are two major 
dimensions which have repeatedly occupied c e n t r a l p o s i t i o n s m the 
work of previous researchers: r i g i d i t y - f l e x i b i l i t y , and s t a b i l i t y -
a n x i e t y . 

R i g i d i t y - F l e x i b i l i t y : 
F o llowing the r i s e of Nazi Germany, a great deal of research was 

conducted m the U.S.A. i n t o the p e r s o n a l i t y determinants of Fascism. 
This type of b e l i e f system was cha r a c t e r i s e d by Adorno et a l . (1950) as 
e x h i b i t i n g a need f o r a w e l l s t r u c t u r e d and p r e d i c t a b l e environment, 
and an i n t o l e r a n c e of the c r i t i c i s m s and weaknesses of others. This 
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t h i n k i n g was extended by Frenkel-Brunswick (1950) w^o proposed a 
c l e a r l y defined p e r s o n a l i t y v a r i a b l e - i n t o l e r a n c e o f ambiguity - and 
the general theme was continued by Rokeach (196O) m h i s work on 
dogmatism. I n p a r t i c u l a r , Rokeach po i n t s out t h a t an i n t o l e r a n t 
a u t h o r i t a r i a n approach may e q u a l l y be a c h a r a c t e r i s t i c of l e f t - w i n g 
groups as of r i g h t - w i n g groups; but although he obtained some evidence 
t o support h i s a s s e r t i o n , t h i s f a i l s t o reach l e v e l s of s t a t i s t i c a l 
s i g n i f i c a n c e (Brown, 19^5? P«542). Although i t i s g e n e r a l l y assumed 
t h a t people w i t h a u t h o r i t a r i a n p e r s o n a l i t i e s w i l l r e s i s t change -
p a r t i c u l a r l y a t t i t u d m a l change - i t i s pointed out by Bendig and 
Hountras (1959) t h a t i t i s more a f a c t o r of the way t h a t change i s 
i n t r o d u c e d . Therefore, people w i t h a u t h o r i t a r i a n p e r s o n a l i t i e s are 
more l i k e l y t o accept change i f i t i s presented m coercive circumstances. 

These studies have mainly been r e l a t e d t o p o l i t i c a l values, but 
subsequent work has also been conducted on re a c t i o n s t o s o c i a l and 
o r g a n i z a t i o n a l change. Wilson and Patterson (1970) have developed a 
scale t o measure 'Conservatism' - which e s s e n t i a l l y focusses on the 
re a c t i o n s t o innovations and new ideas m s o c i e t y at l a r g e . This 
p a r t i c u l a r measure has received a c e r t a i n amount of c r i t i c i s m - which 
w i l l be d e a l t w i t h l a t e r on m t h i s t h e s i s - but nevertheless i t may 
be a u s e f u l c o n c e p t u a l i s a t i o n of generalised r e a c t i o n s t o change. 

W i t h i n the o r g a n i z a t i o n a l context Trumbo (19°~1) has developed a 
scale which purports t o measure a t t i t u d e s t o o r g a n i z a t i o n a l change, and 
t h i s scale has subsequently been v a l i d a t e d by K i r t o n and M u l l i g a n (1973) 

m the s p e c i f i c case of a t t i t u d e s toward a p p r a i s a l systems. Other work 
m t h i s area has been c a r r i e d out by Pym (1966) who uses a v a r i e t y of 
measures t o i n v e s t i g a t e the e f f e c t i v e n e s s o f i n d i v i d u a l performance 
d u r i n g c o n d i t i o n s of o r g a n i z a t i o n a l change. Although Pym's work covers 
a wide spectrum he does conclude t h a t a general b e l i e f m a "one best 
way" ( i . e . r i g i d i t y ) i s associated w i t h poor performance d u r i n g change. 

This conclusion of Pym's brings us f u l l c i r c l e since he uses the 
b e l i e f m "one best way" as a fundamental p e r s o n a l i t y t r a i t . The same 
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concept o f r i g i d i t y or conservatism may also be ap p l i e d d i r e c t l y t o 
s o c i a l or t o o r g a n i z a t i o n a l s i t u a t i o n s - but as H a l l and Lmdzey 
remark, the most appropriate o p e r a t i o n a l i s a t i o n o f terms must depend 
on the focus m question. This suggests t h a t m the e m p i r i c a l part 
of the t h e s i s i t w i l l be wise t o employ several d i f f e r e n t measures o f 
f l e x i b i l i t y — r i g i d i t y m order t o see which i s the most approporate 
measure d u r i n g o r g a n i z a t i o n a l change. 

St a b i 1 i t y-Anxiety: 
This i s the second major theme i n the l i t e r a t u r e on change and 

s t r e s s . I n e v i t a b l y , i t i s fundamental t o the n o t i o n o f s t r e s s - and 
i t i s not s u r p r i s i n g t h a t the dimension o f "Neurotic Anxiety vs. 
Emotional S t a b i l i t y " emerged as the f i r s t f a c t o r m a f a c t o r a n a l y t i c 
study o f t w e n t y - f i v e s t r e s s r e l a t e d v a r i a b l e s by Kahn et a l . (1964) 

These authors c h a r a c t e r i s e the anxious person as e x h i b i t i n g "extreme 
s e n s i t i v i t y t o p o t e n t i a l l y s t r e s s f u l s i t u a t i o n s ..." and as having} 
madequate defences and coping procedures. By co n t r a s t they c h a r a c t e r i s e 
the s t a b l e person as being " c h e e r f u l , t h i c k - s k i n n e d and cool-headed m 
periods o f s t r e s s , n o n - m t r o s p e c t i v e , a c t i v e and outgoing" (p.244). 
Hence, i f changing s i t u a t i o n s are seen as s t r e s s f u l , then one would 
expect 'anxious' people t o have a greater d i s l i k e o f change than s t a b l e 
people - though i t should be noted t h a t t h i s does not n e c e s s a r i l y mean 
t h a t they w i l l manifest g r e a t e r r e s i s t a n c e t o change. 

Other e m p i r i c a l s t u d i e s have tended t o con f i r m t h i s view. Thus 
m a working environment i t was found by Trumbo (1961) t h a t a n x i e t y 
about one's a b i l i t y t o do the job was r e l a t e d t o negative a t t i t u d e s 
towards change. On the other hand the experience o f confidence m 
doing one's job was found by K i r t o n and M u l l i g a n (1973) t o be r e l a t e d t o 
p o s i t i v e a t t i t u d e s towards changes m the job. The concept of 
'confidence' i s also important m the view of Dalton (1959» pp.246-8) 
who suggests t h a t m any r e a l o r g a n i z a t i o n a l change i t w i l l be "the 
str o n g " who w i l l favour the change - simply because they know t h a t they 
are m a p o s i t i o n t o ensure t h a t they b e n e f i t from whatever ensues. 
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However, K i r t o n and Mu l l i g a n were unable t o demonstrate any 
l i n e a r r e l a t i o n s h i p between a n x i e t y per se and a t t i t u d e s t o change. 
They t h e r e f o r e extended t h e i r i n v e s t i g a t i o n t o include both dimensions 
m Eysenck's M.P.I. (1958) - one of which had already provided the 
measure of a n x i e t y or " n e u r o t i c i s m " . The a d d i t i o n a l component 
introduced by the M.P.I, i s t h a t o f E x t r o v e r s i o n - I n t r o v e r s i o n . Eysenck 
h i m s e l f i s c a r e f u l t o d i s t i n g u i s h h i s o p e r a t i o n a l d e f i n i t i o n s o f 
ex t r a v e r s i o n from the 'mystical n o t i o n s ' developed by C.J. Jung, but 
also describes e x t r a v e r s i o n m terms of " s o c i a b i l i t y and i m p u l s i v i t y " . 
For the present purposes i t should be noted t h a t these two dimensions are 
normally found t o be orthogonal (Eysenck and Eysenck, 1973). Therefore 
when Kin;on and M u l l i g a n p a r t i t i o n e d t h e i r sample of managers according 
t o whether they f e l l above or below the median on each dimension, the 
f o l l o w i n g p a t t e r n was obtained f o r a t t i t u d e s t o change: 

E x t r a v e r s i o n 

High Low 

High 
Neuroticism 

Low 

P o s i t i v e a t t i t u d e s Negative a t t i t u d e s 

Negative a t t i t u d e s P o s i t i v e a t t i t u d e s 

Figure 4«9 i A t t i t u d e s t o Change against E x t r a v e r s i o n & Neuroticism 

This implies t h a t the unstable e x t r a v e r t and the s t a b l e i n t r o v e r t w i l l 
welcome change, whereas the s t a b l e e x t r a v e r t and the unstable i n t r o v e r t 
w i l l h o l d negative a t t i t u d e s about change - both s p e c i f i c and general 
changes. 

I n conclusion, i t w i l l be seen t h a t studies of p e r s o n a l i t y f a c t o r s 
have been associated more o f t e n w i t h a t t i t u d e s than w i t h behaviour 
d u r i n g change. As a recent study by M i l l e r and Labovitz (1976) shows, 
t h i s may be a serious omission, since they f i n d t h a t p s ychological 
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f a c t o r s do not appear t o be important p r e d i c t o r s o f behaviour d u r i n g 
organizat1onal change. 

( 1 1 ) Demographic Factors 
I n the m a j o r i t y of e m p i r i c a l s t u d i e s , the marginal cost of 

c o l l e c t i n g basic demographic data on respondents i s minimal, and 
th e r e f o r e most authors who have i n v e s t i g a t e d o r g a n i z a t i o n a l change have 
also been m a p o s i t i o n t o comment on the i n f l u e n c e o f demographic 
v a r i a b l e s . The f o l l o w i n g paragraphs summarise the conclusions of some 
of these ( o f t e n ) c o n t r a d i c t o r y s t u d i e s . 

' For some reason i t i s o f t e n assumed t h a t older people w i l l be 
more r e s i s t a n t t o change, and indeed K i r t o n and Mu l l i g a n (1973) found 
a s l i g h t negative r e l a t i o n s h i p between age and a t t i t u d e s t o change. 
On the other hand Trumbo (1960) found no r e l a t i o n s h i p , and the extensive 
review of Rogers and Shoemaker (1971) concluded t h a t age had no impact 
on the w i l l i n g n e s s t o accept innovations (based on 185 s t u d i e s ) . 

Education; 
Both K i r t o n and M u l l i g a n (1973) and Trumbo (1960) found p o s i t i v e 

r e l a t i o n s h i p s between educational s o p h i s t i c a t i o n and a t t i t u d e s t o 
change. Rogers and Shoemaker (1971 ) found l e v e l o f education t o be a 
p o s i t i v e f a c t o r m the m a j o r i t y o f t h e i r s t u d i e s ; and M i l l e r and 
Labovitz (1976) found t h a t research workers w i t h higher q u a l i f i c a t i o n s 
were more l i k e l y t o react p o s i t i v e l y t o o r g a n i z a t i o n a l change. However 
one should note t h a t there are at l e a s t two i n t e r p r e t a t i o n s o f t h i s 
p o s i t i v e r e l a t i o n s h i p between education and behaviour. I n the f i r s t -
case i t i s l i k e l y t h a t a higher education l e d t o a b e t t e r a p p r e c i a t i o n 
of the needs and o p p o r t u n i t i e s o f change; m the second case the 
researchers w i t h high q u a l i f i c a t i o n s had less t o fea r from change 
because they knew t h a t they had a higher market value both i n s i d e and 
outside the o r g a n i z a t i o n . F i n a l l y , l e v e l o f education should not be 
confused w i t h i n t e l l i g e n c e , since as Lazarus (1966) remarks, there i s 
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no reason t o suppose t h a t higher i n t e l l i g e n c e w i l l predispose people 
f o r or against change, i t simply means t h a t they are less l i k e l y t o 
m i s i n t e r p r e t cues m the environment. 

Sex: 
Curiously enough there i s less e m p i r i c a l evidence about the 

in f l u e n c e of sex on a t t i t u d e s t o change. This may be because most 
i n v e s t i g a t i o n s w i t h i n o r g a n i z a t i ons work w i t h homogeneous samples 
t h a t are e i t h e r men or women - and t h e r e f o r e there i s a l a c k of 
comparative i n f o r m a t i o n . Also i t may be t h a t w i t h the changing r o l e of 
women there i s less v a l i d i t y t o be found m s t a t i s t i c a l r e s u l t s . There 
are, however, two opposing arguments about the way women react t o change. 
T h e . f i r s t one says t h a t they w i l l r e s i s t o r g a n i z a t i o n a l change more than 
men because they r a t e the ' s o c i a l 1 aspects of the job higher and i t i s 
the s o c i a l aspects t h a t are most l i k e l y t o be d i s t u r b e d ( C r o z i e r , 1964 

pp.76-77). The second argument says t h a t they w i l l r e s i s t change less 
than men because they are more concerned w i t h t h e i r home l i v e s and do 
not count events at work as being p a r t i c u l a r l y important (Johns, 1973, 

p.60). 

This suggests t h a t the r o l e t h a t work performs m the woman's l i f e 
may be the major i n d i c a t o r of the way whe w i l l r e a c t , and i t also 
suggests t h a t m a r i t a l s t a t u s may have some bearing on people's rea c t i o n s 
m general. 

M a r i t a l s t a t u s : 
This has been r e l a t e d t o two aspects: d i s p o s i t i o n s t o accept change, 

and d i s p o s i t i o n t o move geogr a p h i c a l l y . Johns (1973) suggests t h a t 
r e s i s t a n c e t o change would be greatest when there i s a close l i n k 
between working l i f e and f a m i l y l i f e because of the importance attached 
t o work r o l e s . He also suggests t h a t married people w i l l be less mobile 
than s i n g l e people. On the other hand M i l l e r and Labovitz (1976) 

concluded from t h e i r r e s u l t s t h a t m a r i t a l s t a t u s alone was no p r e d i c t o r 
of the way people would react t o change and i t was necessary t o take 
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account of whether or not couples had any c h i l d r e n . Thus c h i l d l e s s 
couples were most l i k e l y t o accept change, and move house, whereas 
those w i t h c h i l d r e n of school age were l e a s t l i k e l y t o move. People 
who were unmarried f e l l i n t o an intermediate category. 

Organizational Status : 
Rogers and Shoemaker found t h a t m general a higher s o c i a l status 

was associated w i t h e a r l i e r adoption of i n n o v a t i o n s . Amongst managers 
K i r t o n and M u l l i g a n found t h a t those w i t h higher s t a t u s tended t o 
favour change. Indeed i f the e a r l i e r arguments have been f o l l o w e d i t 
i s not d i f f i c u l t t o understand why the sen i o r members of an o r g a n i z a t i o n 
w i l l be less u n e n t h u s i a s t i c about change than the more j u n i o r members. 

Service; 
I n d i s c u s s i n g the impact o f l e n g t h of s e r v i c e i t i s important t o 

c o n t r o l f o r the r e l a t i o n s h i p between s t a t u s and l e n g t h o f s e r v i c e . 
However Trumbo (1961) found t h a t there was no r e l a t i o n s h i - p between 
l e n g t h of service and a t t i t u d e s t o change. 

( d ) Conclusion 
This s e c t i o n has contained a summary of a number of research 

studies i n t o the impact of s t a t i c " s i t u a t i o n a l " f a c t o r s on response 
t o o r g a n i z a t i o n a l change. Where possible attempts have been made 
t o e x p l a i n why these r e s u l t s have occurred. Many of the studies have 
c o n t r a d i c t e d each other, which emphasises the importance of i n t e g r a t i v e 
reviews such as t h a t o f Rogers and Shoemaker (1971 )• Nevertheless, 
the f i e l d o f o r g a n i z a t i o n a l change i s very wide, and i t i s an 
extremely complex oper a t i o n t o understand the basis f o r any p a r t i c u l a r 
response t o o r g a n i z a t i o n a l change. This i s why the f o l l o w i n g chapter 
i s devoted t o summarising f o r m a l l y , as hypotheses, the mam concepts 
and f i n d i n g s described up t o t h i s p o i n t . This w i l l provide a basis 
f o r the e m p i r i c a l part o f the t h e s i s . 



99-
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SUMMARY OF IDEAS AND HYPOTHESES 

1. I n t r o d u c t i o n 
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3. Hypotheses about Change and Coping 

4. Hypotheses about A t t i t u d e s t o Change 

( a ) Organizational f a c t o r s 

( b ) Role/Group f a c t o r s 

( c ) I n d i v i d u a l f a c t o r s 

5• Summary 
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I . INTRODUCTION 

The ideas m the three preceding chapters have been expressed 
at various l e v e l s of a b s t r a c t i o n : some have been complex ideas and 
others have been simpler ideas. I n Chapter 2 the concern was t o 
provide ways o f d e s c r i b i n g and understanding the phenomena of 
o r g a n i z a t i o n a l change and i n d i v i d u a l behaviour. The next Chapter 
developed the analysis of o r g a n i z a t i o n a l change m more d e t a i l , and 
also examined some of the causes of change; and the f o u r t h Chapter 
concentrated on e x p l a i n i n g the behaviour of i n d i v i d u a l s d u r i n g 
con d i t i o n s of o r g a n i z a t i o n a l change. 

Appropriate methods of v a l i d a t i o n vary w i t h the l e v e l of 
a b s t r a c t i o n of an idea. Thus, at a high l e v e l o f a b s t r a c t i o n i t 
may not p r a c t i c a l l y be possible t o i n v a l i d a t e any ideas, and the 
only r e a l i s t i c t e s t i s whether the concept can make phenomena more 
r e a d i l y understandable. At a lower l e v e l o f a b s t r a c t i o n , where 
i n t e r e s t i s focused on events and a s s o c i a t i o n s , these ideas may be 
t e s t e d using s t a t i s t i c a l i n f e r e n c e s . Thus the design o f the e m p i r i c a l 
work f a l l s roughly i n t o two halves. The f i r s t h a l f , which i s 
presented m Part I I o f the t h e s i s , aims t o describe the processes 
o c c u r r i n g m several o r g a n i z a t i o n a l changes. 

N a t u r a l l y , the d i v i d i n g l i n e between ideas t h a t may or may 
not be r e a d i l y t e s t e d e m p i r i c a l l y i s i n d i s t i n c t . Therefore i t w i l l 
also be possible t o examine some o f the more simple ideas m Part 
I I , and t o examine some of the more complex ideas m Part I I I . 

The ideas developed up t o the present p o i n t are summarised 
below; and m each case the s e c t i o n m the preceding chapters where 
i t was developed i s i n d i c a t e d . 
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2. PROPOSITIONS ABOUT BEHAVIOUR AMD CHANGE 

PROPOSITION I So c i a l l i f e i s comprised of the actions 
o f i n d i v i d u a l s . These actions c o n s t i t u t e 
the r e a l i t y o f experience. [ 2 . 3(h) ] . 

PROPOSITION I I Consistencies m actions w i l l be 
perceived as p a t t e r n s . [ 2 . 3(b) ] . 

PROPOSITION I I I Patterns are organised m a h i e r a r c h i c a l 
sense so t h a t changes m lower order 
p a t t e r n s may be perceived as par t of 
higher order p a t t e r n s . [ 2 . 3 ( b ) ] . 

PROPOSITION IV At the highest l e v e l of anal y s i s m a 
given s o c i a l system, the nature of changes 
m pa t t e r n s w i l l i n d i c a t e the dominant 
values o f t h a t system. [ 2 . 3 ( b ) ] . 

PROPOSITION V W i t h i n an o r g a n i z a t i o n , when viewed as a 
closed system, changes m the dominant 
values w i l l i n d i c a t e a s h i f t m the 
balance of power between i n d i v i d u a l s and 
c o a l i t i o n s . [ 2 . 4 ( b ) ] . 

The f i r s t f our of these p r o p o s i t i o n s are intended t o describe 
phenomena of s o c i a l change m general, and the f i f t h p r o p o s i t i o n 
applies these ideas s p e c i f i c a l l y t o the case o f an o r g a n i z a t i o n . 
None of them are intended t o e x p l a i n why change takes place, nor 
how i t comes about. As d e s c r i p t i v e p r o p o s i t i o n s they may not be 
proven nor disproven; they may only be assessed according t o t h e i r 
usefulness i n d e s c r i b i n g what they purport t o represent. This may 
be assessed, t h e r e f o r e , according t o whether they lead t o a b e t t e r 
understanding of the nature of o r g a n i z a t i o n a l change; and whether 
they may lead t o f u r t h e r hypotheses which are e m p i r i c a l l y v e r i f i a b l e 

Since t h i s d e s c r i p t i v e and explanatory power can only be 
t e s t e d w i t h i n r e a l change s i t u a t i o n s , two case studies w i l l be 
presented m Part I I of the t h e s i s . These w i l l be used p r i m a r i l y 
t o assess and develop these p r o p o s i t i o n s . 
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PROPOSITION VI I n d i v i d u a l behaviour i s dependent on 
the experience of e x i s t i n g p a t t e r n s m 
the o r g a n i z a t i o n . [ 2 . 4 ( a ) ] . 

PROPOSITION V I I I n d i v i d u a l behaviour i s dependent on 
the a n t i c i p a t i o n o f changes m these 
o r g a n i z a t i o n a l patterns (or on the 
perc e p t i o n of dominant value systems). 
2 . 4 ( a ) ] . 

There are two senses m which the word 'dependent' may be 
i n t e r p r e t e d . I n P r o p o s i t i o n V I the word may only be i n t e r p r e t e d 
m a r e a c t i v e sense; m P r o p o s i t i o n V I I i t may take e i t h e r a r e a c t i v e 
or a pro a c t i v e meaning. I n t h i s case a person's actions may be ways 
of coping w i t h and adapting t o what he believes t o be the f u t u r e 
s t a t e of the o r g a n i z a t i o n , or they may simply be h i s d e l i b e r a t e 
attempts t o i n f l u e n c e the f u t u r e s t a t e of the o r g a n i z a t i o n . 

Again the value of these two p r o p o s i t i o n s may be assessed 
according t o whether they are h e l p f u l m understanding s o c i a l 
phenomena. I n each case i t i s possible t o i d e n t i f y p a t t e r n s t h a t 
are r e l e v a n t , t o i n v e s t i g a t e how they are experienced, and how they 
a f f e c t a c t i o n s . These ass e r t i o n s can then be t e s t e d e m p i r i c a l l y , and 
they w i l l be presented m more d e t a i l below. 

3. HYPOTHESES ABOUT CHANGE AND COPING 

These hypotheses are derived mainly from the framework 
e s t a b l i s h e d by the p r o p o s i t i o n s described above. 

HYPOTHESIS 1 W i t h i n a closed s o c i a l system, s o c i a l 
and behavioural p a t t e r n changes are not 
caused by value changes, nor are value 
changes caused by p a t t e r n changes: both 
•values' and 'patt e r n s ' are co n s t r u c t i o n s 
at d i f f e r e n t l e v e l s o f a b s t r a c t i o n placed 
on the same s o c i a l process. [ 2 . 3 ( c ) ] . 

Ei t h e r o f the f i r s t two statements m t h i s hypothesis may be 
disproven by showing t h a t value changes c o n s i s t e n t l y precede p a t t e r n 
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changes, or vi c e versa. This t h e s i s w i l l attempt t o demonstrate 
m several s p e c i f i c instances t h a t n e i t h e r i n t e r p r e t a t i o n i s 
p o s s i b l e , and t h e r e f o r e t h a t the assumptions of precedence and 
c a u s a l i t y do not apply. 

HYPOTHESIS p The d e f i n i t i o n o f an o r g a n i z a t i o n a l 
problem w i l l also d e f i n e the d e s i r a b l e 
d i r e c t i o n o f p a t t e r n change. This m 
t u r n w i l l i n d i c a t e the dominant values 
of th? o r g a n i z a t i o n . [ 3.4(c) & 2.3(b)] . 

This hypothesis suggests t h a t d e f i n i t i o n of a problem a r r i v e d at 
by d e c i s i o n makers m an o r g a n i z a t i o n w i l l also include p r e s c r i p t i o n s 
f o r i t s s o l u t i o n r e f l e c t i n g the e x i s t i n g dominant value system. I t 
may also be viewed m a r e f l e x i v e sense: t h a t problems w i l l be 
expressed m terms of d e s i r a b l e s o l u t i o n s . The hypothesis i s 
d i f f i c u l t t o t e s t d i r e c t l y since the only a v a i l a b l e d e f i n i t i o n s of 
the problem and of d e s i r a b l e p a t t e r n changes w i l l be those provided 
by i n d i v i d u a l p a r t i c i p a n t s . Therefore, the best way of examining 
t h i s hypothesis w i l l be t o consider the perceptions of i n d i v i d u a l 
p a r t i c i p a n t s . 

HYPOTHESIS 3 Any i n v i t a t i o n t o ou t s i d e r s t o enter 
an o r g a n i z a t i o n d u r i n g a pe r i o d of 
change may be seen as an expression of 
the power of the person or people who 
provide the i n v i t a t i o n . Such i n v i t a t i o n s 
are attempts t o strengthen the p o s i t i o n of 
t h a t person, or people, m r e l a t i o n t o 
others. [ 3 . 4 ( d ) ] . 

There are two pa r t s t o t h i s hypothesis. The f i r s t p art suggests 
t h a t the a b i l i t y t o c o n t r o l e x t e r n a l boundaries i s a m a n i f e s t a t i o n 
of power. I f i t i s possible t o generate some a l t e r n a t i v e measure 
of power, then i t i s possible t o t e s t t h i s part by showing t h a t those 
without power do not succeed m manipulating e x t e r n a l boundaries, 
while those w i t h power do succeed. The second part can be t e s t e d 
e i t h e r by reference t o the i n t e n t i o n s reported by those i n v o l v e d , 
or by showing t h a t successful i n v i t a t i o n s r e s u l t m increased power 
f o r those who do the i n v i t i n g . Rigorous t e s t i n g of t h i s and the 
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preceding hypothesis w i l l not be possible here due t o the complexity 
of concepts i n v o l v e d . However, i t w i l l be possible t o examine the 
ideas m more d e t a i l through the case studies m Chapter 7. 

HYPOTHESIS 4 When faced w i t h o r g a n i z a t i o n a l change, 
the extent t o which i n d i v i d u a l s attempt 
t o a f f e c t the f u t u r e course of events 
w i l l be dependent on t h e i r access t o 
power, or t o powerful people. [ 4 « 3 ( c , d ) ] . 

This may be examined both by observing the behaviour of i n d i v i d u a l s 
when faced w i t h imminent changes, and by l o o k i n g at associa t i o n s 
between coping s t y l e and nominal s t a t u s m the o r g a n i z a t i o n . The 
former w i l l be covered m Chapter 7? and- the l a t t e r m Chapter 9. 

HYPOTHESIS 5 The forma t i o n of an i n d i v i d u a l ' s 
a t t i t u d e s about an o r g a n i z a t i o n a l 
change, and the coping behaviour m 
r e l a t i o n t o t h a t change w i l l be 
independent processes. [ 4 . 3 ( a ) ] . 

This hypothesis can be t e s t e d by showing t h a t measures of a t t i t u d e s 
and coping behaviour are not r e l a t e d t o each other; i t can also be 
te s t e d by showing t h a t a t t i t u d e s and coping behaviour are associated 
w i t h d i f f e r e n t p r e c o n d i t i o n s . The hypothesis w i l l be examined 
through the case studies m Chapter 7j and m Chapter 9 on "the basis 
o f survey data c o l l e c t e d at one poin t m ti m e . 

HYPOTHESIS o i n i n d i v i d u a l a p p r a i s a l s of o r g a n i z a t i o n a l 
change, increased t h r e a t w i l l be 
associated w i t h increased negative a f f e c t . 
[ 4 . 3 ( b ) ] . 

HYPOTHESIS 7 I n d i v i d u a l coping behaviour w i l l be most 
a c t i v e under moderate l e v e l s of t h r e a t , 
less a c t i v e under high l e v e l s of t h r e a t , 
and l e a s t a c t i v e under low l e v e l s o f 
t h r e a t . [ 4 . 3(b) ] . 

Both o f the above hypotheses may be t e s t e d using survey data 
c o n t a i n i n g measures of the re l e v a n t v a r i a b l e s . The l i n e a r 
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a s s o c i a t i o n m Hypothesis V I can be t e s t e d by computing l i n e a r 
c o r r e l a t i o n s , Hypothesis V I I i s s l i g h t l y more problematic due t o 
the i m p l i e d c u r v i l i n e a r i t y . I n t h i s case the meaning of 'high', 
•low* and 'moderate' w i l l have t o be considered c a r e f u l l y . 

HYPOTHESIS 8 Increased s u b j e c t i v e ambiguity r e s u l t s 
m i n c r e a s i n g l y vigorous 'search' 
behaviour from i n d i v i d u a l s . [ 4 « 3 ( b ) ( n ) ] . 

HYPOTHESIS 9 Increased s u b j e c t i v e ambiguity r e s u l t s 
m i n d i v i d u a l assessments of change 
s i t u a t i o n s being made m r e l a t i o n t o 
'enduring' f a c t o r s r a t h e r than 
• t r a n s i e n t ' f a c t o r s . [ 4 « 3 ( b ) ( n ) ] . 

The f i r s t o f these hypotheses may be t e s t e d using s e l f r e p o r t s 
from survey data. The second hypothesis may be t e s t e d by showing 
t h a t the d i f f e r e n c e of c o r r e l a t i o n s between a f f e c t and t r a n s i e n t 
f a c t o r s , and between a f f e c t and enduring f a c t o r s becomes i n c r e a s i n g l y 
p o s i t i v e w i t h increased s u b j e c t i v e ambiguity. 'Transient f a c t o r s ' 
are those associated mainly w i t h the p a r t i c u l a r change m question, 
whereas enduring f a c t o r s are independent of the p a r t i c u l a r change 
and may be based on c h a r a c t e r i s t i c s of the i n d i v i d u a l or the 
work s i t u a t i o n . These w i l l be examined m Chapter 9> 

HYPOTHESIS 10 I n d i v i d u a l coping behaviour manifested 
before c o n f r o n t a t i o n w i t h change w i l l 
be d i s t i n c t l y d i f f e r e n t t o t h a t 
manifested a f t e r c o n f r o n t a t i o n . 
[ 4 . 3 ( a ) ( n ) ] . 

This does not imply t h a t s t y l e s w i l l always be d i f f e r e n t , nor t h a t 
a l l parts of an i n d i v i d u a l ' s r e p e r t o i r e w i l l be d i f f e r e n t before 
and a f t e r c o n f r o n t a t i o n . Examples o f t y p i c a l s t r a t e g i e s are 
described m Chapter 4> and these w i l l be compared w i t h observations 
m Chapter 7« 
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HYPOTHESIS 11 A n t i c i p a t i o n s o f the f u t u r e are based 
on simple r a t h e r than complex 
assessments. [ 4 « 3 ( " b ) ( i ) ] . 

Th is i s a p o s i t i v e v e r s i o n o f the n u l l hypothesis which s t a tes 

t h a t the re i s no d i f f e r e n c e . ' S i m p l e ' assessments are based on 

a l i m i t e d number of f ea tu re s which are not s a l i e n t t o the i n d i v i d u a l 

at t h a t t i m e , whereas 'complex* assessments i n c o r p o r a t e a much wide 

range o f f e a t u r e s . This hypothesis can be t e s t e d by comparing the 

s t r e n g t h o f a s s o c i a t i o n between each fo rm o f assessment and the 

r e p o r t e d a t t i t u d e s . 

4 . HYPOTHESES ABOUT ATTITUDES TO CHANGE 

The f o l l o w i n g hypotheses are simple m t h a t they p o s t u l a t e 

r e l a t i o n s h i p s , or l a c k o f r e l a t i o n s h i p s , between p a i r s o f v a r i a b l e s 

There fo re i t i s poss ib le t o t e s t them us ing survey da ta gathered 

f r o m a s i n g l e sample at one p o i n t m t i m e . Unless otherwise s t a t e d 

the c r i t e r i a w i l l be a o n e - t a i l e d p r o b a b i l i t y (p ^ 0 . 0 5 ) . 

( a ) O r g a n i z a t i o n a l f a c t o r s 

HYPOTHESIS 12 A p o s i t i v e r e l a t i o n s h i p e x i s t s 
between the pe rce ived support lveness 
or o r g a n i z a t i o n a l c l ima te and a t t i t u d e s 
towards changes m t ha t o r g a n i z a t i o n . 
[ 4 . 5 ( a ) ( 1 ) ] . 

HYPOTHESIS 13 P o s i t i v e a t t i t u d e s towards change w i l l 
be assoc ia ted w i t h percept ions o f 
g rea te r power b e i n g h e l d by the lower 
members o f the o r g a n i z a t i o n . [ 4 . 5 ( a ) ( i : L ) I • 

The above hypothesis i s a s p e c i f i c case o f the wider n o t i o n t h a t 

people w i l l tend t o be p o s i t i v e about changes over which they have 

c o n t r o l , and negat ive about changes over which they have no c o n t r o l 

Since the amount o f c o n t r o l i s a l so assoc ia ted w i t h the d i s tance 



107. 

( p s y c h o l o g i c a l ) o f the source o f change f rom the s u b j e c t , a 

negat ive c o r r e l a t i o n would be expected between a t t i t u d e s and 

d i s tance o f source . This i s gene ra l i sed t o group i d e n t i f i c a t i o n s 

below. 

( b ) Role/Group Factors 

HYPOTHESIS 14 Negative a t t i t u d e s towards change w i l l 
be r e l a t e d t o the d i s tance o f the 
source o f change f rom the group w i t h 
which the i n d i v i d u a l i d e n t i f i e s . 
[4.500] • 

The ' d i s t ance* o f the source o f change i s a p s y c h o l o g i c a l d i s t ance , 

W i t h i n an o r g a n i z a t i o n t h i s may be measured bo th h o r i z o n t a l l y and 

v e r t i c a l l y . Thus a change i n i t i a t e d by a sen io r member o f the 

o r g a n i z a t i o n would appear d i s t a n t t o those who i d e n t i f i e d w i t h 

j u n i o r members; s i m i l a r l y a change i n i t i a t e d by new a r r i v a l s m 

an o r g a n i z a t i o n would appear d i s t a n t t o the ' O l d Guard ' . 

HYPOTHESIS 15 P o s i t i v e a t t i t u d e s towards change 
are r e l a t e d p o s i t i v e l y w i t h conf idence 
m a b i l i t y t o do one's j o b . [ 4 « 5 ( c ) ( i ) ] • 

( c ) I n d i v i d u a l Factors 

HYPOTHESIS 16 P o s i t i v e a t t i t u d e s towards change are 
assoc ia ted w i t h ( a ) uns tab le 
e x t r o v e r s i o n , and ( b ) s t ab l e 
i n t r o v e r s i o n . [ 4 ' 5 ( c ) ( i ) j . 

HYPOTHESIS 17 The age o f an i n d i v i d u a l i s not 
s i g n i f i c a n t l y r e l a t e d t o a t t i t u d e s 
toward work r e l a t e d c h a n g e s . [ 4 « 5 ( c ) ( n ) ] 

HYPOTHESIS 18 Higher l e v e l s o f educa t ion w i l l be 
assoc ia ted w i t h p o s i t i v e a t t i t u d e s 
towards change. [ 4 . 5 ( c ) ( n ) ] • 
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HYPOTHESIS 19 A t t i t u d e s towards change are not 
assoc ia ted d i r e c t l y w i t h sex, but w i t h 
the meaning t h a t each sex r o l e has m 
t h a t p a r t i c u l a r work c o n t e x t . [ 4 . 5 ( c ) ( m ) ] • 

The nature o f the sex r o l e w i l l he dependent "both on the r e l a t i v e 

s t r e n g t h o f people m t h a t r o l e - and hence whether t hey are pushed 

i n t o ' r e a c t i v e ' or ' p r o g r e s s i v e ' p o s i t i o n s . The o ther aspect w i l l 

be the extent o f a l i e n a t i o n f r o m work i m p l i e d by the r o l e . I n the 

case o f n u r s i n g , because o f the dominance o f women, men t end t o 

be pushed i n t o r e a c t i v e r o l e s . 

HYPOTHESIS 20 Senior members o f the o r g a n i z a t i o n w i l l 
t e n d t o have more p o s i t i v e a t t i t u d e s 
towards change than j u n i o r members. 
[ 4 . 5 ( c ) ( n ) ] . 

HYPOTHESIS 21 There i s no s i g n i f i c a n t r e l a t i o n s h i p 
between l e n g t h o f se rv ice and a t t i t u d e s 
t o change. [ 4 « 3 ( c ) ( n ) ] . 

5. CONCLUSION 

The ideas summarised m t h i s chapter have been based on the 

d i s c u s s i o n o f l i t e r a t u r e m Chapters 2, 3 and 4« They i nc lude seven 

p r o p o s i t i o n s and twenty-one hypotheses. Where poss ib l e these w i l l 

be t e s t e d e m p i r i c a l l y on the bas is o f the evidence presented m 

Chapters 7 and 9« Where i t i s not appropr i a t e t o t e s t ideas 

( p a r t i c u l a r l y i h e p r o p o s i t i o n s ) w i t h e m p i r i c a l evidence, these 

w i l l be examined on the bas is o f t h e i r u t i l i t y f o r e x p l a i n i n g s o c i a l 

phenomena. 
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1 . INTRODUCTION 

The m a j o r i t y o f the f i e l d w o r k m t h i s t h e s i s was c a r r i e d out amongst 

nurses m NHS h o s p i t a l s . There are c e r t a i n f ea tu re s o f h o s p i t a l s which 

make them s i m i l a r t o other o r g a n i z a t i o n s , and other f e a t u r e s which make 

them d i f f e r e n t . This chapter begins by l o o k i n g a t the f i e l d o f research 

i n t o h o s p i t a l o r g a n i z a t i o n m order t o i d e n t i f y the mam fea tu re s t h a t 

may make t h i s type o f o r g a n i z a t i o n d i f f e r e n t f rom other o r g a n i z a t i o n s , 

s ince t h i s w i l l l i m i t the extent t o which the r e s u l t s o f the t h e s i s can 

be g e n e r a l i s e d . 

The second h a l f o f the chapter w i l l l ook m more d e t a i l at the 

s t r u c t u r e o f the Group o f H o s p i t a l s which forms the s e t t i n g f o r the 

f i e l d w o r k m two o f the case s tud ie s and f o r a l l o f the da ta gathered m 

Part I I I o f the t h e s i s . This Group has been th rough a number o f major 

changes m the past few yea r s . Some o f these changes are common t o the 

whole o f the NHS; others are s p e c i f i c t o l o c a l c i rcumstances . The 

chapter concludes, t h e r e f o r e , w i t h an assessment o f the major changes 

t h a t have a f f e c t e d t h i s p a r t i c u l a r Group d u r i n g the l a s t few y e a r s . 

2. RESEARCH INTO NURSING ORGANIZATION 

(a ) The F i e l d o f H o s p i t a l Research 

A comprehensive framework f o r c l a s s i f y i n g the va r ious o b j e c t i v e s o f 

h o s p i t a l research i s suggested by Rowbottom (1973, p . 1 2 ) . This cons i s t s 

o f the f o l l o w i n g s i x areas: 
( a ) s tud ie s o f the techniques o f h o s p i t a l ope ra t i on ( i . e 

c l i n i c a l and n u r s i n g r e s e a r c h ) ; 

( b ) s tud ies o f the goals and programmes o f h o s p i t a l 
o p e r a t i o n ( e p i d e m i o l o g i c a l and econometric s t u d i e s ; 
h e a l t h p o l i c y s t u d i e s ) ; 

( c ) s tud ie s o f h o s p i t a l support a c t i v i t i e s ( h o s p i t a l 
des ign , manpower p l a n n i n g , supp l i e s e t c . ) ; 



112. 

(d ) s tud ie s o f a d m i n i s t r a t i v e techniques ( p l a n n i n g systems, 
c o n t r o l systems, c o s t i n g systems); 

(e ) s tud ies o f s t y l e and a t t i t u d e s (managerial s t y l e , s t a f f 
a t t i t u d e s , communicat ions) ; 

( f ) s tud ies o f r o l e s and r o l e s t r u c t u r e s . 

While a l l xhese c a t e g o r i e s , w i t h the excep t ion o f the f i r s t one, 

are concerned w i t h va r ious aspects o f h o s p i t a l o r g a n i z a t i o n , the 

d i s c u s s i o n here w i l l concent ra te main ly on s tud ie s t h a t f a l l i n t o the 

f i f t h and s i x t h c a t e g o r i e s , and t o some extent w i t h s t ud i e s t h a t f a l l 

i n t o the t h i r d ca tegory . The reason f o r t h i s l a t t e r i s t h a t manpower 

planners are f r e q u e n t l y i n t e r e s t e d m s t a t i s t i c s o f absenteeism and 

labour t u rnove r - and these p a r t i c u l a r f a c t o r s have a l so been used on a 

number o f occasions as c r i t e r i o n measures o f employees' a t t i t u d e s and 

mora le . (See B r a y f i e l d and C r o c k e t t , 1955)* I n a d d i t i o n i t should be 

r e i t e r a t e d here t h a t the concern o f t h i s t h e s i s i s w i t h the o r g a n i z a t i o n 

o f nurses , and t h e r e f o r e s tud ie s o f the o r g a n i z a t i o n o f other h o s p i t a l 

s t a f f (such as a d m i n i s t r a t o r s or d o c t o r s ) are on ly o f relevance where 

they have some impact on n u r s i n g o r g a n i z a t i o n . 

( b ) Studies o f N u r s i n g Organ i za t i on 

While Rowbottom develops h i s framework accord ing t o the o b j e c t i v e s 

and methodologies o f research programmes, i t i s a l so poss ib l e t o make 

some d i s t i n c t i o n s a c c o r d i n g t o the scale o f the programme. Some 

p r o j e c t s have been r e l a t i v e l y narrow, and have examined s p e c i f i c 

o r g a n i z a t i o n a l v a r i a b l e s w i t h o u t a t t e m p t i n g t o r e l a t e them t o wider 

conceptual frameworks, o thers have been ambi t ious at tempts t o e x p l a i n 

behaviour w i t h i n h o s p i t a l s u s i n g f a i r l y e labora te t h e o r i e s and assumptions 

ab out or gam zat i ons . 

( 1 ) Absenteeism and Turnover 

Amongst the former o f these would come many o f the s tud i e s r e l a t e d 

t o manpower p l a n n i n g . Absenteeism has been i n v e s t i g a t e d on a number o f 

occasions, and a f a i r l y l a rge s tudy i s r e p o r t e d by Barr (19^7)• Records 

o f absenteeism were kept over a p e r i o d o f 3 years f o r 102 h o s p i t a l s m the 
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Oxford r e g i o n . Mean absence r a t e s were seen t o d i f f e r s i g n i f i c a n t l y 

between d i f f e r e n t ca tegor ies o f n u r s i n g s t a f f - w i t h lowest r a t e s 

o c c u r r i n g amongst f u l l - t i m e t r a i n e d s t a f f and h ighes t r a tes amongst 

f u l l - t i m e u n t r a i n e d s t a f f . I t was a l so noted t h a t over t w o - t h i r d s o f 

sickness absence was e i t h e r due t o " r e s p i r a t o r y compla in ts" or " l l l -

d e f m e d symptoms". Al though l i t t l e progress was made m t h i s s tudy 

towards e l u c i d a t i n g the causes o f absenteeism, i t was noted t h a t the 

p o s i t i v e r e l a t i o n s h i p o f t e n found between o r g a n i z a t i o n s ize and 

absenteeism (Revans, 1964; I n d i k , 1965) was on ly found t o h o l d f o r 

student nurses . 

The s tudy by Clarke (1975) goes f u r t h e r by sugges t ing t h a t , i f 

a n y t h i n g , absenteeism decreases w i t h increased o r g a n i z a t i o n a l s i z e , and 

also t h a t the re i s no apparent a s s o c i a t i o n between absenteeism and 30b 

s a t i s f a c t i o n . Moreover, many other c o n t r a d i c t o r y r e s u l t s have been 

obta ined m at tempts t o understand the causes o f absenteeism. This 

i ncons i s t ency may be e i t h e r due t o l o c a l circumstances m the u n i t s 

s t u d i e d (most s tud ie s o f n u r s i n g absence are r e s t r i c t e d t o s i n g l e 

H o s p i t a l Groups) o r , as Clarke suggests , i t may s imply be due t o the 

d i f f i c u l t i e s encountered m measuring the concepts i n v o l v e d . 

The r e l a t i o n s h i p between employee t u r n o v e r and job s a t i s f a c t i o n 

has been e s t a b l i s h e d r epea t ed ly over a number o f years , bo th m a 

general contex t ( B r a y f i e l d and C r o c k e t t , 1955) a^d- m r e l a t i o n t o 

n u r s i n g (Wei land, 1969). Therefore i t i s not s u r p r i s i n g t h a t i t has 

f r e q u e n t l y been used as a d i r e c t i n d i c a t i o n o f morale m h o s p i t a l 

research . Revans (1964) used records o f absenteeism and t u r n o v e r as 

the s t a r t i n g p o i n t m h i s s tudy o f a group o f Lancashire h o s p i t a l s . 

Having observed t h a t the inc idence o f t h i s v a r i e d s i g n i f i c a n t l y between 

h o s p i t a l s , he at tempted t o e x p l a i n the v a r i a t i o n accord ing t o the 

amount o f communication o c c u r r i n g between s t a f f m each h o s p i t a l . Thus, 

t u rnove r and absenteeism tended t o be h ighe r m h o s p i t a l s where 

communications were poor and where s t a f f were kept i l l - i n f o r m e d . The 

connect ion t h a t he assumed between communications and morale was the 
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f a c t o r o f a n x i e t y which i s fundamental t o work ing m h o s p i t a l s , as 

Revans puts i t : " H o s p i t a l s are communities c r ad led m a n x i e t y " 

(Weiland and Le igh ( E d s . ) , 1971, p . 4 ) . 

( 1 1 ) A n x i e t y 

This e a r l y s tudy by Revans i s d i s t i n c t f r o m s tud ies m the area o f 

manpower p l ann ing m t h a t i t a t tempts t o e x p l a i n why c e r t a i n behaviours 

occur accord ing t o a f a i r l y s p e c i f i c framework. However, many o f the 

ideas developed by Revans were based on a ve ry i n f l u e n t i a l a r t i c l e by 

Menzies (196O). This r e p o r t e d a d e t a i l e d s tudy o f the o r g a n i z a t i o n a l 

c h a r a c t e r i s t i c s m seve ra l h o s p i t a l s and concluded t h a t many o f these 

c h a r a c t e r i s t i c s had evolved as s o c i a l defence mechanisms agains t 

pressures i n v o l v e d m t r e a t i n g the s i c k . Menzies f e l t t h a t the a n x i e t y 

m n u r s i n g arose f r o m th ree main sources . D i r e c t s t r e s s was caused by 

the close p h y s i c a l contact w i t h people , and by the unpleasant aspects o f 

d e a l i n g w i t h s i c k and i n j u r e d people and those w i t h i n c u r a b l e d iseases . 

The close close p r o x i m i t y o f l i f e and death m the h o s p i t a l was l i a b l e 

t o produce i n f a n t i l e phantasies amongst n u r s i n g s t a f f . F i n a l l y , the 

d i f f i c u l t emotional s t a t e o f p a t i e n t s and t h e i r r e l a t i v e s and t h e i r 

resentment o f t h e i r dependent s i t u a t i o n r e s u l t e d m a n x i e t y be ing 

p r o j e c t e d onto the nurses . The o r g a n i z a t i o n a l c h a r a c t e r i s t i c s t h a t 

she a t t r i b u t e d t o defences agains t t h i s a n x i e t y were: tendencies 

towards d e p e r s o n a l i s a t i o n and the s p l i t t i n g up o f the n u r s e - p a t i e n t 

r e l a t i o n s h i p ; and a tendency t o develop systems which r e s u l t e d m 

r e s p o n s i b i l i t y be ing spread d i f f u s e l y throughout the o r g a n i z a t i o n , 

r a t h e r than be ing l o c a t e d w i t h any one i n d i v i d u a l . Above a l l , she 

observed t h a t a major r e s u l t o f i n f o r m a l systems such as these would be 

s t r o n g r e s i s t ance t o change - s ince change would "open the f loodga te s 

t h a t re lease other a n x i e t i e s . " A s i m i l a r po in t i s made by Spencer and 

Sofer (1964) about the tendency o f most systems w i t h i n h o s p i t a l s t o 

r e s i s t change: 

" I t i s i n e v i t a b l e t h a t a change m the d i r e c t i o n o f 
f l e x i b i l i t y w i t h i n such a system may chal lenge an e labora te 
and much-needed set o f defenses and i s l i k e l y t o be 
r e s i s t e d " , ( p . 3 0 ) 
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Recent work at Brunei U n i v e r s i t y (see B r u n e i , 1973) w h i l e 

o r i g i n a t i n g f rom a s i m i l a r p sychoana ly t i c framework i s m some respects 

m o p p o s i t i o n t o the conclusions reached by Menzies. This work f a l l s 

i n t o the s i x t h category proposed by Rowbottom (1973) since i t i s 

concerned w i t h examining the s t r u c t u r e o f r o l e s and r o l e r e l a t i o n s h i p s 

as they occur m h o s p i t a l s . The emphasis on the s t r u c t u r e o f o rgan iza t ions 

i m p l i e s the assumption t h a t i t i s necessary t o c l a r i f y e x i s t i n g 

r e s p o n s i b i l i t i e s and r e l a t i o n s h i p s be fo re any improvements m the 

f u n c t i o n i n g o f the o r g a n i z a t i o n can be a t t empted . I t i s t h i s emphasis 

w i t h f o r m a l s t r u c t u r e t h a t leads t o a neg lec t o f the i n f o r m a l systems, 

such as those mentioned by Menzies, which appear e s s e n t i a l t o the 

performance o f an o r g a n i z a t i o n such as a h o s p i t a l ; i t i s a lso a good 

example o f the major weakness o f " s t r u c t u r a l " t h e o r i e s o f o r g a n i z a t i o n , 

which are f o r c e d by t h e i r own frameworks t o neg lec t many o f the complex 

i n f o r m a l aspects o f o rgan iza t ions (Bowey, 1971) such as a n x i e t y . 

This h i g h l i g h t s the dilemma between s t r u c t u r a l i s t and a c t i o n a l i s t 

p e r s p e c t i v e s : t h a t bo th perspec t ives are necessary f o r unders tanding 

o r g a n i z a t i o n a l behaviour , yet the methodo log ica l c o n s t r a i n t s o f each 

one tends t o preclude the o t h e r . Thus, the best approach f o r s t u d y i n g 

o r g a n i z a t i o n s would i nco rpo ra t e s eve ra l separate s tud ies o f the same 

phenomena - which i s made cons ide rab ly harder when s t u d y i n g changing 

phenomena. 

( 1 1 1 ) P r o f e s s i o n a l i s m 

The ques t ion o f p r o f e s s i o n a l i s m has f r e q u e n t l y been r a i s e d m the 

context o f n u r s i n g . Nur s ing i s i n v a r i a b l y r e f e r r e d t o as a " p r o f e s s i o n " 

but the re are a number o f elements which make i t s l i g h t l y d i f f e r e n t t o 

the more e s t a b l i s h e d p ro fess ions o f Medicine and the Law. Important 

f ea tu re s o f these two p ro fe s s ions are t h a t members e x h i b i t s t r o n g 

cohesion and s o l i d a r i t y due t o s i m i l a r i t y o f t r a i n i n g , o f values and 

o f i n t e r e s t s ; and a l so each p r o f e s s i o n regu la te s i t s own membership. 

This r e s u l t s m a tendency f o r col leagues w i t h i n one p r o f e s s i o n t o r e l y 

h e a v i l y on one another f o r e v a l u a t i o n r a t h e r than on a l t e r n a t i v e 

r e f e r e n t s such as c l i e n t s , employers or members o f o ther p ro fe s s ions 
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(Kronus, 1976) . T h e r e f o r e , i f nurses are t o he counted as a p r o f e s s i o n 

they would he expected t o i d e n t i f y w i t h others m t h e i r p r o f e s s i o n 

r a t h e r than w i t h t h e i r immediate work groups, showing a ' c o s m o p o l i t a n ' 

r a t h e r than a ' l o c a l ' o r i e n t a t i o n (Gouldner , 1954)• 

But t h i s i s not found t o be so amongst nurses . A s tudy by Bennis 

et a l , (1959) showed t h a t nurses w i t h a s t r o n g p r o f e s s i o n a l o r i e n t a t i o n 

d i d not d i f f e r f rom others m t h e i r l o y a l t y t o the h o s p i t a l , but tended 

t o show more l o y a l t y r a t h e r than less t o t h e i r immediate work group . 

Blau and Scot t (1963) i n t e r p r e t these f i n d i n g s m terms o f the 

' v i s i b i l i t y ' o f the p r o f e s s i o n . Thus i t i s because the na ture o f the 

30b does not i n v o l v e contac t w i t h p r o f e s s i o n a l s ou ts ide the o r g a n i s a t i o n 

the mam re fe rence group w i l l become p r o f e s s i o n a l s w i t h i n the o r g a n i s a t i o n . 

Therefore i t i s reasonable t o suppose t h a t nurses, m s p i t e o f t h e i r 

p r o f e s s i o n a l i s m , w i l l t end t o r eac t m a s i m i l a r way t o o ther non 

p r o f e s s i o n a l s when changes m t h e i r environment and work group are 

imminent. 

( c ) Summary 

The d i s c u s s i o n above suggests t h a t the element o f ' a n x i e t y ' 

w i t h m h o s p i t a l s i s the mam f e a t u r e which d i s t i n g u i s h e s t h i s type o f 

work environment f rom o t h e r s . I t i s t h e r e f o r e l i k e l y ^ and some s tud ies 

c o n f i r m t h i s , t h a t nurses w i l l p rov ide s t ronge r r e s i s t ance agains t 

changes m the s o c i a l s t r u c t u r e which supports them against t h i s element 

o f a n x i e t y . On the o ther hand, i t appears t h a t m s p i t e o f the ex is tence 

o f p r o f e s s i o n a l codes w i t h i n n u r s i n g , t h a t nurses do not take on the 

' c o s m o p o l i t a n ' o u t l o o k o f many other p r o f e s s i o n s , and t h a t ' p r o f e s s i o n a l i s m 

m n u r s i n g tends t o be associa ted w i t h a s t r o n g ' l o c a l ' l o y a l t y . I n 

t h i s sense, t h e r e f o r e , nurses may be expected t o behave s i m i l a r l y t o 

many occupa t iona l c a t e g o r i e s , and one would a n t i c i p a t e s l i g h t l y s t ronge r 

r e s i s t ance t o change amongst nurses than among o ther t r u e p r o f e s s i o n a l 

g roupings . 
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3. CHANGES IN NURSING ORGANISATION 

For the N a t i o n a l Hea l th Serv ice , the l a s t decade has been cha rac t e r i s ed 

by an i n c r e a s i n g r a t e o f change. These have occured both at n a t i o n a l 

and at l o c a l l e v e l s . The Salmon Report (1966) p rov ided the impetus f o r 

major changes m the o r g a n i s a t i o n o f h o s p i t a l n u r s i n g at the more sen ior 

l e v e l s , but i t s e f f e c t on the career s t r u c t u r e and c o o r d i n a t i o n o f 

n u r s i n g se rv ices has had a ve ry profound impact at a l l l e v e l s . At the 

same t ime a number o f changes have been c rea ted at a l o c a l l e v e l th rough 

s u b s t a n t i a l c a p i t a l expendi ture programmes and t e c h n o l o g i c a l advances. 

This has l e d t o the opening o f new h o s p i t a l s , the d i s tu rbance o f s t a f f , 

and a l l o c a t i o n o f new r e s p o n s i b i l i t i e s . I n a d d i t i o n the 1974 

r e o r g a n i s a t i o n o f the N a t i o n a l Hea l th Service has caused cons iderable 

d i s r u p t i o n f o r a l l the more sen ior members o f h o s p i t a l o r g a n i s a t i o n s . 

A l l th ree o f the above changes were be ing experienced by the h o s p i t a l 

group s t ud i ed m t h i s t h e s i s , and the nature o f these changes w i l l be 

discussed m d e t a i l m the remainder o f t h i s chap te r . 

( a ) N a t i o n a l Changes 

I n Chapter 3 i t was noted t h a t most authors who had i n v e s t i g a t e d 

o r g a n i s a t i o n a l change tended e i t h e r t o observe changes f r o m the o u t s i d e , 

or t o attempt t o crea te them. The same may be s a i d f o r research i n t o 

changes m n u r s i n g : t h e r e f o r e those who have at tempted t o create changes 

m the f u n c t i o n i n g o f the o r g a n i s a t i o n , and those who^ have been content 

t o observe and i n t e r p r e t changes i n i t i a t e d by o t h e r s . The s tudy by 

Sofer (1955) a"t "the i n c e p t i o n o f the N .H .S . would be i n c l u d e d m the 

second ca tegory . 

( 1 ) C rea t i on o f the N a t i o n a l Hea l th Service 

The f o r m a t i o n o f the N . H . S . m 1948 was perhaps the f i r s t crack 

m the " f l o o d g a t e s " mentioned by Menzies, and Sofer s t u d i e d the impact 

o f t h i s new se rv ice on th ree h o s p i t a l s . I n each case the change r e s u l t e d 

m some loss o f autonomy f o r the h o s p i t a l , and the emergence o f l a y 

a d m i n i s t r a t o r s t h e o r e t i c a l l y removed some o f the a u t h o r i t y t h a t had 

p r e v i o u s l y been h e l d by sen ior medical s t a f f . However, the change was 

r e s i s t e d most s t r o n g l y m the h o s p i t a l t ha t had had the l e a s t experience 
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o f l a y a d m i n i s t r a t i o n i n the pas t . The other two h o s p i t a l s were able t o 

a d a p t ' t o the change more s u c c e s s f u l l y s ince m one case i t had f o r m e r l y 

been run by a Board o f Management and H o s p i t a l Sec re ta ry , w h i l e the other 

h o s p i t a l was s u f f i c i e n t l y l a rge t o be formed i n t o an independent group 

thus a v o i d i n g the impress ion o f be ing taken over by o u t s i d e r s . I n 

d i s c u s s i n g the problems o f change and the tendency towards l a r g e r 

o r g a n i s a t i o n a l u n i t s , Sofer concludes: 

"At present l e v e l s o f a d m i n i s t r a t i v e know-how, a p r i c e i s o f t e n 
p a i d f o r the g rea te r t h e o r e t i c a l e f f i c i e n c y o f l a r g e scale • 
o r g a n i s a t i o n m a d e f i c i e n c y o f personal s a t i s f a c t i o n among those 
i n d i v i d u a l s whose place i s m the work ing u n i t s at the pe r iphe ry 
o f t he o r g a n i s a t i o n . This i s n o t , o f course, i n e v i t a b l e ; the 
morale o f an o r g a n i s a t i o n depends at l e a s t as much on chosen 
pa t t e rns o f a d m i n i s t r a t i o n as on o v e r a l l s i z e . But wha,t i s 
ex t remely d i f f i c u l t t o combat w i t h o u t d e t a i l e d (and perhaps 
superhuman) f o r e t h o u g h t i s the abrupt loss o f s a t i s f a c t i o n or 
h e i g h t e n i n g o f a n x i e t y t h a t occur when smal l u n i t s are absorbed 
by b i g " , ( p . 315) 

( 1 1 ) Salmon Report 

The next major change m h o s p i t a l n u r s i n g emerged f r o m the Salmon 

Report ( M i n i s t r y o f H e a l t h , 1966) . This was another s t r u c t u r a l p l an 

which was concerned main ly w i t h sen ior n u r s i n g s t a f f . One o f the mam 

changes proposed by Salmon was the appointment o f one head t o the n u r s i n g 

s e rv i ce f o r each Group o f h o s p i t a l s - where n u r s i n g s t a f f m each h o s p i t a l 

had p r e v i o u s l y been accountable o n l y t o t h e i r own Matron . Underneath 

the Group head i t proposed a l i n e management s t r u c t u r e where sen io r n u r s i n g 

s t a f f would have d e f i n i t e spheres o f r e s p o n s i b i l i t y and c l e a r l i n e s o f 

a c c o u n t a b i l i t y . Thus, the s t r u c t u r e o f the n u r s i n g f u n c t i o n as i n d i c a t e d 

m F igure 6 .1 was t o be t r ans fo rmed i n t o a p a t t e r n as shown m Figure 6 .2 . 

TRAINING 
DEPARTMENT 

MATRON 

DEPUTY 
MATRON 

I I l 1 ' 1 ! 1 
WARD SISTERS 

ADMINISTRATIVE 
SISTERS 

Figure 6.1 S i m p l i f i e d n u r s i n g s t r u c t u r e f o r medium s ized h o s p i t a l (nre Salmon 
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C.N.O. 

P.N.O. P.N.O. 

S.N.O. S.N.O. S.N.O. 

S.N.O. 

I 

N.O. N .O . F .O. 

r i i . i 
WARD SISTERS 

C.N.O. - Ch ie f Nur s ing O f f i c e r ( l o . l O ) 

P.F.O. - P r i n c i p a l N u r s i n g O f f i c e r 
(No. 9) 

S.N.O. - Senior N u r s i n g O f f i c e r 
(No. 8) 

N.O. - N u r s i n g O f f i c e r (No. ?) 

Figure 6.2 S i m p l i f i e d N u r s i n g S t ruc tu re f o r H o s p i t a l Group (post Salmon) 

I n p r a c t i c e , the change-over t o Salmon i n v o l v e d r o u g h t l y the same 

number o f n u r s i n g posts above the l e v e l o f Ward S i s t e r , a l though f o r many 

a d m i n i s t r a t i v e nurses the r e s p o n s i b i l i t i e s became q u i t e d i f f e r e n t . As a 

rough gu ide , a nurse who had h e l d the post o f Matron m a h o s p i t a l would 

be a s s i m i l a t e d i n t o C.N.O. , P .N.O. , or S.N.O. grades depending on the l e v e l 

o f r e s p o n s i b i l i t y i n v o l v e d . A d m i n i s t r a t i v e S i s t e r s tended t o be a s s i m i l a t e d 

i n t o N.O. grade, and o c c a s i o n a l l y , S.F.O. grade. I n the two f i g u r e s above, 

the ' M a t r o n ' m Figure 6 .1 might have been a s s i m i l a t e d t o the grade o f 

P.N.O. as shown at the l e f t o f Figure 6 .2 . Ward S i s t e r s were now two steps 

removed f r o m the ' M a t r o n ' o f the h o s p i t a l , and m a d d i t i o n , t h e i r own 

•Matron ' was now accountable t o another nurse , o f t e n m a d i f f e r e n t 

h o s p i t a l . 

A. s tudy o f one o f the e a r l i e s t H o s p i t a l Groups t o 'go onto Salmon' 

which was c a r r i e d out e ighteen months a f t e r i m p o s i t i o n o f the new s t r u c t u r e 

found two main sources o f resentment towards the new s t r u c t u r e . 

I t was resented by those sen ior nurses wno d i d not o b t a i n appointments 

t o which t hey f e l t e n t i t l e d , and i t was a lso resented by tnose wno f e l t 

t h a t they had l o s t some o f t h e i r o r i g i n a l autonomy. This was f e l t 
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p a r t i c u l a r l y by ward s i s t e r s who now found s eve ra l l aye r s of management 

i n t e r p o s e d between themselves and "mat ron" . Below the l e v e l of ward 

s i s t e r the i m p o s i t i o n of Salmon s t r u c t u r e s was resented less s ince , beyond 

observ ing t h a t i t was " a l l c h i e f s and no I n d i a n s " , the more j u n i o r s t a f f 

were not d i r e c t l y a f f e c t e d . Moreover i t seems t h a t t r a d i t i o n , and hence 

r e s i s t ance t o i n n o v a t i o n , runs s t ronges t m the veins o f ward s i s t e r s m 

many h o s p i t a l s . There was a l so a s t r o n g tendency amongst o lder s t a f f t o 

r e s i s t changes m r o l e s and t h i s c o l l u s i o n r e s u l t e d m a number o f n u r s i n g 
o f f i c e r s c o n t i n u i n g t o behave and be ing t r e a t e d , acco rd ing t o the r o l e 

o f matron, t h a t they had f o r m a l l y r e l i n q u i s h e d severa l years p r e v i o u s l y . 

(Nelson and Blenk insop , 1976) . 

( 1 1 1 ) 1974 Reorgan i sa t i on 

While Salmon appears t o have had l i t t l e d i r e c t e f f e c t on j u n i o r 

n u r s i n g s t a f f , the same was l a r g e l y t r u e f o r the 1974 N . H . S . 

R e o r g a n i s a t i o n . The th ree main o b j e c t i v e s o f t h i s r e o r g a n i s a t i o n were 

" t o u n i f y va r ious forms o f h e a l t h p r o v i s i o n under the N.H.S t o 

improve c o o r d i n a t i o n between the N . H . S . and l o c a l a u t h o r i t i e s . . . . t o 

s t r eaml ine the management". (New S o c i e t y : 1974» P« 5 1 5 ) . 

I n p r a c t i c e t h i s i n v o l v e d merging th ree p r e v i o u s l y separate branches 

o f the N . H . S . : the G .P . ' s , the h o s p i t a l s , and the community medical 

s e r v i c e s . Four a d m i n i s t r a t i v e t i e r s were e s t a b l i s h e d at n a t i o n a l , 

r e g i o n a l , area, and d i s t r i c t l e v e l s , m order t h a t the ' a r e a ' should 

co inc ide w i t h l o c a l a u t h o r i t y boundaries w h i l e most o f the work was 

c a r r i e d out a t d i s t r i c t l e v e l . U n f o r t u n a t e l y the r e o r g a n i s a t i o n has 

not l i v e d up t o e x p e c t a t i o n s . I n the words o f McKmsey, who o r i g i n a l l y 

advised the D.H.S.S. on the r e o r g a n i s a t i o n , t h i s has r e s u l t e d m a 

" b u r e a u c r a t i c , over -e labora te and cumbersome" system. Management has 

experienced great d i f f i c u l t y m r u n n i n g an o r g a n i s a t i o n o f such 

enormous s ize and c o m p l e x i t y . However, at the l e v e l o f the h o s p i t a l 

nurse the e f f e c t s have l a r g e l y been i n d i r e c t ones due t o the problems 

c rea ted f o r those above them. ("Guardian" , 25th January 1977). 
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( b ) Local Changes 

The major changes m the h o s p i t a l n u r s i n g se rv ice a t a n a t i o n a l 

l e v e l have "been desc r ibed above, and these have been concerned main ly 

w i t h the s t r u c t u r e o f o r g a n i s a t i o n s . The impact o f these changes on the 

a t t i t u d e s and behaviour o f nurses has been observed by a number o f research 

workers . Meanwhile t he re have been other a t tempts t o change n u r s i n g or 

o rgan i sa t ions by more d i r e c t appeals t o behaviour o f i n d i v i d u a l s and 

h o s p i t a l s at a l o c a l l e v e l . Among these would be the ambi t ious H . I . C . 

p r o j e c t set up by Revans (see Weiland and L e i g h , 1971) , This p r o j e c t 

was based on Revans• b e l i e f m the importance o f communications m 

r educ ing o r g a n i s a t i o n a l a n x i e t y . He saw h o s p i t a l s as "communities 

c r ad l ed m a n x i e t y " where b locked communications are a p a r t i c u l a r l y 

common defense t o u n c e r t a i n t y - which i n e v i t a b l y l ead t o a v i s c i o u s 

c i r c l e , o f increased u n c e r t a i n t y and hence o f increased a n x i e t y . The 

p r o j e c t was in tended t o break i n t o t h i s v i s c i o u s c i r c l e by i n c r e a s i n g 

communications th rough i n t r o d u c i n g the technology o f s o c i a l surveys t o 

h o s p i t a l s . S p e c i a l i s t guidance was g iven by a c e n t r a l team and a 

t o t a l o f 37 p r o j e c t s were mounted on the i n i t i a t i v e o f the t e n h o s p i t a l s 

i n v o l v e d . At the same t ime an independent e v a l u a t i o n was c a r r i e d out 

by Weiland t o i d e n t i f y the e f f e c t o f t h i s p r o j e c t . The r e s u l t s suggested 

t h a t the p r o j e c t was perhaps one o f the less impor tan t i n f l u e n c e s on 

these h o s p i t a l s at t h a t t i m e ; changes were observed amongst s c a t t e r e d 

i n d i v i d u a l s but not m the more impor tan t o r g a n i s a t i o n a l v a r i a b l e s . 

No changes m p a t i e n t care cou ld be de tec ted w i t h the measures used, nor 

was there any increase m morale as i n d i c a t e d by absenteeism and t u rnove r 

f i g u r e s - m f a c t absenteeism increased s l i g h t l y over the p e r i o d o f the 

p r o j e c t . This does not o f course i n v a l i d a t e Revans t h e o r i e s or h i s 

p r o j e c t (an e a r l y v e r s i o n o f A c t i o n L e a r n i n g ) , but i t does i n d i c a t e the 

d i f f i c u l t y o f c r e a t i n g r e a l changes m complex o r g a n i s a t i o n s . 

A recent p r o j e c t m a Newcastle group of h o s p i t a l s has been u s ing 

s i m i l a r ideas about the importance o f communications, and a t t e m p t i n g t o 

crea te change through a s t r u c t u r e d c o n t r o l system. Data on absenteeism, 

which i s t r e a t e d as a measure o f morale , i s passed up the o r g a n i s a t i o n and 

c o l l a t e d f o r each u n i t . I t i s then f e d back t o j u n i o r managers m the hope 

t h a t they w i l l be s t i m u l a t e d t o take steps t o increase morale and hence 

reduce absenteeism. But w h i l e the i n t e n t i o n o f such a scheme may 
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be very laudable, m practice i t appears that i t s success has been 
equivocal. An i n i t i a l assessment of the project by Crawford (1973) 
suggested that m many cases the co l la ted f igures have not been returned 
to junior management - which has resul ted m some resentment and has 
probably inval ida ted the idea of br inging some d i rec t accountabi l i ty f o r 
morale to f i r s t - l i n e management. 

However, a subsequent assessment of the Newcastle project showed 
that the i n i t i a l attempt to ' p o l i c e ' behaviour had lead to a wider view 
of the causes of absenteeism, wi th more concern being shown f o r factors 
outside the u n i t . Although the evidence f o r t h i s point i s not quan t i f i ed 
the authors claim that such an 'open-system' view enables formal control 
procedures to be introduced i n to the managerial process without r a i s i n g 
the overa l l l eve l of constraint on behaviour (Nelson and Machm, 1976). 

One of the mam problems w i t h these projects i s that they have 
taken s t ruc tu ra l views of organization. In both cases i t i s assumed that 
there is a need f o r c l a r i f i c a t i o n , and t h i s appears t o have resul ted m 
inadequate a t t en t ion being paid to informal systems. I f Menzies (1960) 
i s t o be believed, these are essential to an understanding of behaviour 
m hospi ta l s . The resul t i s that these changes have had l i t t l e 
s i g n i f i c a n t impact on behaviour - and i t seems that the same can be said 
f o r the Salmon Report. 

4. LOCAL CHANGES IE HOSPITAL GROUP STUDIED 

(a) Struct are of the Group 

At the time of study the hospi ta l group consisted of s ix mam u n i t s . 

Pour of these had previously been autonomous hospitals and the remaining 

two units - a maternity wing and several psychiat r ic wards vfere i n s t a l l e d 

m the f i r s t completed part of the group's new General Hospi ta l . The 

rough loca t ion of these various uni ts and t h e i r distances from the new 

hospi ta l are shown m Figure 6.3. 
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Geographical Location of Hospitals m Group 

Over a period of two years the group was a f fec ted by three major ' 
s t ruc tu ra l changes. One of the reasons f o r the r e l a t i v e l y late 
implementation of Salmon m t h i s Group was that each of the four hospitals 
had Matrons that were approaching r e t i r i n g age, and therefore i t seemed 
sensible to delay implementation as long as possible m order to 
minimise the upheaval. But m June 1972 the appointment of Chief 
Uursing O f f i c e r to the Group was made, and by the end of 1972 the 
Matrons had a l l r e t i r e d . This was fol lowed soon a f t e r by the 
appointment of two Pr inc ipa l Nursing O f f i c e r s , and the remaining 
"Salmon" appointments continued throughout 1973 and in to the beginning 
of 1974> However, the upheaval and confusion caused by these 
appointments was compounded by the imminence of the move of the four 
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smaller hospitals i n to the General Hospi ta l . This move was scheduled 
fo r the f i r s t h a l f of 1974 and therefore , although senior nurses had 
to continue m t h e i r ex i s t i ng locations (a geographical d i s t r i b u t i o n 
of a u t h o r i t y ) , t h e i r formal Salmon appointments re fe r red to the 
func t iona l role they would adopt m the new hosp i t a l . At the same 
time the commissioning period of the new hosp i ta l was bound t o overlap 
wi th the reorganization of the National Health Service m A p r i l 1974« 
Although t h i s reorganization only had a d i rec t e f f e c t on the very 
senior s t a f f at the hosp i t a l , a cer ta in amount of the ensuing 
insecur i ty became communicated to lower levels of the organizat ion. 

These three mam changes (Salmon, reorganizat ion, and the move) 
were, the mam changes a f f e c t i n g the group at t h i s t ime. They presented 
a confusing pic ture to nurses, and also to the researcher inves t iga t ing 
change since i t was o f t en very d i f f i c u l t to es tabl ish a d i s t i n c t i o n 
between the e f f ec t s of "Salmon" and the e f f ec t s of "the move". 

The overt part of Salmon only concerned the appointment of a 
number of the more senior nurses to new roles (or , as the cynic would 
have i t : old roles wi th new t i t l e s ) . On the other hand, the 
commissioning of the new hospi ta l was something that would a f f e c t a l l 
grades of nursing s t a f f quite profoundly. There were cer ta in 
anxieties that were common to a l l the four hosp i ta l s : i t would mean 
the end of those informal systems that had developed over the years 
m each hosp i t a l , o f t en to the favour of some s t a f f and at the expense 
of others; i t meant that nurses would be working, and possibly 
i so la ted , amongst strangers m a large hospi ta l that was widely 
expected to have an impersonal atmosphere. There was also some 
apprehension amongst older s t a f f m a l l the hospitals that they would 
be unable to cope wi th the modern techniques to be introduced m the 
new hospi ta l s . F i n a l l y many of the s t a f f f e l t that the layout of the 
new wards was unsat is fac tory since the design, which was based on a 
number of separate cubicles, would make observation of patients much 
more d i f f i c u l t . 
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However, there were also considerable differences m the 
reactions of each h o s p i t a l . The remainder of t h i s section w i l l 
therefore examine m more d e t a i l the circumstances f o r each hospi ta l 
and what the changes meant f o r i t . The material f o r t h i s section was 
obtained concurrently wi th the mam survey from two sources. F i r s t l y , 
i t was compiled from informal discussions wi th groups or i nd iv idua l 
nurses e i ther before or a f t e r completion of the main questionnaire. 
This provided valuable background informat ion f o r the second source 
which was provided by open-ended questions m the mam questionnaire. 
(See Appendix A ) . 

(b) Hospital A 

• This was the smallest hospi ta l m the Group, a g e r i a t r i c 
hospi ta l that had formerly been the loca l workhouse. Some of the 
patients had been m residence f o r many years, and the hospi ta l had 
become a t o t a l home f o r them, representing t h e i r only remaining 
secur i ty . There was therefore a l o t of concern amongst the nursing 
s t a f f that these patients would be unable to cope wi th the move -
though perhaps some of t h i s may have been pro jec t ion on the part of 
nursing s t a f f since many of them had been at the hospi ta l considerably 
longer than the pat ients . The nurses themselves were d e f i n i t e l y 
apprehensive about being brought i n t o d i rec t contact wi th other 
nursing s t a f f , since g e r i a t r i c nursing has a r e l a t i v e l y low status 
w i t h i n the nursing profession as a whole. Although the fu ture prospect 
suggested that they would not be working closely wi th nurses of 
other spec ia l t i e s , as the Geria t r ic Harness Unit i s set s l i g h t l y apart 
from the rest of the General Hospital complex. Some people at 
Hospital A were looking forward to the move because f a c i l i t i e s would 
be considerably better m the new u n i t , while others f e l t i t would be 
a very good t h i n g fo r many of the more established s t a f f who had 
worked m an i so la ted community f o r so long that they had come t o fear 
the outside wor ld . There was also the hope that a general shake-up 
would l e t some a i r i n to the inevi table personal i ty clashes that become 
entrenched w i t h i n a f a i r l y s t a t i c community. 
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Amongst some of the older s t a f f at Hospital A there was a 
rather curious reason m favour of the move: they hoped that i t would 
resul t m t h e i r seeing more of "Matron". This pa r t i cu la r lady had 
been m charge of the hospi ta l f o r a few months m 1972 before being 
promoted to Senior Nursing O f f i c e r m charge of medical (and g e r i a t r i c ) 
nursing throughout tiie group. This had meant her moving back to 
Hospital D and she therefore had less time to devote to Hospital A. 
Those who preferred her more ' t r a d i t i o n a l * s ty le were therefore 
looking forward to being m a single integrated u n i t . 

( c ) Hospital B _ 

The next smallest of the four hosp i ta l s , spec ia l i s ing m 
paediatnc medicine, was s t a f f e d by approximately 50 f u l l - and pa r t -
time q u a l i f i e d nurses, who appeared to have s l i g h t l y less concerns 
than those at Hospital A. Owing to the emphasis on acute medicine 
there was less of the "backwater" atmosphere at t h i s hosp i t a l , and 
there had also been more contact wi th the outside world since the 
Group Nursing Administrat ion had been housed on the premises f o r 
18 months before moving in to new o f f i c e s at the General Hospi ta l . 
Consequently there was less fear of the outside world or of not being 
able to cope wi th new technologies. However, the most widespread fear 
was that the "atmosphere" of the hospi ta l would be l o s t . Needless to 
say t h i s atmosphere meant d i f f e r e n t things f o r d i f f e r e n t people. To 
a l l i t meant the pleasant grounds of the hosp i t a l , the fac t that i t 
was feasible to get special treatment f o r very sick chi ldren (such as 
meals) without having to go through o f f i c i a l channels. But i t was 
also an atmosphere that tended to favour the more senior s t a f f and 
those wi th longer service as so o f ten seems to happen m small 
organizations. 

A t y p i c a l example of t h i s was provided by the heavy protocol m 
the d in ing room. Seating arrangements segregated junior s t a f f from 
senior s t a f f , and no-one was expected to s ta r t eating u n t i l the senior 
person present had begun. There was therefore some resentment lower 
down about those who "have very cushy spots here". Many people 
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foresaw problems over the status of State Enrolled Nurses (S.E.Ns.) 
At the new General Hospital there was l i k e l y to be a f a r higher 
proport ion of q u a l i f i e d s t a f f (especial ly State Registered N u r s e s ) . ^ 
With fewer a u x i l i a r i e s around the S.E.Ns. would be correspondingly 
nearer the bottom of the ladder, moreover they would no longer have 
the protect ion of being a member of the establishment by v i r tue of 
t h e i r long service at the h o s p i t a l . As one S.E.N, put i t : "People 
won't be t reated as ind iv idua l s , but according to t h e i r q u a l i f i c a t i o n s " . 
The status of Ward Sisters was also p o t e n t i a l l y a sensi t ive issue. 
Whilst s t a f f below the grade of Sister had been moved about the 
hospi ta l quite f requent ly , the ma jo r i t y of Sisters tended to remain 
on the same ward f o r long periods of t ime. This meant that they would 
usually provide con t inu i ty f o r pat ients , and at the same time t h e i r 
i d e n t i t y would get bound up wi th t h e i r wards. With i d e n t i t y comes 
status, and i t was therefore very important to ward s is ters that they 
should obtain sui table wards m the new h o s p i t a l . Although they had 
been reassured on a number of occasions that there was going to be a 
shortage of Sisters rather than of wards, t h i s remained a persistent 
anxiety. 

Since the nurses at Hospital B were working m pleasant surroundings 
and m a more open environment, less arguments were voiced here m 
favour of moving to the General Hospi ta l . Where they existed, these 
arguments came mainly from the younger nurses who f e l t that some of 
t h e i r older colleagues needed t h e i r horizons widening again. There 
was also some expression of the hope that moving to the new hosp i ta l 
would put them m better touch wi th the rest of the Group. 

(d) Hospital G 
Being a general hosp i t a l , t h i s was the second largest of the four 

hospitals and i t had also f e l t much more of the wind of change over 
the previous two years. During the l as t year, the administrat ive s t a f f 

S.E.Ns. undergo a two-year t r a i n i n g as ' p u p i l ' nurses, whereas 
S.R.Ns. undergo a three-year t r a i n i n g as ' s tudent ' nurses. The 
status differences between the two groups are emphasised by the 
fac t that a l l senior nursing appointments are f i l l e d by S.R.Ns. 
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of the hospi ta l had changed completely and there had been s u f f i c i e n t 
movement amongst other s t a f f f o r a substant ia l c o n f l i c t to have arisen 
between the old and the new. (This state of a f f a i r s would have been 
impossible at Hospitals A or B since they were s t i l l dominated by the 
"Old Guard"). 

Since Hospital G had been a Tra in ing School ( f o r S.E.lTs.) there 
were a large number of S.E.Ns. on the s t a f f and there was therefore 
the inevi tab le anxiety, as found at Hospital B, that S.E.Ms, would 
lose much of t h e i r informal status on moving to the new General 
Hospi ta l . Many nurses were not looking forward to the prospect of 
working together on the same wards as s t a f f from Hospital D, and 
and the t r a d i t i o n a l r i v a l r y between these two hospitals seemed to be 
approaching r i t u a l proportions. This had developed m spite of the 
fac t that there had been a ce r ta in amount of movement of s t a f f between 
the two hospi ta l s , and also the fac t that Ward Sisters from one hosp i ta l 
who attended management courses w i t h Sisters from the other reported 
that t h e i r colleagues were a l l human! Perhaps one of the mam sources 
f o r t h i s r i v a l r y was that Sisters at Hospital D were seen to be 
competing wi th Sisters at Hospital G f o r wards m the new hospi ta l -
despite assurances that t h i s would not be the case. 

At t h i s time Hospital G was also working to " s p l i t s h i f t s " and 
therefore some nurses were not looking forward to working the 

(1 ) 
" s t ra igh t s h i f t " system at the General Hosp i ta l . ' Apart from t h i s , 

most s t a f f were quite open-minded about the new hospi ta l and, 

especial ly amongst the younger ones, there was even f r u s t r a t i o n that 

due to contractors and insurance problems, they had not yet had the 

opportunity to inspect the new h o s p i t a l . 

(e) Hospital D 
For a number of reasons t h i s hosp i ta l had become the major 

"bogey" of the Group Nursing Adminis t ra t ion. The Matron of the 
hospi ta l had been one of the las t of the "o ld school" to leave, and 

" S p l i t s h i f t s " lasted from 8.00 a.m. - 12.00 noon and 4.00 p.m. -
8.00 p.m. 
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had therefore had several clashes w i t h the new Chief Nursing O f f i c e r . 
Other members of the hospi ta l s t a f f began to f e e l threatened by outside 
interference and a general defensive a t t i t ude developed. As appointments 
to the new Salmon structure proceeded throughout the Group, i t also 
appeared that Hospital D was not ge t t ing i t s " f a i r " share of posts. 
Thus, of three key posts: the "No. 7, Surgical" went to a Ward Sister 
at Hospital C, the "No. 7» Medical" went to a complete outsider, and 
the "No. 7> Theatre" went to the Theatre Superintendent from Hospital C. 
There was l i t t l e compensation m the fac t that the "No. 7, Nights" went 
to the Night S is ter , since contact between day and night s t a f f i s 
minimal, and i t was seen as s i g n i f i c a n t that none of the s t a f f on "the 
corr idor" had obtained promotion. Thus defensive a t t i tudes turned in to 
resentment. 

Since the war years, when i t had been b u i l t as a temporary 
hosp i t a l , a close re la t ionsh ip had developed wi th the loca l community. 
Not only did i t serve t h e i r heal th needs, but also a large number of 
the loca l women were employed as unqua l i f i ed a u x i l i a r i e s and as 
domestics. I t was therefore hardly su rpr i s ing that the imminence of 
closure due to the opening of the General Hospital provoked a very 
strong react ion both inside and outside. Nursing unions were active 
m the "save our hosp i ta l " campaign, and the issue r ap id ly came to the 
notice of the press and loca l p o l i t i c i a n s . As a p o l i t i c a l issue, any 
decisions as to the fu tu re of the hospi ta l were taken out of the hands 
of the Group Adminis t ra t ion, and f i n a l l y reached M i n i s t e r i a l l e v e l m 
the D.H.S.S. The Minis ter then proceeded to s i t on the decision f o r as 
long as possible before reaching the inevi tab le compromise that some 
g e r i a t r i c beds and a General Prac t i t ioner Unit would remain at Hospital 
D, while a l l acute medicine would be moved to the new General Hospi ta l . 

These delays meant a l o t of uncer ta inty; they meant that planning 
f o r the commissioning of the new hospi ta l became extremely d i f f i c u l t , 
and they also provided a convenient opportunity f o r any malcontents and 
i l l - w i s h e r s of the new administrat ive regime. Open discussions wi th 
groups of q u a l i f i e d nurses indicated a f a i r l y widespread antagonism 
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towards the outside world and support f o r the move was only r a r e ly 
expressed by some of the younger s t a f f . On the assumption that most 
s t a f f would eventually have to move to the General Hospi ta l , some of 
the anxieties were s imi la r to those expressed at Hospital C. Sisters 
were anxious about whether or not they would get t h e i r own wards, and 
the r i v a l r y between C and D featured r egu l a r ly . Addi t ional problems 
at Hospital D, perhaps as a resu l t of the defensive a t t i tudes of s t a f f , 
included a f e e l i n g of powerlessness. As a Ward Sister commented: 
"There i s a lack of communications - we don' t get to know naythmg 
u n t i l i t i s a f a i t accompli". And the fac t that t h i s breakdown was 
occurring between the hospi ta l and the outside world was implied by 
another s i s t e r who said: "There's no feedback; we don't know whether 
things we say to the No. 8 get any higher or are stopped". The force 
of change was also being f e l t at another l e v e l . The new nursing school 
had s tar ted up at the General Hospital m September 1973 and the f i r s t 
batch of students had recent ly s tar ted working at Hospital D. The 
in t roduc t ion of new ideas, the i d e n t i f i c a t i o n of students wi th the 
General Hospital rather than wi th Hospital D, and the easy 
re la t ionsh ip of the new students wi th the Group Administrat ion 
immediately produced a l o t of f r i c t i o n . Stories were r i f e of Sisters 
having to do the " s l u i c i n g " since students considered the work too 
menial, though the s i t u a t i o n began to normalise i t s e l f when i t was 
appreciated that Sisters s t i l l played a major part m assessing student 
performance - and s is ters began acknowledging that some of the students 
were indeed very good. 

Other worries were heard about los ing the informal system of 
the hosp i t a l . Thus, i f a nurse had some special need to leave work 
ear ly one day, there would be no need to get formal permission as 
"the Of f ice are very good about t h i s sort of t h i n g " . But perhaps the 
most constant complaint was the problem of t r a v e l l i n g eleven miles from 
the loca l community to the new Hospital every day. Unless o f f i c i a l 
arrangements were made, t h i s would h i t peoples' pockets as wel l as 
taking up a l o t more t ime, and i t was f e l t that a l o t of s t a f f , 
especial ly par t - t imers , would no longer consider i t worth working i f 
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they were unable to f i n d a pos i t ion m those parts of Hospital D that 
were to be kept open. 

( f ) Summary 

The bulk of t h i s section has concentrated on an analysis of the 
implicat ions f o r nursing s t a f f at the four hospitals which were about to 
be moved i n to the new General Hosp i ta l . Some of the concerns expressed 
by s t a f f were common to a l l hospi ta ls , others were spec i f i c to each 
hosp i t a l . These concerns varied from the s t ra ightforward problems of 
having to make new t r a v e l arrangements, to more complex anxieties 
about loss of status and c o n t r o l . These are summarised m Figure 6.4 
f o r each of the four hospi ta ls , and the presence of a pa r t i cu la r 
anxiety i s indicated by a cross. 

\ A M I E T Y 
Lower Loss of 

>. T rave l l i ng Formalisation Status power/control 

HOSPITAL A X 
A l l 

s t a f f 

X 

HOSPITAL B X X 
SENs 

X 

HOSPITAL G X 
SMs 

HOSPITAL D X X 

Figure 6.4 Mam Anxieties at each of four Hospitals 
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Hence i t appears that the two columns at the r i gh t of Figure 6.4, 
loss of status and loss of con t ro l , were the most s i g n i f i c a n t elements 
m assessing the implicat ions of the move. I t should also he noted that 
m Hospital D, where greatest opposition to the move was manifested, 
there was l i t t l e concern about loss of s ta tus . I n t h i s case the f e e l i n g 
of loss of cont ro l dominated many discussions, although opposition was 
more normally a r t i cu l a t ed m terms of increased t r a v e l l i n g distances, 
and the loss of a 'community* hosp i t a l . However, t h i s association 
between negative reactions and lack of influence over the d i r e c t i o n 
taken by change provides some support f o r the idea that resistance i s 
more l i k e l y the greater the distance of the source of change from the 
person a f fec ted by the change. 

Although there were a number of d i f ferences m the way the four 
hospitals were a f fec ted by the move, there were also s i m i l a r i t i e s 
common to the whole Group. The new hospi ta l was l i k e l y to provide a 
much more impersonal working environment. But, looking at the whole 
group, i t was d i f f i c u l t to determine whether the commissioning of the 
new General Hospital should be considered a case of endogenous change 
or exogonous change. Both of the other nat ional changes which a f fec ted 
the Group were c l e a r l y exogonous changes. The way these changes 
impinged on the Group was through l e g i s l a t i o n which resul ted m changed 
s t ruc tu ra l patterns w i t h i n the Group. However, there were also new 
values that were i m p l i c i t m the Salmon reorganizat ion. I n p a r t i c u l a r , 
the appointment of a new 'generation' of nurses at the top of the 
organization resulted m a new in t e rp re t a t i on of the role of nurses 
working w i t h i n the Group. A new order was imposed upon the way 
decisions were made, p a r t i c u l a r l y m the implementation of Salmon 
and the nature of appointments to some of the more junior posts m 
the organization. We w i l l look m more d e t a i l at some of these 
appointments m the fo l l owing chapter. 
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5. CONCLUSIONS 

Since the ma jo r i ty of f ie ldwork m t h i s thesis has been carr ied 
out amongst nurses, the chapter has attempted to describe some of the 
wider aspects of hospi ta l nursing, as we l l as the spec i f i c circumstances 
of the Group of Hospitals m which these nurses worked. 

The evidence from a number of research studies suggests that 
hospi ta l nurses are not l i k e l y to react to organizational changes m 
the same way as other t r a d i t i o n a l professional groupings, and therefore , 
w i th the exception of higher anxiety l eve l s , they may be t rea ted as 
other non-professional groupings. So that the l i m i t a t i o n s on 
generalising from t h i s sample are more l i k e l y to be associated wi th 
demographic variables (age d i s t r i b u t i o n , mar i ta l status, e tc) rather 
than wi th any i n t r i n s i c features of the job of hospi ta l nursing. 

Three major changes were a f f e c t i n g the Hospital Group during 
the period when f ie ldwork was being carr ied out: Salmon reorganizat ion; 
1974 JJHS reorganizat ion; and the commissioning of a new General 
Hospi ta l . Although m some ways these changes were intermingled, i t 
was the l a t t e r change which was creat ing greatest anxiety amongst 
nurses at the ward l e v e l . Therefore t h i s pa r t i cu la r change has been 
used as the main focus of the survey reported m Part I I I of t h i s thes i s . 

The survey of nurses' views about the move to the new hospi ta l was 
carr ied out during a s ix week period approximately s ix months before the 
commissioning of the General Hospi ta l . I t therefore provides a cross-
sectional assessment of the way nurses were react ing to the an t i c ipa t ion 
of change throughout the Group. However, as pointed out m Part I of 
t h i s thesis , i t i s also necessary to make a long i tud ina l examination of 
organizational change. Hence the next chapter presents two case studies 
of organizational changes which were monitored over a longer period of 
t ime. (A t h i r d case study, of organizational change outside the NHS, 
is presented m Appendix I V ) . 
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C H A P T E R 7 

CASE STUDIES OP ORGANIZATIONAL CHANGE 

1. In t roduct ion 

2. Case Study I : Appointment of Senior Nursing 
O f f i c e r m a General Hospital 

3. Case Study I I : Appointment of Two Nursing 
Off ice rs m a Maternity Unit 

4. Analysis 
(a) Power and organizational boundaries 

(b) Coping and sponsorship 
( c ) Coping wi th f a i l u r e 

5« Conclusions 
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1 . INTRODUCTION 

The purpose of t h i s chapter i s to i l l u s t r a t e , develop and assess 
some of the ideas presented m Part I of the thes i s . The chapter i s 
based on two case studies of small-scale organizational changes which 
were monitored during t h e i r development by interviews and questionnaires. 
This par t i cu la r perspective seems most important i f the content of 
changing s i tua t ions , and the interact ions between people are to be 
examined. And t h i s i s seen to complement the survey approach adopted m 
the l a t t e r part of the thes is , which attempts to re la te reactions of 
individuals to various environmental circumstances. The case studies 
w i l l be followed by an analysis of the mam points emerging from them. 

The presentation of each case study w i l l be w i t h i n the general 
framework presented m Chapter 4 (Figure 4*3). This framework i s 
intended to describe the response of an ind iv idua l under s t r e s s f u l 
circumstances, i t has a sequential element, and i t therefore seems an 
appropriate s t a r t i n g point f o r bu i ld ing up a descr ip t ion of the various 
stages of organizational change. The basic features of t h i s model are 
as f o l l o w s : 

ENVIRONMENT <-

\ 
Primary Secondary ^ Coping 
Appraisal Appraisal 

f 
INDIVIDUAL 

Figure 7«1 Model of ind iv idua l threat appraisal and coping 

The mam dif ference between primary and secondary appraisal i s that 
the former i s based on an assessment of the harm-producing po ten t ia l of 
the threatening s i t u a t i o n , the l a t t e r i s based on an assessment of 
whether the s i t u a t i o n can be circumvented. I n the f i r s t case, the 
question asked may be "How much do I stand to win or l o se 9 " . I n the 
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second case the question asked may be "To what extent can my behaviour 
influence the outcome from th i s s i tua t ion?" . 

Secondary appraisal and coping are, m p r i n c i p l e , dist inguished 
by the fac t that secondary appraisal i s an assessment of the v i a b i l i t y 
of various coping s t ra tegies , whereas "coping" consists of those 
behaviours themselves. However, m prac t ice , as many psychologists 
have noted, the d i s t i n c t i o n may become meaningless, since the i n t en t ion 
can only be i n f e r r e d from the behaviour i t s e l f . Therefore m presenting 
these case studies, both secondary appraisal and coping w i l l be 
discussed simultaneously. 

The role of i nd iv idua l differences w i l l be examined extensively 
m Part I I I , and therefore we w i l l concentrate on the e f f e c t of the 
environment at t h i s stage. As suggested m e a r l i e r chapters, during 
periods of organizational change t h i s environment may be viewed as a 
combination of ex i s t i ng patterns, and expectations of changes m these 
patterns. The l a t t e r being indicat ions of the perceived value system 
w i t h i n the organizat ion. 

The two case studies focus around appointments made to senior 
posts m the group of hospitals described m the previous chapter. 
A t h i r d case study, presented m Appendix IV, i s drawn from a major 
redundancy s i t u a t i o n m an i n d u s t r i a l organizat ion. Although the 
s e t t i ng of t h i s case study is m a d i f f e r e n t context, the analysis 
of i t i s m some ways complementary to that e f fec ted m the two 
present cases. 

2. CASE STUDY I 

APPOrNTMEM1 OP SENIOR NURSING OFFICER IN A GENERAL HOSPITAL 

This pa r t i cu la r change was located at the l eve l of patterns w i t h i n 
the organizat ion. The matron of a hospi ta l had recent ly r e t i r e d and 
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The issue focussed on who would he appointed m her place. However, 
the t iming of the appointment coincided wi th two major changes occurring 
outside the boundaries of t h i s h o s p i t a l : the in t roduc t ion of 'Salmon', 
and the re—siting of the complete Group in to a new General Hospi ta l . 

For a number of months the departed matron's post had been deputised 
by the next most senior nurse m the hosp i t a l . One of the issues at stake 
was whether the post would be f i l l e d on the sen io r i ty p r i n c i p l e , by the 
'bes t ' ins ider , or by the best applicant m an open market. I f the 
post was f i l l e d by the deputy matron, the status quo would be maintained 
and no s i g n i f i c a n t pat tern change would occur; i f any other outcome 
took place, the patterns w i t h i n the organisation would be changing -
and the natur . of t h i s change would be ind ica t ive of the new dominant 
value system m the organisation. In t h i s case the analysis may 
therefore be more appropriate at the l eve l of values. 

Since most of the s i g n i f i c a n t factors and the f i n a l decision making 
were located outside t h i s organisational u n i t , we may regard t h i s as a 
case of exogenous change. The mam people involved m t h i s s i t u a t i o n , 
and t h e i r formal statuses are indicated below m Figure 7-2. 

C.N.O. 

HOSPITAL G. 

Pr inc ipa l Nursing 
O f f i c e r 

Matron ( r e t i r e d ) | 

Deputy Matron 
(Mr. Jones) 

Admin Sister 
(Mrs. Cook) 

Admm Sister 
(Mrs. Williams) 

m — f i f i t M 
WardSisters 

Figure 7-2: Senior Posts m Hospital C. 
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The f o l l o w i n g sections are based on the accounts given by the main 
pro t a g o n i s t s m the s i t u a t i o n . I n t e r v i e w s were he l d both before and 
a f t e r appointments were made. 

(a ) Immediate S i t u a t i o n 
The Senior Nursing O f f i c e r ( S u r g i c a l ) was t o be one of the key 

appointments m the r e s t r u c t u r e d Group. Although the post was f o r m a l l y 
designated over a u n c t i o n a l area of r e s p o n s i b i l i t y , i t was envisaged 
t h a t the person appointed would also be r e q u i r e d t o adopt a caretaker 
r e s p o n s i b i l i t y on a geographical basis f o r H o s p i t a l s B and C u n t i l the 
move i n t o the General H o s p i t a l took place. 

Since the r e t i r e m e n t of the l a s t Matron, Mr. Jones had been a c t i n g 
as head of the h o s p i t a l where he had served f o r 17 years. Although 
t h i s d i d not a u t o m a t i c a l l y q u a l i f y him f o r a s s i m i l a t i o n t o the S.N.O. 
post he was seen as being the senior of the three a p p l i c a n t s . 
Therefore, f a i l u r e t o be appointed would be seen as v i r t u a l demotion 
while appointment was a n t i c i p a t e d as l i t t l e more than a c o n t i n u a t i o n 
of the s t a t u s quo. 

S i s t e r Cook was the next m l i n e of s e n i o r i t y , but had not a p p l i e d 
f o r the post because she knew t h a t Mr. Jones had a p p l i e d . I n her case 
i t was e s s e n t i a l f o r her t o maintain some employment since her husband 
was d i s a b l e d and dependent on her. Therefore, while not having any 
expectations of promotion she was concerned at the p o s s i b i l i t y of S i s t e r 
Williams being o f f e r e d the post as she d i d not t h i n k she would be able 
t o work under her e x i s t i n g j u n i o r . 

S i s t e r Williams on the other hand was younger than e i t h e r of the 
other two and very d e f i n i t e l y the "odd man out". I n s p i t e of 
s u b s t a n t i a l a d m i n i s t r a t i v e experience abroad, she was l e f t w i t h no 
i l l u s i o n s of her j u n i o r s t a t u s m the t r i o when she a r r i v e d at the 
h o s p i t a l s i x months p r e v i o u s l y . However, s i g n i f i c a n t l y , she had been 
asked t o apply f o r the post by the P.N.O. of the General Nursing 
D i v i s i o n . 
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( b ) Primary Appraisal and Coping 
To Mr. Jones the s i t u a t i o n was p a r t i c u l a r l y t h r e a t e n i n g . I n s p i t e 

of some misgivings about h i s a b i l i t y t o handle the post, he saw the 
S.N.O. job as the "crowning achievement" of h i s career. But he was 
r e a l i s t i c m assuming t h a t he was u n l i k e l y t o be appointed. He was 
most a f r a i d t h a t S i s t e r Williams would be appointed, but he also 
considered t h i s most l i k e l y . As he sa i d , "you can't h e l p g a t h e r i n g what 
i s going on by nuances". There were also several other possible outcomes 
which posed various degrees of t h r e a t t o him, but he considered i t most 
u n l i k e l y t h a t he h i m s e l f would be appointed t o the post. 

No wonder t h a t Mr. Jones was showing considerable signs of s t r a i n 
when in t e r v i e w e d (he t a l k e d f o r over 90 minutes before answering the 
f i r s t q u e s t i o n ) . Apart from the expectations t h a t he f e l t the other 
s t a f f m the h o s p i t a l h e l d of him, the s i t u a t i o n was made worse by the 
f a c t t h a t h i s own w i f e was a ward s i s t e r m the same h o s p i t a l . 
Nevertheless he appeared w i l l i n g t o t a l k about h i s s i t u a t i o n t o most 
people except S i s t e r W i l l i a m s . He was also s u f f e r i n g somewhat from the 
le n g t h of time t h a t the post had been pending: "They should have been 
more honest r i g h t at the beginning - more c o u n s e l l i n g - t e l l i n g people 
s t r a i g h t away what they were going t o get remove u n c e r t a i n t y . " 

Being s l i g h t l y lower m the h i e r a r c h y , f o r S i s t e r Cook the 
appointment of a t o t a l o u t s i d e r would have be^n the most acceptable 
compromise, since she had not a p p l i e d f o r the post h e r s e l f . Otherwise 
her assessment of the s i t u a t i o n was s i m i l a r t o t h a t of Mr. Jones. She 
f e l t t h a t Mr. Jones* chances of g e t t i n g the post were "very s l i m " , and, 
being able t o stand s l i g h t l y back from the arena saw the o v e r a l l scene 
as a c o n f r o n t a t i o n between o l d and new: "the o r g a n i s a t i o n supports young 
people because young ones are at the t o p " . 

She reported t a l k i n g q u i t e f r e e l y t o both the others about the 
s i t u a t i o n , although she f e l t t h a t Mr. Jones was "so tense now he 
r e a l i s e s how insecure he i s . " For her own part she found h e r s e l f 
w orrying when she was not too busy but she " u s u a l l y t r i e d now t o dwell 
on i t too much". 
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To S i s t e r Williams the s i t u a t i o n was c l e a r l y not t h r e a t e n i n g . 
She considered i t v i r t u a l l y c e r t a i n t h a t she would get the job and was 
confident of her a b i l i t y t o handle i t . Moreover a f t e r having f l e t 
r a t h e r unwelcome f o r the previous few months she f e l t t h a t the 
e x i s t i n g system was due f o r a change. 

A number of processes are apparent at t h i s stage. A l l three 
( c e n t r a l f i g u r e s seem t o have made r a p i d assessments of the probable 
outcome of the appointment d e c i s i o n , and these p r e d i c t i o n s were evaluated 
m terms of how much the i n d i v i d u a l stood t o win or l o s e . Whereas 
the s i t u a t i o n was evaluated p o s i t i v e l y by S i s t e r W i l l i a m s , both of the 
others were very anxious. Judging by t h e i r r e a c t i o n s t o the i n t e r v i e w e r 
and other r e p o r t s of t h e i r behaviour, Mr. Jones was considerably more 
anxious than S i s t e r Cook, since the s i t u a t i o n was o b j e c t i v e l y more 
t h r e a t e n i n g t o him. 

( c ) Secondary Appraisal and Coping 
The i n t e r v i e w s w i t h the three nurses took place about three weeks 

a f t e r a p p l i c a t i o n s had been handed m, and by t h i s time there was a 
f e e l i n g t h a t the appointment was a f a i t accompli. For example, Mr. 
Jones considered t h a t i t was "not very easy t o do anything - because 
the Group i s obsessed w i t h the Cult of Youth - and you can't i n f l u e n c e 
age .... They would p r e f e r someone t o t a l l y devoid of ideas who they 
can c o n d i t i o n . " S i m i l a r l y the other two would not admit t o having any 
i n f l u e n c e on the s i t u a t i o n once the b a l l had been set m motion. 

There may be a l o t of t r u t h m the assumption t h a t t h i s appointment 
was already determined w e l l m advance and t h a t the s e l e c t i o n procedure 
was merely a r i t u a l . But what i t does obscure i s the way t h a t personal 
images are b u i l t up over long periods of time through constant 
i n t e r a c t i o n w i t h others at work. 

Mrs. Williams was c l e a r l y seen by the Group A d m i n i s t r a t i o n as the 
r e p r e s e n t a t i v e of the "New Nurse". She also appeared t o have some 
support from ward s i s t e r s who were unhappy at the way the h o s p i t a l was 
being run. Mr. Jones became the r e p r e s e n t a t i v e of t r a d i t i o n and of an 
establishment t h a t was not p a r t i c u l a r l y e f f i c i e n t . A s e n s i t i v e and 
c u l t u r e d man, ne had f o r a number of years been m the i n v i d i o u s p o s i t i o n 
of being deputy t o a strong-minded female matron, and ended the i n t e r v i e w 
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on a p l a i n t i v e note: " I am the v i c t i m of circumstances ... and these 
are being h e l d against me ... I'm not given a chance". S i s t e r Cook had 
adopted the r o l e of go-between as she had not a p p l i e d f o r the post h e r s e l f 
and t a l k e d f r e q u e n t l y t o the others about the s i t u a t i o n . At the same time 
she was aware t h a t she had been type-cast as one of the establishment and 
t h i s s t e r e o t y p i n g was echoed by her comments about people "jumping up"; 
she also commented t h a t the Group A d m i n i s t r a t i o n were t r y i n g t o by-pass 
the c o r r e c t order of status m the h o s p i t a l (by v i s i t i n g wards without 
n o t i f y i n g her when she was the duty a d m i n i s t r a t i v e s i s t e r ) . 

(d) Aftermath 
As a n t i c i p a t e d by a l l i n v o l v e d S i s t e r Williams was appointed t o the 

S-.H.O. post. 0 S i s t e r Cook l e f t the Group almost immediately and was not 
a v a i l a b l e f o r i n t e r v i e w . On the other hand Mr. Jones stayed on at the 
h o s p i t a l f o r several months h e l p i n g Kirs. Williams s e t t l e i n t o her new 
job. When in t e r v i e w e d a month a f t e r the appointment he was s t i l l m the 
process of adapting t o the new st a t u s quo but he was also afare o f the 
e f f e c t of the long p r e p a r a t i o n p e r i o d before the appointments took place: 
" I t was very d i s a p p o i n t i n g but ... expectation cushioned the shock of the 
trauma." His a t t i t u d e s towards the new s i t u a t i o n were ambivalent. Thus 
on one hand: "There were a l o t of bad t h i n g s m the o l d days ... I t h i n k 
there are a l o t of good i n t e n t i o n s here now." On the other hand: " I t ' s 
more a u t h o r i t a r i a n now and there i s more resentment t o c r i t i c i s m . " 

At the same time i t was no t i c e a b l e t h a t he had become much more 
o b j e c t i v e about h i s own s i t u a t i o n . The career disappointment had made 
him r e a l i s e t h a t he should have moved on at l e a s t t e n years ago i f he 
was t o have advanced h i m s e l f . But i t had also forced him t o look 
forward and outside - so t h a t he no longer f e l t f r u s t r a t e d and blocked. 
Mr. Jones subsequently took a post as Nursing O f f i c e r m another Group. 

Mrs. Williams r a p i d l y became accepted m her new r o l e although being 
given considerable support by the Group A d m i n i s t r a t i o n and by Mr. Jones. 

(&) Conclusions 
A number of important p o i n t s emerge from t h i s case study. F i r s t l y 
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i t was not i c e a b l e t h a t a l l three o f the c e n t r a l f i g u r e s had very c l e a r 
and accurate assessments o f what was going t o happen, although the l e a s t 
accurate assessment was produced by Mr. Jones (who was under most 
pressure and s t i l l hoped t h a t he would get the j o b ) . I n terms of the 
t h e o r e t i c a l model, t h i s suggests t h a t they were a l l avare of the new 
dominant value system m the H o s p i t a l Group, and hence of the d i r e c t i o n 
t h a t p a t t e r n changes would take. Secondly the i n a b i l i t y of the 
i n t e r v i e w s t o i d e n t i f y s p e c i f i c evidence of secondary a p p r a i s a l i s most 
l i k e l y t o be due t o the extreme s u b t l e t y and s e n s i t i v i t y o f such 
a c t i v i t y p a r t i c u l a r l y when more of the p r i n c i p a l p a r t i c i p a n t s had any 
d i r e c t access t o the d e c i s i o n making process. Coping behaviour was 
e s s e n t i a l l y o f a r e a c t i v e nature before the appointment was made. 
T h i r d l y , there were considerable d i f f e r e n c e s m coping p a t t e r n s before 
and a f t e r the appointment was made. I n S i s t e r Cook's case she appeared 
t o be coping w i t h the s i t u a t i o n r e l a t i v e l y w e l l , by t a l k i n g t o people when 
she needed t o , and otherwise by g e t t i n g on w i t h her work. A f t e r the 
appointment had been made she reacted very s t r o n g l y and immediately 
resigned her post. Mr. Jones, who was under most d i r e c t t h r e a t , and who 
also appeared under greatest s t r e s s before the appointment appeared 
remarkably calm afterwards, and was m some ways p o s i t i v e about the change. 
Although the d i f f e r e n c e s m the r e a c t i o n s o f these two i n d i v i d u a l s may be 
explained m terms of sexual or s i t u a t i o n a l d i f f e r e n c e s , i t a l s o suggests 
t h a t p r e p a r a t o r y a n x i e t y a s s i s t s m subsequent adjustment a f t e r a 
damaging c o n f r o n t a t i o n . 

3. CASE STUDY I I 

APPOINTMENT OF TWO NURSING SISTERS IE A MATERNITY UNIT 
A m a t e r n i t y u n i t had already been e s t a b l i s h e d m one wing of the 

new General H o s p i t a l . I t was headed by a P r i n c i p a l Nursing O f f i c e r 
who reported t o the C.N.O. and Six Departmental S i s t e r s r e p o r t e d 
d i r e c t l y t o the P.N.O. The i m p o s i t i o n of Salmon r e q u i r e d the c r e a t i o n 
of two Nursing O f f i c e r posts who would provide an intermediate l a y e r 
between the r e c e n t l y appointed Senior Nursing O f f i c e r and the 
Departmental S i s t e r s . (See F i g . 7»3). 



143. 

Chief Nursing 
O f f i c e r (CNO) 

MATERNITY UNIT 

P r i n c i p a l Nursing 
O f f i c e r (PNO) 

Senior Consultant 

Senior Nursing 
O f f i c e r (SNO) 

Consultant A 

Consultant B 

I I 
Departmental 
S i s t e r s : Ackroyd Brooks Cooper Dobson Edwards Fryer 

Nurses 

Figure 7«3 Senior Nursing S t r u c t u r e before appointments 
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I n t h i s case the Chief Nursing O f f i c e r had made i t c l e a r t h a t the 
d e c i s i o n about appointments was t o be made by the P.N.O. However, i t 
was not c l e a r whether the Senior Consultant would play a major part 
m the appointments. Formerly h i s i n f l u e n c e would be very g r e a t , and 
i t was assumed t h a t he would be a member of the a p p o i n t i n g committee on 
t h i s occasion. Thus, m theory, the change was t o be endogenous 
since the p r i n c i p a l p a r t i c i p a n t s and the d e c i s i o n making were i n t e r n a l 
t o t h i s u n i t . The mam focus of change was at the l e v e l o f p a t t e r n s , 
since i t concerned changes m the o r g a n i z a t i o n a l s t r u c t u r e . 

The case d i f f e r s from the previous one since i t i s on a l a r g e r 
s c a l e . I t also covers the actions of those who were powerful members 
of the o r g a n i z a t i o n , or those who had d i r e c t access t o such powerful 
people. This centred on the c o n f l i c t between the n u r s i n g f u n c t i o n and 
the medical f u n c t i o n . Although nurses had t r a d i t i o n a l l y been subordinate 
t o d o ctors, they were now only subject t o them m c l i n i c a l d e c i s i o n s , 
and both nurses and doctors were now accountable t o the D i s t r i c t 
Management Committee. 

(a ) I n i t i a l S i t u a t i o n 
The proposed Salmon s t r u c t u r e f o r the Group had been c i r c u l a t e d 

a year p r e v i o u s l y , and i t was immediately obvious t h a t m t h i s u n i t 
there would be two Nursing O f f i c e r posts w i t h s i x possible contenders. 
Most people i n v o l v e d recognised t h a t one of the Departmental S i s t e r s , 
Dobson, was almost c e r t a i n t o take one of these posts since she had 
exceptional q u a l i f i c a t i o n s and was acknowledged t o be very competent 
m running her department. Two of the other Departmental S i s t e r s 
were u n l i k e l y t o apply: Edwards already f e l t t h a t she had q u i t e enough 
r e s p o n s i b i l i t y m her present r o l e , and was not i n t e r e s t e d m 
promotion; Fryer was preoccupied w i t h personal problems at home, so 
was not keen f o r any more r e s p o n s i b i l i t y . I n e f f e c t t h i s l e f t t hree 
contenders f o r one Nursing O f f i c e r post (Ackroyd, Brooks and Cooper). 

( b ) Primary Appraisal and Coping 
A f t e r the i n i t i a l c i r c u l a t i o n of the new Salmon s t r u c t u r e t h e re was 
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a b r i e f p e r i o d while Departmental S i s t e r s discussed amongst themselves 
what would happen. W i t h i n a few weeks the matter had become taboo 
and was never, f o r example, r a i s e d at u n i t meetings. Most of the 
people i n v o l v e d had worked out what they wanted and what was l i k e l y t o 
happen: the l i n e s had been defined and the b a r r i e r s drawn up. 

S i s t e r Ackroyd was very keen t o get the job both because she had 
a husband t o support, but a l s o , as one c y n i c a l observer remarked, 
"because she needs i t f o r her ego". She was not very confident o f her 
chances, although she was aware o f the f a c t t h a t she had the support 
of the P.U.O. For her p a r t , the P.N.O. was q u i t e open about her 
preference f o r Ackroyd, and j u s t i f i e d her p o s i t i o n on the grounds 
tha't "she has t a c t and l o y a l t y t o the o f f i c e and does not grumble . . . 
the (Nursing O f f i c e r ) w i l l have t o be able t o act w i t h t a c t ... you 
need somebody who knows what they are doing". On the other hand 
Ackroyd's r e l a t i o n s w i t h the Senior Consultant were poor, and i t was 
probable t h a t he would exert h i s i n f l u e n c e f o r one of the other 
candidates. 

S i s t e r Brooks was also keen t o get the j o b . She had a good 
r e p u t a t i o n m her present post, but i t was possible t h a t t h i s might 
work against her since the maintenance of good r e l a t i o n s h i p s w i t h 
e x t e r n a l doctors was considered e s s e n t i a l t o the o p e r a t i o n of the 
G.P. ward where she worked. At a personal l e v e l she d i d not have 
any p a r t i c u l a r support from the c o n s u l t a n t s , and was known t o have 
f a l l e n out w i t h the P.N.O. m the past. 

S i s t e r Cooper was one of the more experienced nurses m the u n i t . 
She was something of a loner but very f r i e n d l y w i t h the senior 
consultant (she had not had t o be int e r v i e w e d f o r her present job as 
t h i s consultant had brought her w i t h him from h i s l a s t h o s p i t a l ) . 
S i s t e r Cooper gave h e r s e l f the highest chances o f g e t t i n g the 
remaining post " i f j u s t i c e p r e v a i l s " . U n f o r t u n a t e l y t h i s background 
had brought her i n t o c o n f l i c t w i t h the P.N.O. who considered her 
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r a t h e r dogmatic and high-handed. The c o n f l i c t had come t o a head over 
Cooper's mother, who had s u f f e r e d a long t e r m i n a l i l l n e s s . Prom the 
P.N.O's s i d e : "She would come m and announce t h a t she was t a k i n g the 
afternoon o f f t o take her mother somewhere - and wouldn't bother t o 
ask i f i t was a l l r i g h t . " Prom S i s t e r Cooper's s i d e : "(The P.N.O. was 
very unsympathetic when my mother was i l l . When she died she d i d n ' t 
even say t h a t she was s o r r y 

However, the P.N.O. h e r s e l f also found the s i t u a t i o n q u i t e 
t h r e a t e n i n g . She was being brought i n t o d i r e c t c o n f r o n t a t i o n w i t h the 
Senior Consultant; e i t h e r she would have t o stand up t o the consultant 
or else she would have t o accept the appointment of a subordinate w i t h 
whom she might have much d i f f i c u l t y m working. Being one of the few 
senior members o f the o l d h i e r a r c h y appointed i n t o Salmon posts, she 
was having her own problems m adapting t o her new r o l e . She f r e q u e n t l y 
t a l k e d about the pressure she was under, saying t h a t she was "very 
confused by i t a l l " . I t was also remarked on by two of the S i s t e r s 
t h a t d u r i n g t h i s p e r i o d she was becoming v i r t u a l l y incapable of making, 
and s t i c k i n g t o , a d e c i s i o n . 

( c ) Secondary Appraisal 
The p e r i o d between announcement o f the new Salmon s t r u c t u r e and 

appointment became one o f c o n s o l i d a t i o n f o r the mam p r o t a g o n i s t s . 
Since none o f the three mam contenders were able t o i n f l u e n c e the 
s i t u a t i o n d i r e c t l y , t h i s c o n s o l i d a t i o n took the form of strengthening 
the support from i n d i v i d u a l "sponsors". At t h i s stage S i s t e r Brooks was 
l e f t behind m the race which developed i n t o a c o n f r o n t a t i o n between 
P.N.O. and Senior Consultant. But while the Senior Consultant only 
received mixed support from h i s colleagues, the P.N.O. received s t r o n g 
support from the Chief Nursing O f f i c e r , who was t o t a l l y opposed t o the 
idea of medical s t a f f i n t e r f e r i n g m n u r s i n g a d m i n i s t r a t i o n . 

C o n f r o n t a t i o n came t o a head when the Consultant t o l d the P.N.O. 
t h a t he wanted Cooper appointed and would only accept Ackroyd "Over h i s 
dead body". The P.N.O. f e l t t h a t the Consultant had been prompted t o do 
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t h i s by S i s t e r Cooper, and as an attempt at c o n c i l i a t i o n the C.N.O. 
saw the Consultant t o e x p l a i n why she f e l t t h a t Ackroyd should be 
appointed. U n f o r t u n a t e l y t h i s conversation was then rel a y e d by th,e 
Consultant t o Cooper, and r a p i d l y spread around the M a t e r n i t y U n i t . The 
C.ET.O. was most annoyed at t h i s i n d i s c r e t i o n which she i n t e r p r e t e d as 
a gross breach o f confidence. 

Up t o t h i s time i t had been intended t h a t the a p p o i n t i n g committee 
should consist o f the P.N.O., two S.N.Os. from the Unit and the Senior 
Consultant. However, i t was now c l e a r t h a t an e x t e r n a l assessor would 
be e s s e n t i a l , and the Consultant suggested a f r i e n d of h i s f o r the job . 
This proposal was unacceptable t o the P.N.O., who put forward three 
a l t e r n a t i v e names. The C.H.O. chose one of the l a t t e r as e x t e r n a l 
assessor - a P.N.O. from outside the Region. 

(d ) Aftermath 

I t appears t h a t the e x t e r n a l assessor had the c r u c i a l r o l e m 
the s e l e c t i o n committee. She had been provided w i t h r e l e v a n t i n f o r m a t i o n 
before the meeting and, according t o the P.H.O., had also come t o a 
de c i s i o n beforehand - which coincided w i t h her own. Ackroyd was du l y 
appointed against the wishes of the c o n s u l t a n t . 

The consultant was extremely b i t t e r about t h i s appointment and 
e n l i s t e d the support of the two j u n i o r consultants of the u n i t m a 
complaint t o the C.N.O. By t h i s stage the s i t u a t i o n had become so 
s e n s i t i v e t h a t i t was necessary f o r the researcher t o withdraw 
t e m p o r a r i l y from t h i s H o s p i t a l . However, subsequent i n v e s t i g a t i o n 
suggested t h a t the two nurses who were not appointed reacted m very 
d i f f e r e n t ways. S i s t e r Cooper, who had been supported by the consultant 
and who was th e r e f o r e m the centre of the controversy, was re p o r t e d t o 
have accepted her f a i l u r e very w e l l . As the P.N.O. commented some weeks 
l a t e r "Cooper has been q u i t e co-operative r e c e n t l y - she came t o the 
meeting o f S i s t e r s c t f i d was q u i t e O.K." On the 'other hand, S i s t e r Brooks, 
who had no p a r t i c u l a r sponsor and who had never r e a l l y been m the 
running, was rep o r t e d t o have become 'quite emotional' about the s i t u a t i o n . 
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(e ) Conclusions 
On the basis o f discussions w i t h senior s t a f f o f the M a t e r n i t y 

Unit d u r i n g the period before appointments were made i t was possible 
t o draw up a l i s t of the q u a l i t i e s upon which the candidates might be 
judged. An assessment o f the q u a l i t i e s possessed by each candidate i s 
i n d i c a t e d m Figure 7«5« These were formulated a f t e r i n t e r v i e w s w i t h 
the candidates themselves and through cross-checking w i t h other people 
i n v o l v e d m the s i t u a t i o n . A i n d i c a t e s t h a t possession o f a 
p a r t i c u l a r q u a l i t y may be considered a s t r e n g t h ; a *-* i n d i c a t e s an 
absence, which may be considered a weakness. 

CRITERIA 

A d m i n i s t r a t i v e experience 
C l i n i c a l experience 
A d d i t i o n a l q u a l i f i c a t i o n s 
Competence on ward 
P o p u l a r i t y w i t h peers 
Compatible w i t h P.N.O. 
Compatible w i t h Consultant 

CANDIDATE 

Ackroyd Brooks Cooper Dobson 
+ + 

+ + 
- + 

+ 
-? +? 
+ - -

Figure 7«5 Q u a l i f i c a t i o n s of candidates f o r P.N.O. Jobs 

Of the f o u r candidates, Dobson was considered by a l l i n v o l v e d t o be 
outstanding due t o a d d i t i o n a l q u a l i f i c a t i o n s and acknowledged competence 
on the ward. She was expected t o ob t a i n one of the posts, and she d i d so 
Ackroyd and Cooper were roughly matched, while Brooks appeared weaker, 
p a r t i c u l a r l y since she d i d not have a good r e l a t i o n s h i p w i t h e i t h e r o f 
the powerful people m the u n i t . Although there were d i f f e r e n c e s 
between Ackroyd and Cooper, i t was a n t i c i p a t e d t h a t the c r u c i a l 
element was m the i d e n t i t y of t h e i r sponsors. 

I n discussions w i t h the Departmental S i s t e r s before appointments 
were made, a l l s i x had p r e d i c t e d t h a t Cooper would get the second 
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Nursing O f f i c e r post. The f a c t t h a t they were a l l wrong suggests t h a t 
there was a major s h i f t m the power d i s t r i b u t i o n m the M a t e r n i t y Unit 
over t h i s p e r i o d . Whereas medical s t a f f had p r e v i o u s l y had a de c i s i v e 
voice m a l l major d e c i s i o n s , t h i s was a cle a r instance of n u r s i n g 
s t a f f making t h e i r own decisions m a d m i n i s t r a t i v e matters. 

This p a r t i c u l a r change may t h e r e f o r e be viewed at three d i f f e r e n t 
l e v e l s : 

- a new appointment was made; 
- the appointment was made on new c r i t e r i a ; 
- a new value system was e s t a b l i s h e d . 

Under normal circumstances the new appointment would have been made 
withou t any change m c r i t e r i a . This would have been a p a t t e r n change 
at a low l e v e l (a new person h o l d i n g an a d m i n i s t r a t i v e p o s t ) , but other 
higher l e v e l p a t t e r n s would not have been changed ( t h e type of person 
appointed). Conversely, a knowledge of e x i s t i n g p a t t e r n s m the 
o r g a n i z a t i o n would have aided m the p r e d i c t i o n o f who would be 
appointed t o the post. This i s the mam poin t o f P r o p o s i t i o n I I I . 

I n the f i r s t case study, people got t h e i r p r e d i c t i o n s r i g h t because 
the c r i t e r i a had already been changed. There was no doubt about who 
was m c o n t r o l of the s i t u a t i o n . I n t h i s case people got t h e i r 
p r e d i c t i o n s wrong because the c r i t e r i a were m the process of being 
changed. The o l d c r i t e r i a would have included c l i n i c a l e x p e r t i s e and 
l o y a l t y t o the Consultant; the new c r i t e r i a would include a d m i n i s t r a t i v e 
experience and l o y a l t y t o the n u r s i n g f u n c t i o n . At t h i s p o i n t i t i s 
necessary t o r e f e r t o the debate m Chapters 2 and 3 about the 
d i s t i n c t i o n between pat t e r n s and values. The conventional view, which 
postulates a d i r e c t correspondence between pat t e r n s and values would say 
t h a t the change i n p a t t e r n s (new c r i t e r i a ) was d i r e c t l y r e l a t e d t o the 
change m values (emphasis on a d m i n i s t r a t i v e r a t h e r than c l i n i c a l 
e x p e r t i s e ) . The a l t e r n a t i v e view suggested by P r o p o s i t i o n IV i s t h a t 
a s i n g l e dominant value i s i n d i c a t e d by a change m p a t t e r n s . I n t h i s 
case the value system mignt be the need t o 'manage' the fu n c t i o n s of 
the h e a l t h s e r v i c e , so t h a t the c l i n i c a l a c t i v i t i e s would have become 
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subordinate t o t h i s g oal. Thus, m the f i r s t i n t e r p r e t a t i o n the 
l v a l u e s ' become v i r t u a l l y i n d i s t i n g u i s h a b l e from p a t t e r n s ; m the 
second i n t e r p r e t a t i o n the new values would suggest t h a t t h i s change 
m patterns i s probable, and i t would also suggest the l i k e l i h o o d of 
other changes m p a t t e r n s . For example one would then a n t i c i p a t e the 
establishment o f t i g h t e r f i n a n c i a l c o n s t r a i n t s or the emergence of other 
semi-autonomous p r o f e s s i o n a l groups w i t h i n the N.H.S. A l l o f these have 
taken place. 

Hence the l a t t e r d e f i n i t i o n seems t o be u s e f u l both m c l a r i f y i n g 
the d i f f e r e n c e between values and p a t t e r n s , and also m enabling the 
observer t o generalise p r e d i c t i o n s considerably beyond t h i s s p e c i f i c 
instance. With reference t o the c h a r a c t e r i s t i c s of a good theory l a i d 
down at the beginning of Chapter 2, the n o t i o n of d i f f e r e n t i a l r a t e s of 
change provides both a s i m p l i f i c a t i o n and an o p p o r t u n i t y t o move beyond 
d i r e c t observation w i t h i n the context of small scale o r g a n i z a t i o n a l 
change. 

The evidence here also provides some support f o r the views 
expressed m Hypothesis 1: t h a t there i s no causal r e l a t i o n s h i p 
between values and p a t t e r n s since they are merely d i f f e r e n t types of 
d e s c r i p t i o n o f the same s o c i a l process. 

4. ANALYSIS 

(a) Power and Organizational Boundaries: 
By a t t e m p t i n g t o change or maintain various patterns w i t h i n the 

o r g a n i z a t i o n , the c o n f l i c t between the P.N.O. and the Senior Consultant 
may be seen as one of a t t e m p t i n g t o e s t a b l i s h the dominant values m 
the o r g a n i z a t i o n . Once such values have been e s t a b l i s h e d m an 
o r g a n i z a t i o n they tend t o possess s u f f i c i e n t i n e r t i a t o remain s t a t i c 
u n t i l another group obtains s u f f i c i e n t power t o change them. However, 
t h i s s e c t i o n w i l l not look at the concepts of power and change, but at 
the s t r a t e g i e s adopted by d i f f e r e n t p r o t a g o n i s t s m the power c o n f l i c t . 
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The second case study i s s i m i l a r t o the f i r s t one m t h a t the 
need f o r some change (new a d m i n i s t r a t i v e s t r u c t u r e ) had emerged from 
outside the system, but (beyond t h i s ) i t d i f f e r s since the d e c i s i o n 
was t o be taken w i t h i n the M a t e r n i t y U n i t . Thus, while the former case 
i s an example of exogenous change the l a t t e r case appears t o be an 
example of endogenous change. 

The d e c i d i n g f a c t o r between the P.N.O. and the Consultant was 
t h e i r a b i l i t y t o manipulate the boundaries o f the system. The P.N.O. 
was able t o o b t a i n a l o t of support from the C.N.O. outside t h i s u n i t : 
both moral support f o r the l i n e she was t a k i n g , and a c e r t a i n amount of 
d i r e c t pressure t h a t could be ap p l i e d on the Consultant. However, the 
c r i t i c a l p o i n t was the s e l e c t i o n of the e x t e r n a l assessor. The C.N.O. 
was able t o make t h i s d e c i s i o n m favour o f the P.N.O., and t h e r e f o r e 
the r i g h t s o f the n u r s i n g f u n c t i o n t o manage i t s own boundary was 
est a b l i s h e d . Through e s t a b l i s h i n g t h e i r r i g h t t o decide who might be 
temporally included w i t h i n the system the seni o r nurses also ensured 
c o n t r o l over decisions w i t h i n the system. 

Thus, t o r e t u r n t o Chapter 5» t h i s provides some support f o r three 
o f the hypotheses. F i r s t l y , i t shows t h a t the d e c i s i o n about whether 
t o t r e a t an o r g a n i s a t i o n p r i m a r i l y as a closed or an open system w i l l 
depend on whether the main l o c a t i o n of power i s i n t e r n a l or e x t e r n a l , 
and furthermore, t h a t t h i s w i l l be re l e v a n t only t o those areas over 
which t h i s power may be exercised. When power i s p r i m a r i l y l o c a t e d 
w i t h i n the system t h i s i mplies t h a t i t i s also possible t o exclude 
e x t e r n a l sources of power. Secondly, the appeal t o outsiders (C.N.O. 
and e x t e r n a l assessor) may be seen as an attempt by those w i t h i n the 
or g a n i s a t i o n t o strengthen t h e i r p o s i t i o n s . The success o f the P.F.O. 
m determining which outsiders might be brought i n t o the o r g a n i s a t i o n 
i s m i t s e l f a m a n i f e s t a t i o n of the power t h a t she had m t h i s s i t u a t i o n . 
(Hypothesis 3)« F i n a l l y , there i s t e n t a t i v e support f o r the idea t h a t 
the d e f i n i t i o n o f a problem also tends t o include the desired d i r e c t i o n 
of p a t t e r n change, and hence the values espoused by the person making 
the d e f i n i t i o n (Hypothesis 2 ) . The consultant would have defined the 
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problem as one of assessing c l i n i c a l competence; the P.N.O. defined i t 
as one of assessing a d m i n i s t r a t i v e competence. 

(b) Coping and Sponsorship 
The above disc u s s i o n r e l a t e s mainly t o those members of the 

o r g a n i s a t i o n whose s t r u c t u r a l p o s i t i o n gives them a s i g n i f i c a n t amount 
of power; but how do other members of the o r g a n i s a t i o n cope w i t h t h i s ? 
I n the f i r s t place, f o r those who are able t o exert any pressure on the 
s i t u a t i o n , the main s t r a t e g y employed i s t o o b t a i n the support o f those 
who do possess power. However, i t seems u n l i k e l y t h a t t h i s i s a d e l i b e r a t e 
s t r a t e g y since the support o f 'sponsors' seems t o be more fundamental m 
i t s o r i g i n s . Thus S i s t e r Cooper had o r i g i n a l l y been brought t o the 
M a t e r n i t y Unit by the Consultant, and was already i d e n t i f i e d w i t h h i s 
camp. S i s t e r "Williams had apparently not sought out the support of the 
P.H.O. before the appointment arose, and m f a c t , appears t o have been 
sought out by the P.N.O. h e r s e l f . I n these cases the r e l a t i o n s h i p 
between sponsor and protege emerged as one of mutual advantage. Each 
of these j u n i o r nurses s u i t e d the s t y l e t h a t the senior nurse was 
anxious t o s u s t a i n ; t o the extent t h a t they would be l i k e l y t o support 
her own l i n e , the senior nurse would be prepared t o f u r t h e r t h e i r 
i n t e r e s t s . Thus there seems t o be two elements i n t h i s type o f 
exchange r e l a t i o n s h i p : a mutual c o m p a t a b i l i t y and a s i t u a t i o n where some 
advantage can be gained by both p a r t i e s . I n the case of Cooper, m 
p a r t i c u l a r , t h i s type of r e l a t i o n s h i p was most l i k e l y t o be sustained 
at a personal l e v e l . 

For those who have n e i t h e r power, nor access t o power, tne 
a l t e r n a t i v e s are much more l i m i t e d . This would apply t o Mr. Jones and 
S i s t e r Cook m the f i r s t Case Study and t o S i s t e r Brooks m the second 
Case Study. Opportunities f o r coping were r e s t r i c t e d t o o b t a i n i n g 
support from peers and t o t a l k i n g through the s i t u a t i o n w i t h anyone who 
was i n t e r e s t e d . Although some p h y s i c a l withdrawal might be a n t i c i p a t e d 
at t h i s stage there was no evidence o f absenteeism on the part o f these 
three nurses. 
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These two case studies support the view expressed m Hypothesis 4, 
t h a t any a c t i v e attempts t o i n f l u e n c e the s i t u a t i o n w i l l be dependent 
on t h e i r access t o power. The p o i n t s noted m these two case studies 
are summarised m the model m Figure 7.6. 

P o t e n t i a l l y t h r e a t e n i n g 
s i t u a t i o n 

Have power 

/ 
Develop 
c o a l i t i o n s 
T I 
Impose own 
d e f i n i t i o n 
on s i t u a t i o n 

Search f o r o p p o r t u n i t i e s 
t o i n f l u e n c e s i t u a t i o n 

; 
I f access t o 

power 1 
* 

Work through 
sponsors 

No access 
t o power 

\ 
Mutual support. 
Rat xonal1s at1on, 

Figure 7«6: Coping Patterns under Organisational Change 

( c ) Coping w i t h F a i l u r e 
The environment o f an o r g a n i s a t i o n may make personal f a i l u r e m 

t h i s s e t t i n g more serious than other forms of f a i l u r e . The r e s u l t s 
o f the f a i l u r e tend t o be perpetuated both by the s t r u c t u r e of the 
o r g a n i s a t i o n and by the expectations of other people. Thus i t i s 
not uncommon f o r people t o leave a f t e r any s i g n i f i c a n t f a i l u r e . Both 
Mr. Jones and S i s t e r Cook l e f t the h o s p i t a l w i t h i n three months of the 
appointment of S i s t e r W i l l i a m s . 

However, as noted m Case Study I , there appears t o be an inverse 
r e l a t i o n s h i p between the amount of coping o c c u r r i n g before and a f t e r 
c o n f r o n t a t i o n w i t h the change. Mr. Jones showed more signs o f s t r e s s 
than S i s t e r Cook before the change; S i s t e r Cook showed more signs o f 
s t r e s s than Mr. Jones a f t e r the change. I n the M a t e r n i t y U n i t , S i s t e r 
Brooks who was l e a s t i n v o l v e d m the c o n f l i c t before appointment found 
more d i f f i c u l t y m a d j u s t i n g a f t e r c o n f r o n t a t i o n than S i s t e r Cooper 
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who was a c e n t r a l f i g u r e . While bo th these observat ions are open t o 

a l t e r n a t i v e i n t e r p r e t a t i o n s they t end t o support the view o f Jams 

t h a t s u b s t a n t i a l " w o r r y i n g " be fo re c o n f r o n t a t i o n w i t h a h a r m f u l 

s i t u a t i o n w i l l a i d the i n d i v i d u a l m subsequent cop ing . This a l so 

supports Hypothesis 10 which suggests t h a t the re w i l l be d i f f e r e n c e s 

between p r e - and p o s t - c o n f r o n t a t i o n coping p a t t e r n s . 

5. CONCLUSIONS 

This Chapter has employed two case s tud ies t o examine and i l l u s t r a t e 

some o f the ideas developed m Part I o f t h i s t h e s i s . I n p a r t i c u l a r 

the d i s c u s s i o n has shown t h a t a ' d i f f e r e n t i a l * model o f o r g a n i s a t i o n a l 

change may have some value m c l a r i f y i n g d i f f e r e n t l e v e l s o f a n a l y s i s -

which may be u s e f u l m p r e d i c t i n g the outcomes o f change s i t u a t i o n s . 

As Roeber (1973) p o i n t s out the a b i l i t y t o spot 'emergent systems' 

c l e a r l y may be an impor tan t f e a t u r e m personal success. 

The case s tud ies a l so i l l u s t r a t e d some o f the d i f f i c u l t i e s m 

employing systems views o f the o r g a n i s a t i o n conta ined w i t h i n boundar ies , 

s ince w i t h i n r e a l s i t u a t i o n s these boundaries themselves become a major 

focus f o r manipu la t ions by p o w e r f u l people , and should t h e r e f o r e be 

t r e a t e d as dependent v a r i a b l e s . 

I n d i v i d u a l coping pa t t e rn s were seen t o be l a r g e l y determined by 

the o p p o r t u n i t i e s a v a i l a b l e m the s i t u a t i o n , and support was p rov ided 

f o r a number o f o ther hypotheses fo rmula t ed at the end o f Part I . 

However, the ana ly s i s w i t h i n t h i s chapter has examined a l i m i t e d 

range o f people and has not at tempted t o examine the c h a r a c t e r i s t i c s 

o f i n d i v i d u a l s i n v o l v e d m changing s i t u a t i o n s ; i t has concent ra ted on 

s o c i a l explana t ions o f the behaviour o f the p a r t i c i p a n t s . There fore the 

purpose o f the f i n a l pa r t o f t h i s t h e s i s w i l l be t o examine some o f 

these hypotheses m g rea te r depth w i t h l a r g e r samples o f people , and 

t o consider the r o l e o f i n d i v i d u a l d i f f e r e n c e s m t h e i r behaviour . 
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1. INTRODUCTION 

The main purpose o f t h i s chapter i s t o analyse the way t h a t the 

mam survey was conducted and t o determine how much weight should he 

placed on the r e s u l t s . The chapter i s d i v i d e d i n t o two p a r t s : the f i r s t 

p a r t assesses the nature o f the sample f rom which i n f o r m a t i o n was 

ob t a ined ; and the second pa r t looks at the v a l i d i t y and r e l i a b i l i t y o f 

key concepts employed m the survey . However i t may he lp t o c l a r i f y 

t h i s ana ly s i s i f i t i s p laced w i t h i n the contex t o f a d i s c u s s i o n o f 

the nature o f research designs and o f the va r ious a l t e r n a t i v e s t h a t 

are open t o the researcher . This w i l l be considered below. 

The p r i n c i p a l o b j e c t i v e o f a research des ign i s t o t r a n s l a t e 

abs t r ac t ideas i n t o such a form t h a t they can be t e s t e d by e m p i r i c a l 

o b s e r v a t i o n . And i t i s a lso impor tan t t h a t t h i s t e s t i n g i s achieved 

as economica l ly as p o s s i b l e . Thus, as S e l l t i z et a l . (1965) remark: 

"A research des ign i s the arrangement o f c o n d i t i o n s f o r 
c o l l e c t i o n and ana lys i s o f data m a manner t h a t aims t o 
provide relevance t o the research purpose w i t h economy m 
m procedure" ( p . 5 0 ) . 

I n the f i r s t p lace , the app rop r i a t e research des ign w i l l depend 

upon the type o f quest ions t o be answered and the e x i s t i n g s t a t e o f 

knowledge m t h i s f i e l d . While much work has been c a r r i e d out m the 

area o f s o c i a l and o r g a n i z a t i o n a l change, the re are few e x i s t i n g 

t h e o r i e s which are g e n e r a l l y accepted and expressed at a s u f f i c i e n t l e v e l 

o f a b s t r a c t i o n t o guide t h i s i n v e s t i g a t i o n . Hence i t has been necessary 

t o d e f i n e an i n i t i a l framework m Chapter 2, f rom which o ther more 

s p e c i f i c hypotheses may be d e r i v e d . But as noted e a r l i e r the research 

des ign must i nco rpo ra t e many elements, v a r y i n g f rom those a t t e m p t i n g 

merely t o i l l u s t r a t e complex ideas , t o those assessing the t r u t h o f 

s p e c i f i c statements about o r g a n i z a t i o n a l behaviour . 

Another f a c t o r i n f l u e n c i n g the research design adopted i s the 

a v a i l a b i l i t y o f appropr ia te d a t a . I t i s c la imed by S e l l t i z et a l . (196"5) 

t h a t the exper imenta l s i t u a t i o n i s the most p o w e r f u l way o f e s t a b l i s h i n g 

causal i n f e r e n c e s . U n f o r t u n a t e l y t h i s approach i s not poss ib le m 
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t h i s case since the problem has "been f o r m u l a t e d m the contex t o f a 

r e a l o r g a n i z a t i o n , where the o p p o r t u n i t i e s t o manipulate any major 

v a r i a b l e s are n e g l i g i b l e . Nor i s i t poss ib le t o measure against a 

" c o n t r o l " o r g a n i z a t i o n matched m a l l ways o ther than m the type o f 

changes i n v o l v e d . I n t h i s s i t u a t i o n there are th ree mam c r i t e r i a m 

s e l e c t i n g an appropr i a t e s i t u a t i o n : 

( a ) the o r g a n i z a t i o n must be i n some u n c h a r a c t e r i s t i c s i t u a t i o n ; 

( b ) there should be o p p o r t u n i t y t o measure a wide v a r i e t y o f 

f a c t o r s ; and 

( c ) the sample should be s u f f i c i e n t l y l a rge f o r s t a t i s t i c a l 

i n f e r e n c e t o de tec t u n d e r l y i n g t rends m the d a t a . 

I n the H o s p i t a l Group s e l ec t ed the u n c h a r a c t e r i s t i c s i t u a t i o n s are 

major o r g a n i z a t i o n a l changes a f f e c t i n g the Group. On account o f the 

na ture o f the change i t was necessary t o examine d i f f e r e n t changes m 

the p i l o t and mam su rveys : the p i l o t survey ( r e p o r t e d m Appendix I I ) 

looked at the i n t r o d u c t i o n o f the Salmon Report t o the Group; the mam 

survey looked at the movement o f s t a f f and p a t i e n t s f rom a l l pa r t s o f 

the Group i n t o a new General H o s p i t a l . I n v iew o f the o ther two 

c r i t e r i a i t was decided t o c o l l e c t da ta by means o f a ques t ionna i re 

backed up by i n f o r m a l group d i s c u s s i o n s . The ques t i onna i r e made i t 

poss ib le t o measure a reasonable number o f v a r i a b l e s across a l a rge 

sample; but i t was hoped t h a t the l i m i t a t i o n s imposed on the da ta 

by a s t r u c t u r e d ques t ionna i r e would be supplemented by the i n f o r m a l 

d i s c u s s i o n s . The mam j u s t i f i c a t i o n f o r not adop t ing an exper imenta l 

des ign i s t h a t experiments o f t e n end up t e s t i n g t r i v i a l ideas , and m re 

l i f e there may be many processes which are f a r more impor tan t than the 

v a r i a b l e s a r t i f i c i a l l y c o n t r o l l e d . F i n a l l y , the sequence o f measurements 

and the comparisons poss ib l e w i t h m the da ta are an impor tan t par t o f 

a research des ign . There are three bas ic types o f comparative 

procedure which are o f t e n combined i n t o more complex des igns , as shown 

m Figure 8 .1 . 
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Type Ana lys i s 

" C o n t r o l Group' Between groups matched on a l l but 
key v a r i a b l e s . 

1! L o n g i t u d i n a l " Sequence o f measures f o r one group 
over a p e r i o d o f t i m e . 

" I n t e r n a l " One group, one measure, but i n t e r 
r e l a t i o n s h i p s examined between 
v a r i a b l e s . 

Figure 8 .1 : Comparative Research Designs 

The f i r s t two types are undeniab ly the most v e r s a t i l e , b u t , as p o i n t e d 

out above, i t i s ex t remely d i f f i c u l t t o set up a matched c o n t r o l group 

f o r . a r e a l o r g a n i z a t i o n where v i r t u a l l y no v a r i a b l e s can be man ipu la ted . 

There are a l so d i f f i c u l t i e s m t a k i n g a l o n g i t u d i n a l view o f change. 

Th i s i s p a r t i c u l a r l y so i f q u a n t i t a t i v e measures are t o be taken s ince 

the focus o f the s tudy , the change i t s e l f , w i l l i n e v i t a b l y be v a r y i n g 

c o n t i n u a l l y . This i s why l o n g i t u d i n a l s tud ie s o f change g e n e r a l l y 

adopt a "case s tudy" approach, as m Chapter 7 o f t h i s t h e s i s . The 

m a j o r i t y o f the mam survey i s based, out o f n e c e s s i t y , on the t h i r d 

fo rm o f de s ign : an " i n t e r n a l " s tudy . 

2. SAMPLING 

There i s , as ever , a wide g u l f between the t h e o r y and p r a c t i c e o f 

sampl ing . So t h a t a l though i t i s poss ib le t o make p r e s c r i p t i v e 

statements about the appropria teness o f one's sample, these r u l e s 

on ly h o l d v a l i d under i d e a l c o n d i t i o n s . T h e r e f o r e , m p r a c t i c e , w i t h 

r e l a t i v e l y smal l samples i t may be necessary t o use sampling t heo ry as 

no more than a guide t o the i n t e r p r e t a t i o n o f dc-vta . 

Two approaches t o sampling are no rma l ly d i f f e r e n t i a t e d : p r o b a b i l i t y 

and n o n - p r o b a b i l i t y sampl ing . I n the f i r s t case i t i s poss ib l e t o 

s p e c i f y the p r o b a b i l i t y o f any element o f the p o p u l a t i o n be ing i nc luded 

i n the sample, whereas m the second case the samples w i l l u s u a l l y 
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i n v o l v e s e l e c t i n g whatever elements o f the p o p u l a t i o n seem most 

app rop r i a t e at any g iven t i m e . However, unless one can be c e r t a i n o f 

o b t a i n i n g very h i g h response r a t e s f rom a p r o b a b i l i t y sample, i t must 

be accepted t h a t a c t u a l responding samples w i l l be bound t o have some 

element o f n o n - p r o b a b i l i t y sampling m them. And one can never be 

unduly prec i se about the c h a r a c t e r i s t i c s o f a n o n - p r o b a b i l i t y sample. 

This survey r a n i n t o a s i m i l a r problem. The sample se l ec t ed was 

d e f i n e d as: 

"Every element o f the p o p u l a t i o n c o n s i s t i n g o f nurses o f 
grades 4, 5 and. 6 m the H o s p i t a l Group." 

Due t o d i f f i c u l t i e s o f c o n t a c t i n g over 200 p a r t - and f u l l - t i m e nurses 

m a s c a t t e r e d group o f h o s p i t a l s who were work ing a wide v a r i e t y o f 

day and n i g h t s h i f t s , i t was o n l y poss ib le t o o b t a i n completed 

ques t ionna i res f rom approx imate ly ^Cffo o f the p o p u l a t i o n . The f o l l o w i n g 

d i s c u s s i o n w i l l t h e r e f o r e consider how f a r the responding sample 

i s l i k e l y t o be r e p r e s e n t a t i v e o f the t o t a l p o p u l a t i o n . 

However, i t i s a l so necessary t o bear m mind the o b j e c t i v e s o f 

t h i s survey . A d i s t i n c t i o n i s made by Oppenheim (1966, p . 8 ) between 

two broad o b j e c t i v e s o f a survey . A d e s c r i p t i v e survey aims t o t e l l us 

about the c h a r a c t e r i s t i c s o f a l a rge p o p u l a t i o n by l o o k i n g at a smal l 

sample I t i s under t h i s ca tegory t h a t represen ta t iveness i s e s s e n t i a l . 

An a n a l y t i c survey (and t h i s present survey i s p r i m a r i l y a n a l y t i c ) 

aims t o t e l l us about the r e l a t i o n s h i p s and causal sequences w i t h i n the 

sample be ing s t u d i e d . I n t h i s case i t i s on ly necessary t o be aware o f 

sampling f a c t o r s when t r y i n g t o genera l i se i n f e r ences drawn f rom the 

sample t o the f u l l p o p u l a t i o n - or t o any other p o p u l a t i o n 

The next two sec t ions w i l l consider these aspects o f sampl ing : 

represen ta t iveness and g e n e r a l i s a b i l i t y . 

( a ) Representat iveness o f Responding Sample 

The problem m d i s c u s s i n g the represen ta t iveness o f a non-

p r o b a b i l i t y sample i s t h a t one has t o compare the sample against a 
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p o p u l a t i o n about whom, by d e f i n i t i o n there i s v i r t u a l l y no i n f o r m a t i o n 
a v a i l a b l e . In fe rences w i l l t h e r e f o r e be made on the bas is o f response 
ra tes f o r d i f f e r e n t sec t ions o f the p o p u l a t i o n . 

The bas ic d i s t r i b u t i o n o f the p o p u l a t i o n and responding sample 

i s g iven below i n Table 8 .1 

H o s p i t a l A H o s p i t a l B H o s p i t a l C H o s p i t a l D T o t a l s 

F . T . P .T . F . T . P .T . P .T. P .T . F . T . P .T . F . T . P .T . 

P o p u l a t i o n 16 32 20 32 39 24 46 25 121 113 
R e f u s a l s / 
non—response 1 2 1 1 2 4 1 5 7 

Responding 
sample 12 6 17 1 31 6 26 11 86 34 

Response 
Rate 7 5 / 19/ 8 5 / 34 / 8 6 / 25/ 5 4 / 4 4 / 71/ 30/ 

( P . T . = P a r t - t i m e ; F . T . = F u l l - t i m e ) 

Table 8 . 1 ; D i s t r i b u t i o n o f p o p u l a t i o n and responding sample f o r mam survey 

Thus i t w i l l be seen t h a t the m a j o r i t y o f the sample who d i d not 

respond were never a c t u a l l y con t ac t ed . This problem was p a r t i c u l a r l y 

acute amongst p a r t - t i m e r s , many o f whom worked i d i o s y n c r a t i c h o u r s . ' 

I t was a l so found t o be u n s u i t a b l e t o have the ques t ionna i r e d i s t r i b u t e d 

by anyone other than the researcher due t o p o l i t i c a l problems and the 

need t o demonstrate t h a t assurances about c o n f i d e n t i a l i t y were be ing 

honoured. This requirement f o r personal contact may have reduced the 

sample s u b s t a n t i a l l y (amongst p a r t - t i m e r s ) , but probably had a number o f 

o ther advantages which w i l l be d iscussed l a t e r . 

I f i t i s assumed t h a t , m g e n e r a l , non-response was caused by nurses 

not be ing m the same place at the same t ime as the researcher , and t h a t 

the researcner v i s i t e d the h o s p i t a l s at a v a r i e t y o f t imes o f the day and 

n i g h t , t h e n the re i s a basis f o r assuming t ha t the responding sample was 

drawn at random from the p o p u l a t i o n . And i t i s then l e g i t i m a t e t o use 

normal s t a t i s t i c a l t e s t s t o draw in f e r ences about the nature o f the 

p o p u l a t i o n f rom observat ions o f the sample. I f any bias d i d creep i n t o 
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the r e s u l t s f rom sampling i t would probably be m the d i r e c t i o n o f 

moderat ion as s eve ra l o f the nurses who r e f u s e d t o cooperate w i t h the 

survey a lso appeared p a r t i c u l a r l y anxious about the changes - and i t was 

not poss ib le t o convince them t h a t the ob jec t o f t h i s research was 

e n t i r e l y independent o f any events t a k i n g place m the H o s p i t a l Group. 

On balance, t h e r e f o r e , the responding sample was reasonably 

r e p r e s e n t a t i v e o f the p o p u l a t i o n , and, i f a n y t h i n g the r e s u l t s were 

l i k e l y t o be less extreme than the r e a l s i t u a t i o n . The sampling f r a c t i o n 

o f 71% amongst f u l l - t i m e r s s i g n i f i c a n t l y increased the l i k e l i h o o d o f 

t h i s sub-sample be ing r e p r e s e n t a t i v e , a l though m the case o f p a r t - t i m e r s 

there i s no a l t e r n a t i v e but t o r e l y on the randomness o f the sample. 

( b ) G e n e r a l i s i n g f rom t h i s Sample 

The previous s e c t i o n has examined whether i t i s reasonable t o 

provide d e s c r i p t i o n s o f the p o p u l a t i o n based on evidence drawn f r o m a 

sample. However, t he re would be l i t t l e p o i n t m a t t e m p t i n g t o descr ibe 

any other Group o f h o s p i t a l s based on these r e s u l t s s ince the p a r t i c u l a r 

change i n v e s t i g a t e d i s unique t o t h i s Group and t h e r e f o r e such 

i n t e r p o l a t i o n would be meaningless. But under the a n a l y t i c o b j e c t i v e 

o f t h i s survey, i t i s poss ib le t h a t conclus ions about the behaviour o f 

nurses m genera l may be a p p l i c a b l e t o o ther s i t u a t i o n s . T h e r e f o r e , 

the ques t ion o f g e n e r a l i s a b i l i t y becomes a mean ingfu l ques t ion - i f a 

d i f f i c u l t one t o answer. 

The l i m i t s o f such g e n e r a l i s a t i o n f o r the sample cou ld be expressed 

m combinations o f the f o l l o w i n g t e rms : thus the r e s u l t s might apply 

e q u a l l y w e l l f o r : 

- nurses o f grades 4j5>6 m General Nurs ing m the N o r t h East o f 
England; 

- nurses o f grades 4»5 7 6 anywhere m the U . K . ; 

- any Eng l i sh - speak ing nurse ; 

- p redominant ly female samples o f the work ing p o p u l a t i o n ; 

- any women; 

e t c . 

I n the case o f comparison w i t h o ther groups o f nurses m the U.K. i t 

might have been poss ib l e t o compare the d i s t r i b u t i o n o f t h i s sample on 



163. 

such parameters as sex, age, grade e t c . , but at the t ime o f t h i s s tudy 

n a t i o n a l f i g u r e s were not a v a i l a b l e e i t h e r f rom the D.H.S.S. or f rom the 

General N u r s i n g C o u n c i l . 

The mam parameters o f the responding sample were: 

Sex 

D i s t r i b u t i o n between 
grades 

Mean age 

Types o f n u r s i n g 

Mean l e n g t h o f 
Service 

Mean t ime at present 
h o s p i t a l 

Women 109 Men 11 

Approximate ly even. 

39 years ( v a r i e d between h o s p i t a l s 
f rom 34 t o 48 yea r s ) 

General , G e r i a t r i c , P e d i a t r i c , Theatre , 

14 years ( v a r i e d between h o s p i t a l s 
f rom 10 years t o 23 years ) 

6 years (averages f o r the h o s p i t a l s 
v a r i e d f r o m 4 years t o 7 yea r s ) 

Table 8 . 2 : Parameters o f Responding Sample 

There i s no reason t o b e l i e v e t h a t these parameters d i f f e r e d 

s i g n i f i c a n t l y f r o m other H o s p i t a l Groups m the U.K. The s tudy r e p o r t e d 

by C la rk (1975) covered a Group w i t h a s i m i l a r d i s t r i b u t i o n o f n u r s i n g 

s p e c i a l i t i e s ( though i n c l u d i n g some p s y c h i a t r i c beds) , the d i s t r i b u t i o n 

between men and women was s i m i l a r ( 4 -3^ men), a l though she r e p o r t e d a 

lower p r o p o r t i o n o f p a r t - t i m e s t a f f (23 .1%). 

There fo re these f i n d i n g s may be gene ra l i s ed t o other groups o f 

nurses , but i t i s p robably o n l y a t the more abs t r ac t l e v e l s t h a t the 

r e s u l t s w i l l have i m p l i c a t i o n s f o r o ther d i s t i n c t groups (such as male 

i n d u s t r i a l workers or members o f another c u l t u r e ) . This w i l l be borne 

m mmd when i n t e r p r e t i n g these r e s u l t s m the l i g h t o f o ther conclus ions 

d e r i v e d predominant ly f rom i n d u s t r i a l samples. 

The f i n a l ques t ion considered m t h i s s e c t i o n on sampling w i l l have 

a major bea r ing on the way the r e s u l t s o f the survey are ana lysed . 
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( c ) V a r i a t i o n s between sub-samples 

The ques t i on o f v a r i a t i o n i s p a r t l y a sampling problem, and p a r t l y 

an ana lys i s problem, s ince i t must be determined whether the f o u r 

h o s p i t a l s should be regarded as f o u r separate p o p u l a t i o n s , or whether 

they can be grouped toge the r f o r a n a l y s i s . The approach adopted was t o 

d i v i d e the responding sample f o r each sub-group, and then t o conduct 

T - t e s t s or a n a l y s i s o f var iance f o r d i f f e r e n c e s between groups on a l l o f 

the major measures m t h i s survey . I n o ther words there i s l i t t l e po in t 

m assessing whether the responding sample i s homogenous " m gene ra l " ; 

t h i s should o n l y be done w i t h r e fe rence t o the s p e c i f i c measurable 

c h a r a c t e r i s t i c s employed m the survey . 

The f o l l o w i n g f i g u r e t a b u l a t e s the measured v a r i a b l e s which gave 

s i g n i f i c a n t l y d i f f e r e n t scores f o r sub-groups w i t h i n any o f the 

independent v a r i a b l e s . Every v a r i a b l e m the mam survey which 

e x h i b i t e d d i f f e r e n c e s between sub-samples at s i g n i f i c a n c e l e v e l o f 

( p ^ . 0 5 ) has been i n c l u d e d . The r i g h t hand column shows the r e l a t i v e 

order ( f r o m h ighes t t o l o w e s t ) t h a t each sub group f e l l i n t o o n t h a t 

p a r t i c u l a r v a r i a b l e . 
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Independent Measured V a r i a b l e Order ing 
V a r i a b l e (Highest t o 

Lowest) 

H o s p i t a l 
A t t i t u d e s towards h a n d l i n g 
o f the move. 

B, C, A, D 

(Ana lys i s o f A t t i t u d e s towards a d m i n i s t r a t i o n B, C, D, A 

Var iance) S u b j e c t i v e s t r e s s A, D, C, B 

Threat B, C, A, D 

Grade 
(Ana lys i s o f 
Variance ) 

Coping S ty l e 6, 5, 4 

Day/Night Duty Ambigu i ty Days, N igh t s 

(T- tes - t ) S u b j e c t i v e s t ress Days, Nigh t s 

P u l l / P a r t Time 
( T - t e s t ) 

Ambigu i ty P u l l , Part 

Length o f Service Male, Female 

I d e n t i f i c a t i o n w i t h p r o f e s s i o n Male, Female 

Sex Investment m job Male, Female 

( T - t e s t ) A t t i t u d e s towards moving Female , Male 

A t t i t u d e s towards h a n d l i n g o f 
the move Female >, Male 

S u b j e c t i v e s t ress Male, Female 

(A = G e r i a t r i c , B = P e d i a t r i c ; C = General ( x ) ; D = General ( Y ) . 
6 = Ward S i s t e r ; 5 = S .R .N. ; 4 = S .E.N.) 

Table 8.3s D i f f e r e n c e s between Sub-samples Reaching S t a t i s t i c a l 

S i g n i f i c a n c e ( p ^ . 0 5 ) 

I n the f i r s t place i t i s encouraging t o see the cons is tency between 

the v a r i a b l e s t h a t d i f f e r e n t i a t e d between the f o u r h o s p i t a l s . This 

cons is tency i n d i c a t e s a reasonable cons t ruc t v a l i d i t y between these 

v a r i a b l e s . However, the genera l t enor o f the r e s u l t s can be taken 

two ways. I n cases where s i g n i f i c a n t d i f f e r e n c e s emerge between 

sub-samples i t means t h a t i t i s poss ib l e t o make " d e s c r i p t i v e " statements 

about these groups. However, i t reduces the p o t e n t i a l o f the " a n a l y t i c " 

approach s ince i t i s no longer v a l i d t o group the sub-samples toge the r on 

these v a r i a b l e s . This type o f t r a d e - o f f s i t u a t i o n w i l l be borne m mind 

when i n t e r p r e t i n g r e s u l t s f rom the survey . 
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3. RESPONSE TO CHANGE: VALIDITY AND RELIABILITY 

This t h e s i s i s about o r g a n i s a t i o n a l change, and about the ways 

t h a t people r eac t t o i t . The focus f o r t h i s pa r t o f the t h e s i s i s 

m unders tanding why people reac t t o change m c e r t a i n ways; and 

t h e r e f o r e i t i s c r i t i c a l t h a t the measures o f such r eac t i ons p rov ide 

accurate da t a . 

The remain ing s e c t i o n o f t h i s chapter w i l l examine the accuracy 

o f the mam response v a r i a b l e s m some d e t a i l . But , m a d d i t i o n t o 

examining these v a r i a b l e s i t w i l l a l so be pos s ib l e t o l o o k at methods 

f o r assessing r e l i a b i l i t y and v a l i d i t y - so t h a t the process may be 

cont inued when i n t r o d u c i n g a d d i t i o n a l v a r i a b l e s m the f o l l o w i n g chapter 

( a ) Measures 

The s e l e c t i o n o f app rop r i a t e v a r i a b l e s i n d i c a t i n g response d u r i n g 

o r g a n i s a t i o n a l change i s based on the r e s u l t s o f e a r l i e r s tud ies (see 

Chapter 4 ) t ajid the r e s u l t s o f the p i l o t s tudy (see Appendix I I ) . 

S i m i l a r l y , the o p e r a t i o n a l d e f i n i t i o n s o f these v a r i a b l e s are based 

on the same sources . The f o u r mam v a r i a b l e s are l i s t e d m Table 8 .4« 

V a r i a b l e s Quest ion No. Source 

Sub jec t ive s t r e s s 7 Berkun (1962) 

A t t i t u d e s 1 P i l o t Survey 

Copmg S t y l e ( s e l f r e p o r t s ) 4 P i l o t Survey 

Absenteeism _ Personnel 
Records 

Table 8 . 4 i Response V a r i a b l e s : Sources 

These v a r i a b l e s are gene ra l i s ed , and are not s p e c i f i c t o t h i s 

p a r t i c u l a r change s i t u a t i o n . The f o r m u l a t i o n o f the v a r i a b l e s are 

descr ibed m more d e t a i l below. 

( l ) These ques t ion numbers r e f e r t o the ques t ionna i r e f o r the mam 
survey e x h i b i t e d m Appendix I I I . 
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Al though the measure o f s u b j e c t i v e s t ress has been c a r e f u l l y 

researched by Berkun and h i s co l l eagues , who have at tempted t o develop 

the scale i n t o i n t e r v a l - l e v e l measurement, the re are at l e a s t two 

r e s e r v a t i o n s t h a t should be recorded m the present a p p l i c a t i o n . 

F i r s t l y , t he re are bound t o be ce r t a m c u l t u r a l d i f f e r e n c e s between 

the male N o r t h American samples on which the scale was developed and 

the female , Anglo Saxon, sample m t h i s present s tudy , which may have 

i m p l i c a t i o n s f o r i n t e r p r e t a t i o n s put upon the bas ic semantics o f the 

s c a l e . Secondly, m i t s o r i g i n a l fo rm the ques t ion was used t o measure 

s t ress f rom a reasonably immediate s t imu lus (such as the a n t i c i p a t i o n 

o f hav ing t o do a parachute jump on the f o l l o w i n g d a y ) . But the na ture 

o f o r g a n i s a t i o n a l change i m p l i e s t h a t the i n d i v i d u a l may have t o cope 

w i t h a v e r y ambiguous and d i s t a n t s i t u a t i o n ; t h e r e f o r e Berkun 's 

ins t rument may not be a l t o g e t h e r a p p r o p r i a t e f o r measuring t h i s type 

o f s t r e s s . 

On the o ther hand the ins t rument i s ex t remely simple and has been 

shown u s e f u l m s tud ie s o f s t r e s s , so i t seems wor th i n c l u d i n g i t m 

t h i s s t u d y . 

T ie ' a t t i t u d e * quest ions i n the p i l o t survey were s u b s t a n t i a l l y 

m o d i f i e d and up-dated, s ince the p i l o t survey was not designed 

s p e c i f i c a l l y t o measure a t t i t u d e s . At the same t ime i t was necessary 

t o take i n t o account the s h i f t i n g focus o f change d u r i n g the p e r i o d o f 

f i e l d w o r k . By the t ime o f the mam survey, the move t o the new h o s p i t a l 

had become a f a r more t a n g i b l e t h r e a t than the implementa t ion o f Salmon 

which was v i r t u a l l y consigned t o h i s t o r y . Since the two changes were 

a c t u a l l y m t e r - r e l a t e d m many ways i t was decided t o des ign the quest ions 

around the more t a n g i b l e aspects o f bo th changes. Also m c o n s i d e r i n g 

the major change, the move t o the new h o s p i t a l , a d i s t i n c t i o n was made 

between the move i t s e l f and the way the move was be ing handled . The 

r e s u l t was th ree groups o f a t t i t u d e i tems measuring the f o l l o w i n g : 

- A t t i t u d e towards moving t o the new General H o s p i t a l ( i t e m s : 

2 ,5 ,6 ,7 ,11 ,12 ) 

- A t t i t u d e towards the h a n d l i n g o f the move ( i t e m s : 1 ,3 ,4 ,9 ,13 ,16) 

- A t t i t u d e towards the e x i s t i n g Nur s ing A d m i n i s t r a t i o n ( i t ems : 
8,10,1^,15) 
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The t h i r d measure o f response was based on s e l f r e p o r t s o f behaviour 

and was in tended t o r e f l e c t the d i f f e r e n c e between a c t i v e and passive 

coping s t y l e s . The r a t i o n a l e f o r i n c l u d i n g t h i s i t em was the i d e n t i f i c a t i o n 

o f a second c l u s t e r m the a t t i t u d e quest ions o f the p i l o t survey 

i n d i c a t i n g an a c t i v e coping s t y l e , and a l so the importance o f coping 

mechanisms w i t h i n the general t h e o r e t i c a l framework o f the t h e s i s . 

F i n a l l y , i t was poss ib le t o o b t a i n da ta on sickness and absenteeism 

f o r a l l the nurses inc luded m the mam sample. Sickness per iods were 

c l a s s i f i e d accord ing t o the d u r a t i o n o f absence, thus y i e l d i n g one 

measure f o r the number o f per iods o f less than f o u r days, and another 

measure g i v i n g the t o t a l number o f per iods o f absence o f any l e n g t h . 

Whether or not i t i s accepted t h a t such measures are a v a l i d i n d i c a t i o n 

o f the morale o f an o r g a n i s a t i o n (see Chapter 6 ) , they do provide some 

o b j e c t i v e da ta against which t o check the cons t ruc t v a l i d i t y o f other 

measures m the survey. 

( b ) R e l i a b i l i t y , 

R e l i a b i l i t y can be d i f f e r e n t i a t e d f r o m v a l i d i t y s ince i t i s 

concerned w i t h constant e r r o r s . Two mam types o f r e l i a b i l i t y are 

g e n e r a l l y i d e n t i f i e d : s t a b i l i t y and equ iva lence . S t a b i l i t y i m p l i e s 

t h a t i f a measure i s admin i s te red on two separate occasions i t w i l l 

y i e l d the same r e s u l t s assuming t h a t a l l o ther f a c t o r s m the s i t u a t i o n 

have remained cons t an t . The problem w i t h t h i s approach i s t h a t the 

researcher can never be t o t a l l y sure t h a t o ther f a c t o r s have remained 

cons t an t . Equivalence i m p l i e s t h a t i f two s i m i l a r forms o f obse rva t ion 

are made at the same t i m e , the two forms w i l l y i e l d the same r e s u l t s . 

Again t h e r e i s a problem since i t i s u n l i k e l y t h a t p a r a l l e l measures 

r e a l l y w i l l be e q u i v a l e n t . This i s why S e l l t i z et a l . (1965, p . 178) 

recommend u s i n g a range o f approaches whenever p o s s i b l e . 

I n the case o f t h i s s tudy , measures o f s t a b i l i t y are r u l e d out 

s ince o n l y one mam measurement has been t a k e n . There fo re i t w i l l be 

necessary t o t e s t equivalence r e l i a b i l i t y and the r e s u l t s w i l l be 

examined th rough a s p l i t - h a l f ana lys i s o f measurement scales m the 

q u e s t i o n n a i r e . The range o f m t e r - r e l a t i o n s h i p s between items compr i s ing 

each scale w i l l a l so be i n v e s t i g a t e d . 
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V a r i a b l e No. o f Items R e l i a b i l i t y Standardised 
c o e f f . ( r ) R e l i a b i l i t y 

Coping S t y l e 4 .51 .72 

A t t i t u d e s t o moving 6 .67 .77 

A t t i t u d e s t o implementa t ion 6 .82 .88 

A t t i t u d e s t o a d m i n i s t r a t i o n 4 .60 .84 

Table 8.5? Response V a r i a b l e : S p l i t - h a l f R e l i a b i l i t y 

Al though i t i s d i f f i c u l t t o s t i p u l a t e what i s a s a t i s f a c t o r y 

r e l i a b i l i t y c o e f f i c i e n t , Numally (1967) suggests t h a t f o r e x p l o r a t o r y 

research a r e l i a b i l i t y o f 0.5 "to 0.6 w i l l s u f f i c e , w h i l e a f i g u r e o f 

up t o 0.8 may be r e q u i r e d f o r bas ic r e sea rch . Thus, the measure o f 

cop ing s t y l e may be open t o some q u e s t i o n . However, w i t h i n the 

equivalence d e f i n i t i o n o f r e l i a b i l i t y i t i s poss ib le t o argue t h a t the 

concept i t s e l f i s broad and t h e r e f o r e the items compr i s ing the measure 

should on ly c l u s t e r l o o s e l y . 

The ex ten t o f such c l u s t e r i n g was assessed th rough i n t e r - c o r r e l a t i o n s 

o f a l l i tems m each s ca l e , and the ranges o f c o r r e l a t i o n s obta ined are 

summarised m the f o l l o w i n g t a b l e . 

V a r i a b l e Percentage o f i n t e r — c o r r e l a t i o n s 
m g iven range 

Number o f 
C o r r e l a t i o n s 

( T < -10) (.10 £ T ^ .40)( .40 £ T ) 

Coping s t y l e 50 50 0 6 

A t t i t u d e s t o moving 0 80 20 15 

A t t i t u d e s t o 
impiement at 1on 13 60 27 15 

A t t i t u d e s t o 
a d m i n i s t r a t i o n 33 67 0 6 

Patchen et a l (1965) 21 65 14 97 

Table 8 .6: Response V a r i a b l e s: D i s t r i b u t i o n o f I n t e r c o r r e l a t i o n s 

( l ) These f i g u r e s are e s t ima t ions o f the r e l i a b i l i t y t h a t would have 
been a t t a i n e d i f the scale had had t e n i t e m s . The t r a n s f o r m a t i o n s 
are by the Spearman-Brown f o r m u l a (Cronbach, 1949 > p . 131). 
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Thus m the case of Coping Style , the four items provided a 
p o s s i b i l i t y of s ix paired cor re la t ions . Of these s ix correla t ions 
h a l f of them were less than 0 . 1 0 and h a l f of them were between 0 . 1 0 
and 0 . 4 0 . The bottom l i n e of the table refers to the d i s t r i b u t i o n 
of a number of organisational scales devised m a major research 
project at I .S.R. Michigan and reported by Patchen et a l . (1965) which 
i s a f a i r l y standard piece of work m t h i s f i e l d . I n comparison, i t 
w i l l be seen that the three a t t i tude scales cover s imi la r ranges to 
the I .S .R. scales, while the scale o fCop ing Style" , as expected, 
covers a broader range. 

(c ) V a l i d i t y 

The analysis of v a l i d i t y f o r any measure of socia l process such as 
an a t t i tude i s an extremely complex process. As Oppenheim (1966) 
points out (p . 7 4 ) one must assume that underlying a l l possible 
measurements there i s such a t h i n g as a " true" a t t i tude which is stable 
over the period of measurement. Even the concept of v a l i d i t y has i t s 
contradictions since, although v a l i d i t y informat ion permits one to-
judge whether the tes t measures the r i g h t t h i n g f o r a given purpose 
such information can be obtained only i f there i s already some form of 
measurement that i s considered more e f f e c t i v e . I n t h i s context George 
K e l l y i s reported as d e f i n i n g v a l i d i t y as, "the capacity of a tes t to 
t e l l us what we already know" (Bannister and Mair, 1 9 6 8 ) . 

Inev i t ab ly , the means and methods of v a l i d a t i o n have been debated 
f o r a long t ime. I n t h e i r methodological monograph Patchen et a l . 
( 1965) summarised e x i s t i n g approaches and c l a s s i f i e d them in to four 
major groups: 

(1) Convergent v a l i d i t y - confirmation by independent 
measurement procedures; 

(11) Construct v a l i d i t y - re la t ionsh ip wi th other variables 
measuring s imi l a r f ac to r s ; 

(111) Va l ida t ion by known groups - comparing groups otherwise 
known to d i f f e r on the fac to r m question; 

( I V ) Item m t e r c o r r e l a t i o n - re la t ionships between items as 
an ind ica t ion of the homogeneity of the scale. 
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I n the case of t h i s survey, the ma jo r i t y of va l i da t i on w i l l be 
based on type (11) although some of the more important variables have 
also been checked by methods (1) and ( m ) . The analysis of r e l i a b i l i t y 
conducted m the previous section would also f a l l i n to category (IV) 
v a l i d i t y . Clearly types (1) and ( m ) would provide more convincing 
resu l t s , but unfortunately i t i s much harder to obtain relevant data 
m these cases. Idea l ly the analysis of v a l i d i t y and r e l i a b i l i t y 
should be carr ied out on d i f f e r e n t data to those used f o r the 
substantive analysis . But i f that is not possible then i t i s most 
important to ensure that no reconstruction of the measurement scales 
occurs between methodological and substantive analyses i f the two 
are to be based on the same data. 

(1 ) Convergent v a l i d i t y 

This implies comparing rat ings from the questionnaire scales 
wi th rat ings of exact ly the same th ing obtained from independent 
sources. I n the Hospital Group a short v a l i d a t i o n exercise was 
combined wi th the normal feedback of resul ts to the host organization 
and three top members of the nursing adminis t ra t ion were asked to 
rank d i f f e r e n t hospitals w i t h i n the group along some of the key 
measures included m the questionnaire. The correlat ions between 
the judges' predict ions and the mean values f o r each hospi ta l obtained 
from the questionnaire are given below. 

Judges' assessments Coef f ic ien t of 
against Concordance 
questionnaire 
resul ts (Kendall 
Tau cor re la t ions ) 

Between Judges 

Att i tudes to moving 0.91 0 .78 

Atti tudes to implem e ntation 0.33 0 .78 

Atti tudes to administrat ion 0 . 0 0 O.65 

Table 8.7 Correlations of Questionnaire Measures wi th Independent Judges 
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Since the correlat ions are based on mean scores rather than 
ind iv idua l ones they do not give a genuine measure of convergent 
v a l i d i t y , hut nevertheless, these resul ts are very encouraging from 
several points of view. The high c o e f f i c i e n t s of concordance between 
the judges suggest that there was a common understanding of what was 
to he ranked, and that t h i s was based on consistent data. The close 
agreement between the judges* and the questionnaire ranking of 
a t t i tudes towards the move gives strong support to many of the 
conclusions drawn from analysis of t h i s va r i ab le . On the other hand 
the zero agreement over a t t i tudes towards the administrat ion may be 
explained on the grounds that a group of people would be least we l l 
informed over a t t i tudes towards themselves. When t h i s was pointed out 
to .them, the three judges discussed the matter f o r some time before 
concluding that they had been ignoring a number of spec i f i c signs from 
two out of the four hospitals m t h i s respect - and they decided to 
a l t e r t h e i r t a c t i c s m f u t u r e . 

(11 ) Construct V a l i d i t y 
While i t i s c l ea r ly preferable to have some independent c r i t e r i a 

f o r assessing the v a l i d i t y of a measure, t h i s i s something that r a re ly 
happens m the socia l sciences. Therefore i t i s normally necessary to 
adopt less powerful procedures, such as construct v a l i d i t y , where a 
measure is assessed by comparing i t w i t h others that are supposed to 
measure re la ted dimensions. 

The s ix measures of response were therefore mte rcor re la ted as 

fol lows : 
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2 3 4 5 6 

1. Coping Style (Act ive) 0 .04 0.24 0.04 -0.11 -0.13 

2. At t i tudes to moving to 
new hospi ta l 0.43** 0.43** -0.A5** 0.24* 

3. At t i tudes to Implementation 
(handling of move) 0.48** -0.43** 0.08 

4- Att i tudes to Administrat ion -0.49** 0.01 

5- Subjective Stress -0.12 

6. Absenteeism 

(* : p < o .05 , **: p 0 . 0 1 ) 

Table 8.8 Correlations between Response Variables ( F u l l Sample ) 

Prom the s i g n i f i c a n t correla t ions above i t i s possible to 

i d e n t i f y two groups: those amongst the a t t i tude measures and those 
between the a t t i tude measures and subjective stress scores. A 
pos i t ive re la t ionsh ip was expected between Coping Style and At t i tudes 
to Implementation since the l a t t e r includes questions concerning 
consul ta t ion and opportunities f o r involvement. The re la t ionsh ip 
w i t h Absenteeism, although weak, i s also m the expected d i r e c t i o n 
since absenteeism may be in terpre ted as a manifestat ion of avoidance 
behaviour. S l i g h t l y harder to in te rp re t i s the pos i t ive 
re la t ionsh ip between Absenteeism and Att i tudes to Moving. I f we 
assume that there are no errors m recording and computation then 
one possible pos i t ion i s that t h i s indicates a negative motivat ion 
about moving: the people who wish to move are the ones that are least 
happy m t h e i r present hospi ta l s . This i n t e rp re t a t ion i s also 
possible fo r the negative re la t ionsh ip between Subjective Stress 
and Absenteeism since the former i s an ind ica t ion of fu ture concerns 
while the l a t t e r may be a response to ex i s t ing concerns. 
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( m ) Val ida t ion by Known Groups 

At the time of w r i t i n g , d i rec t evidence f o r t h i s type of v a l i d i t y 
i s l i m i t e d since much of i t i s subsumed w i t h i n the category of 
convergent v a l i d i t y . However, there may be some value m i l l u s t r a t i n g 
the re la t ionsh ip between a t t i tudes and the incidence of m i l i t a n t ac t ion . 
During the period before the move the only m i l i t a n t act ion came from 
Hospital D. The main hospitals were ranked according to mean scores 
on the a t t i tude scales as f o l l o w s : 

HOSPITALS 

A B C D 

At t i tude towards new General Hospital 3-5 1 2 3-5 

At t i tude towards handling of the move 3 2 1 4 

Table 8.9 Rankings of Hospitals according to At t i tudes 

Thus, m the case of Hospital D, these a t t i t ude scales agree 
w i t h the actual behaviour of nurses involved. Moreover, on the basis 
of length of service i t appeared that the greatest upheaval would be 
experienced by Hospital A ( G e r i a t r i c ) . At t i tudes m t h i s hospi ta l were 
only marginally bet ter than those m Hospital D. 

(d) Summary 
The mam measures of response showed adequate r e l i a b i l i t y f o r an 

exploratory study, although the measure of coping s ty le was s l i g h t l y 
less s a t i s f ac to ry . The measure of At t i tudes towards implementation 
of the move exhibi ted a r e l i a b i l i t y that would be adequate for, basic 
research, and m general, a l l of the measures compared quite favourably 
wi th other more established measures m the f i e l d of organizational 
behaviour. 

Available data indicated a high convergent v a l i d i t y f o r the 

measure of Att i tudes towards the move, which was supported to some 



175-

extent through v a l i d a t i o n through known groups. Construct va l i da t i on 

indicated that the three a t t i t ude measures were re la ted at a moderate 

leve l to each other, were negatively re la ted to subjective stress, 

but were la rge ly unrelated to the other var iables . 

The resul ts f o r r e l i a b i l i t y suggest that these variables are 
quite adequate fo r conducting any xplora tory study, but that care 
should be taken m drawing basic conclusions from them. The resul ts 
fo r v a l i d i t y are encouraging and indicate that somewhat greater weight 
may be placed upon analyses p a r t i c u l a r l y where they include the 
measure of At t i tudes towards the move. 

4. CONCLUSIONS 

The basic purpose of t h i s chapter has been to determine how 
much weight should be given t o the resul t s of t h i s survey; that i s , 
to what extent the design w i l l enable meaningful conclusions t o be 
drawn from the r e su l t s . I t i s very d i f f i c u l t t o define an absolute 
standard of accep tab i l i t y and therefore the analysis has concentrated 
on examining which areas may provide suspect r e su l t s , and which areas 
appear to be s a t i s f a c t o r y . 

This general approach w i l l be continued m the f o l l o w i n g chapter 
which w i l l provide an opportunity to tes t some of the hypotheses about 
the conditions which w i l l predispose ind iv idua ls to various kinds of 
response. The analysis w i l l also examine the v a l i d i t y and r e l i a b i l i t y 
of the remaining measures employed m the mam survey. 
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C H A P T E R 9 

RESULTS OF MAIN SURVEY 

1 . In t roduct ion 

2. Perceptions of Change 

3» Organizational Environment 

4» Role and I d e n t i f i c a t i o n 

5. Personality 

6. Demographic Factors 

7 . Complex Hypotheses 

(a) In t roduct ion 
(b) Moderating Role of Ambiguity 
( c ) Threat and Coping Responses 
(d) In te rac t ion of Extroversion and Neuroticism 

8. Conclusions 
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1 . INTRODUCTION 

The previous chapter has concentrated on the problems of providing 
v a l i d answers to socia l questions, on the process of c o l l e c t i n g data 
and on assessing the v a l i d i t y of evidence. I n t h i s chapter the evidence 
w i l l he presented m order to tes t ideas developed m the thes is , and 
i t w i l l be evaluated m conjunction wi th an assessment of the remaining 
variables employed m the study. The focus w i l l be upon the fac to r s , 
both personal and s i t u a t i o n a l which are d i r e c t l y associated wi th various 
forms of response during the an t i c ipa t ion of change. 

The overa l l s tructure f o r t h i s chapter i s based on the framework 
developed m Chapter 4 which concentrates on ind iv idua l behaviour, and 
i t has been extended somewhat on the basis of subsequent inves t iga t ions , 
inc lud ing those reported m Chapter 7 and m Appendices I I and IV . 
Similar formats w i l l be adopted f o r each section which looks at a given 
group of var iables; the discussion w i l l cover the measures employed, 
r e l i a b i l i t y and v a l i d i t y , and the resul ts of correlat ions between the 
given group of variables and the 'response 1 variables defined m Chapter 
8. The select ion of variables employed m the study i s based on the 
factors i d e n t i f i e d from the l i t e r a t u r e as being relevant to responses 
to organizational change. I n most cases there i s too much inconsistency 
amongst published material to be able to predict re la t ionships wi th any 
confidence, and the purpose of the analysis i s merely to determine 
whether, m the l i g h t of other studies, a re la t ionsh ip i s manifest m 
the present case. However, whenever i t has been possible to i d e n t i f y 
a consistency m published material t h i s has been formulated in to 
an Hypothesis (see Chapter 5 ) j a*id these hypotheses w i l l be tested m 
the normal way. 

I t may be apparent from t h i s discussion that hypotheses are being 
d i f f e r e n t i a t e d from mere ideas on the basis of the l eve l of confidence 
wi th which they are he ld . This i s based on the pragmatic view of 
research methodology which has been adopted m th i s thes i s . Thus an 
hypothesis i s viewed, fo rma l ly , as the l o g i c a l expression of an idea 
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m such a way that i t may be shown t o be e i ther true or f a l s e . I n 
practice i t s main con t r ibu t ion is m c l a r i f y i n g research problems: 
the d i s c ip l i ne of formula t ing hypotheses forces the researcher to 
make be l i e f s e x p l i c i t , and helps m d e f i n i n g the d i rec t ions of data 
c o l l e c t i o n and analysis . This i s re la ted to an overa l l view of the 
research process which begins wi th concrete observations and proceeds 
to develop abstractions at increasing levels of general i ty which may 
be formulated as hypotheses or, u l t ima te ly , as theor ies . Hypotheses 
may be tested by reference to fu r the r data. I f they are supported, 
the consistencies amongst groups of hypotheses may then be combined to 
form theories . I f the hypotheses are not supported t h i s may question 
the v a l i d i t y of associated hypotheses and of any theore t i ca l ed i f ices 
already devised: t h i s may require the rev is ion of complete areas of 
knowledge. 

There i s seen to be a progression both m c l a r i t y of formulat ion 
and m l eve l of abstract ion from ideas through hypotheses to theor ies . 
Thus although most ideas are m p r inc ip l e tes table , they may only 
reach t h i s stage m practice when they have been r e f ined and c l a r i f i e d 
very extensively - and formulated as hypotheses. Since any attempt 
t o develop knowledge must incorporate both the t e s t i n g of hypotheses 
and the explorat ion of ideas, t h i s i s why both processes are included 
m t h i s chapter. 

A common notat ion w i l l be employed m each section of t h i s chapter 
as f o l l o w s : 

(a) Correlat ions: 

Unless otherwise stated a l l co r re l a t ion c o e f f i c i e n t s are 
Spearman Rho's. One-tailed tests of s ignif icance are given f o r 
hypotheses and are indicated thus: 

* p as 0.05 

** p =s 0 . 0 1 

*** p «s 0 .001 
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I n the interests of consistency the one-tai led s igni f icance of 
other (non-hypothesised) re la t ionships i s also indicated, though 
i t should "be noted that i f these were being tested as non-
d i r ec t i ona l hypotheses a two- ta i l ed tes t would normally be used, 
(b) Sample sizes: 

The size of responding samples ( N ) are not indicated a f t e r 
each table since t h i s i s reasonably constant across the survey 
(114 ^ N <• 120). Measures of Neuroticism and Extroversion are 
based on a maximum sample size of 84 cases. 

2 . PERCEPTIONS OF CHANGE 

(a) Measures 

Four mam variables were selected as being relevant on the basis 
of the review m Chapter 4 . Three of these were composite variables 
(based on responses to a number of items m the questionnaire) . The 
variables are l i s t e d m Table 9«1 along wi th the questions m the mam 
questionnaire from which they are derived, and the o r i g i n a l sources 
from which these items were derived. 

Variable Question No. Source of Questions 

Ambiguity 2 P i l o t survey & interviews 

Magnitude of Change 2 P i l o t survey & interviews 

Valence 5, 10 Vroom ( 1 9 6 4 ) , Herzberg 
et a l . (1959) 

Threat 3 Pi lo t survey. 

Table 9»1 Perception of Chanee: Sources of Questions 
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As a general point i t should be noted that i t can be very-
d i f f i c u l t to d i f f e r e n t i a t e between measures of perception and response. 
I n the case of ' a t t i t u d e s ' i t has been argued by Fishbem (1967) that 
an a t t i tude should include the t o t a l i t y of an i n d i v i d u a l ' s b e l i e f s , 
in tent ions and actions towards a given object , since the operational 
problems of making meaningful d i f f e r e n t i a t i o n s are so great . However, 
m the present circumstances t h i s d i s t i n c t i o n w i l l be maintained between 
perceptual and1 a f f e c t i v e elements wherever possible. Thus the perceptual 
elements are under consideration here; and the a f f e c t i v e elements have 
been defined as part of the response pa t te rn . 

Discussion wi th nurses during and a f t e r the p i l o t survey i d e n t i f i e d 
a number of factors m the working environment that might be a f fec ted by 
the move to the General Hospi ta l . Prom these eight factors the Magnitude 
was defined as the sum of the factors where some change was an t ic ipa ted . 
The measure of Ambiguity was derived from the same eight questionnaire 
items and was given by the t o t a l number of factors where the respondent was 
unable to predict whether or not they would be affected,(response of 

"don't know"). This pa r t i cu la r approach corresponds to that adopted by 
Duncan (1972) m de f in ing the uncertainty of organisational environments: 
wnere the p robab i l i t i e s of a given range of outcomes are unknown. 

The measure of Threat was based on a simple assessment of whether 
the move would make things bet ter or worse fo r the respondent, and 
was answered on a f i ve -po in t scale. A more complex evaluation of the 
change was provided by questions based on the job s a t i s f a c t i o n factors 
of Herzberg (1959) a-nd. Vroom ( 1 9 6 4 ) . The actual wording of the items 
was based on a survey by Baker and Reynolds (1969) which was modified 
s l i g h t l y a f t e r the p i l o t survey. I t was also necessary to modify the 
response categories fo r these questions since ea r l i e r studies by the 
author had indicated that questions about the importance of job 
character is t ics tended to be answered m strong terms (e i ther not 
important or extremely important) . This was taken in to account m 
the formulat ion of question 10. 
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Questions 5 and 1 0 were combined to provide a composite score f o r 
the Valence of the change ( i . e . the degree of attractiveness to the 
respondent). Following the work of Quinn and Maugione (1972) three 
a l te rna t ive scores were computed: 'simple valence ( V l ) , ' m u l t i p l i c a t i v e ' 
valence (V2) and ( i p s a t i v e ' valence (V3). Simple valence was based on 
a s t ra ight summation of the rat ings m the change question (Question 5 ) . 
M u l t i p l i c a t i v e valence was a summation of the products of respective 
s a t i s f a c t i o n and change items. Ipsative valence was a summation of the 
change ant ic ipated only m those items that had been rated ' e s s e n t i a l ' . 
Algebra ica l ly the three scores can be expressed as f o l l o w s : 

8 

VI = V ( G n ) 

8 
V2 = 5" (CnSn) 

n ^ l 
8 

V3 = Y (Cn Sn) , 
(Cn = 1 i f Cn = 3; 

otherwise Cn^ = 0 ) 

Where V I , V2, V3 are the three valences m order, Cn i s the r a t i n g 
given on the n th change question, and Sn i s the r a t i n g given on the nth 
s a t i s f a c t i o n question. I t should be noted that although the wording 
varies s l i g h t l y , the items on the two questions correspond exact ly . 

(b) R e l i a b i l i t y 
A s p l i t - h a l f r e l i a b i l i t y tes t was possible only wi th the three 

measures based on simple summations: 

Number of Items R e l i a b i l i t y Coeff. standardised Coeff. 

Ambiguity 8 . 70 .75 
Magnitude 8 .77 . 8 1 
(Simple) Valence 8 . 8 1 . 84 

Table 9 . 2 : Perception of Change: S p l i t - H a l f R e l i a b i l i t i e s 
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A l l three measures show adequate r e l i a b i l i t y according to the 
c r i t e r i a discussed m the previous chapter - although these f igures 
may have been somewhat i n f l a t e d by s i m i l a r i t i e s i " the d e f i n i t i o n of 
component questions. A good consistency between items i s also 
indicated by the d i s t r i b u t i o n of l t em-mte rcor re l a t ions . 

( c ) V a l i d i t y 

Construct va l i da t i on of these scales is as f o l l o w s : 

Ambiguity Magnitude Threat 

Valence 1 (Simple) - 0 . 1 4 
* 

- 0 . 2 6 
*** 

- 0 . 5 5 
Valence 2 ( M u l t i p l i c a t i v e ) - 0 . 1 3 * 

- 0 . 2 4 
- 0 . 6 1 

Valence 3 ( i p sa t i ve ) * 
- 0 . 2 1 

. 0 . 2 4 - 0 . 5 6 

Ambiguity 0 . 2 1 * 

Magnitude 0 26* 

Table 9 . 3 : Perceptions of Change Variables: In te rcor re la t ions 

Correlations between the three measures of valence are not given 
here since they are based on the same primary data and are therefore 
not independent. A s imi l a r point may be made f o r Ambiguity and 
Magnitude, which i s why no co r re l a t ion has been given f o r t h i s p a i r . 

These resul ts demonstrate a basic consistency between the measures 
of perception. The moderate re la t ionsh ip between Threat and Valence 
can e i ther be interpreted at the t r i v i a l l e v e l : that a s i t u a t i o n 
which i s evaluated negatively represents a th rea t ; or as a test of the 
v a l i d i t y of the three valence measures. I f the l a t t e r , then Valence 2 
( M u l t i p l i c a t i v e ) appears to have the higher v a l i d i t y - and t h i s model 
w i l l therefore be used m subsequent analysis . At the same time i t i s 
worth not ing that there i s not much to choose between the three models, 
and as Quinn and Mangione ( 1 9 7 2 ) remark, i f the survey was to be repeated 
i t would probably be adequate to use only the ' s imple ' model f o r 
measuring valence. 
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(d) Results and Discussion 

The main form of analysis was to calculate correlat ions between 

perceptual variables and response var iables . These are given below 

m the matrix of Table 9«4> and they w i l l be used to examine three of 

the hypotheses formulated m Chapter 5- I n add i t ion , some of the 

other re la t ionships , and lack of re la t ionships w i l l be able to con

t r i b u t e towards the development of ideas formulated i n Chapter 4 . 

At t i tudes Coping Subjective Absen
to Change (Act ive) Stress teeism 

Ambiguity - 0 . 1 6 0 .02 0 1 1 - 0 . 1 6 

Magnitude - 0 . 1 8 0 . 0 1 0 . 1 5 - 0 . 2 0 * 

Valence 1 (Simple) 0.38 0.13 - 0 . 4 5 0.09 

Valence 2 ( M u l t i p l i c a t i v e ) *** 
0.38 0 . 1 4 - 0 . 4 6 0 .08 

Valence 3 ( i p sa t i ve ) ##* 
0.35 0 . 1 4 *** 

- 0 . 4 2 0.13 
Threat *** 

- 0 . 5 1 
- 0 . 0 8 *** 

0.47 
- 0 . 0 7 

Table 9»4? Perceptions of Change: Correlations wi th Response 

(1 ) Hypothesis 6 

" I n ind iv idua l appraisals of organisational change increased 
threat w i l l be associated wi th increased negative a f f e c t . " 

Strong support i s provided f o r t h i s hypothesis by the cor re la t ion 
between Threat and At t i t udes . This i s s i g n i f i c a n t (p^O.OOl) , which 
suggests that there undoubtedly i s a re la t ionsh ip between the two 
var iables . The size of the re la t ionship is moderate ( r = -0 -51 )» 
which suggests that about one quarter of the v a r i a t i o n m Att i tudes 
can be accounted f o r by var ia t ions m Threat. This means that people 
w i l l tend to form negative a t t i tudes when threat i s h igh : a f i n d i n g 
which concurs w i t h most of the established f indings about response to 
th rea t . 

(11) Hypothesis 8 
"Increased subjective ambiguity resul ts m increasingly vigorous 
"search" behaviour from ind iv idua l s . " 
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The measure of Coping includes items about discussion of the 
implicat ions of the change, and may be taken to indicate active searching 
f o r informat ion. However, i t w i l l be seen from Table 9«4 that there 
i s no re la t ionship between Coping and Ambiguity ( r = 0.02) . This i s 
un l i ke ly to be accounted f o r by measurement errors since the r e l i a b i l i t y 
of Ambiguity i s reasonably high, and that of Coping i s s a t i s f ac to ry . 
Some doubt i s therefore thrown on the conclusions of Hes lm et a l . (1972)? 
Lanzetta and D r i s c o l l ( 1 9 6 6 ) and Vernon ( 1 9 7 1 ) : that indiv iduals 
an t i c ipa t i ng s t r e s s fu l s i tua t ions generally prefer to obtain information 
about the nature and t iming of the stress st imulus. However i t should 
be pointed out that there are differences m the contexts of these 
various studies. The f i r s t two studies were carr ied out m a r t i f i c i a l 
laboratory s i t ua t i ons . The study by Vernon was more r e a l i s t i c since 
he observed the tendencies of tuberculosis patients under d i f f e r e n t 
uncertainty conditions to seek out information from books about t h e i r 
disease. But his resul ts provided weak support only f o r the not ion 
that people may prefer to obtain information under ambiguous conditions 
he d id not establ ish a co r re l a t ion between ambiguity and informat ion 
seeking - which i s the co r re l a t ion found not to hold m the present study. 

More serious than t h i s are the implicat ions fo r March and Simons*s, 
( 1 9 5 8 ) theory of organisational behaviour. The assumption i s made by 
these authors that non-programmed decision s i tua t ions resul t m search 
behaviour on the part of ind iv iduals and organisations, and that search 
i s also a product of d i s s a t i s f a c t i o n wi th the status quo. The f i r s t 
part of t h i s assumption is based on studies which have shown that 
indiv iduals under experimental uncertainty w i l l tend to engage m search 
behaviour, and t h i s i s then extrapolated to apply to groups and 
organisations. The resul ts of the present study indicate that f o r 
indiv iduals working m real organisations the existence of uncertainty, 
due possibly to unprogrammed decision s i tua t ions , i s not m i t s e l f 
s u f f i c i e n t to create search behaviour. Nor i s t h i s l i k e l y to resul t 
from d i s s a t i s f a c t i o n and stress as the low cor re la t ion between Threat 
and Coping shows. Search behaviour m real organisations may be 
re la ted to factors other than the perception of the immediate st imulus; 
t h i s w i l l be discussed l a t e r m t h i s chapter. 



185. 

( m ) Hypothesis 11 

"Ant ic ipat ions of the fu ture are based on simple rather 
than complex assessments." 

The three measures of Valence provide d i f f e r e n t levels of assumed 
complexity m judgements about the f u t u r e . I n order of increasing 
complexity they are the ' i p s a t i v e ' , the ' s imple ' , and the ' m u l t i p l i c a t i v e ' 
models. Between the f i r s t two there i s an increase m the quant i ty of 
informat ion used, between the second and t h i r d there i s both an increase 
m quant i ty and m the way i t i s processed. The correla t ions f o r 
Valence wi th At t i tudes and Stress show the association between d i f f e r e n t 
hypothet ical ways of forming a judgement and the i n d i v i d u a l ' s react ion 
to that assessment. Higher associations w i l l indicate that the 
pa r t i cu l a r process i s more represen+ative of the way judgements are 
formed. The fac t that there i s a neg l ig ib l e d i f ference between the 
levels of association f o r the three measures of valence suggests that 
the more complex models have no supe r io r i t y over the more s i m p l i s t i c 
models. Since the more complex models incorporate informat ion used 
m the s i m p l i s t i c models, t h i s suggests that the extra sophis t ica t ion 
provides no increase m p r e d i c t a b i l i t y . Therefore the s i m p l i s t i c 
process i s the most accurate representation of the way judgements 
are formed, which supports Hypothesis 11 . 

( I V ) Non-hypothesised resul ts 

Much of the above resul ts have been discussed w i t h i n the framework 
of the three formal hypotheses. However, the incidence of absenteeism 
does not conform w i t h expected pat terns: weak posi t ive re la t ionships 
are observed wi th the valence measures; weak negative associations are 
observed wi th Ambiguity and Magnitude. One possible i n t e rp re t a t i on 
of the association between low Absenteeism and high Ambiguity and 
Magnitude would contradict the conclusion about search behaviour i n 

Hypothesis 8 : that uncertainty about the change resul ts m people 
choosing to remain at work as much as possible m case they miss 
anything. Admittedly t h i s argument i s a tenous one and many 
al ternat ives are possible (such as uncertainty about the fu ture 
r e s u l t i n g m people t r y i n g to project images of being r e l i a b l e and 
dedicated ) therefore i t should be regarded wi th circumspection. 
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3. ORGANIZATIONAL ENVIRONMENT 

(a) Measures 
Three main types of measure have been formulated m order 

to examine the influence of the wider organization on the 
reactions of individuals during change. These are based on 
discussion m Chapter 4 of the factors l i k e l y t o be of importance, 
and they are summarised below m Table 9*5 • 

Variable Question Source of questions 
No 

Support 16 L i t w i n & Stringer (1968) ; 
p i l o t survey. 

Power a x i a l l t y 17 Tannenbaum (1968) 

Perceived orientations) 
(Power, Role, Task) ) 18 Harrison (undated) 

Table 9«5 Measures of Organizational Environment; Sources 

The measure of Support contains six items. Pour of these 
are taken from Litwm and Stringer's climate questionnaire; 
while the other two questions measure aspects of job security 
and were developed during the p i l o t survey. 

The questions on "orienta t i o n " are based on Harrison's 
concept of organisational ideology and undoubtedly presented the 
greatest measurement problems of the thesis. The o r i g i n a l paper 
on t h i s concept (Harrison, undated) included a checklist of 
statements about d i f f e r e n t aspects of the organization 
(Relationships, Promotion, Communication e t c . ) . These staxements 
were arranged into groups of four and respondents were required 
to rank them m order of importance. Since each of these 
questions reflected one of the four mam (Power, Role, Task, 
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Person) dimensions, i t was possible to determine the importance 
of each dimension with regard to each organizational aspect, and 
a t o t a l score could be obtained by summing across a l l the aspects. 
A number of modifications were made pr i o r to the p i l o t survey for 
t h i s thesis which included substantially shortening the scale, and 
further modifications to wording of items were made af t e r the 
p i l o t survey m order that the statements would be r e a d i l y 
understandable by nurses. 

The questions measuring Power A x i a l i t y were taken d i r e c t l y 
from Tannenbaum's (1968) Control Graph technique. This had been 
used m the p i l o t survey and no further modifications were made. 

(b) R e l i a b i l i t y 
S p l i t - h a l f r e l i a b i l i t y was calculated f o r the measure of 

Support; but i t was not possible for the other measures since 
they contained no more than "three items each. For the six items 
m the Support scale r e l i a b i l i t y was 0.53 which makes the scale 
barely w i t h i n the bounds of adequacy mentioned by Nunally (1967) . 

The mtereorrelat10ns for items m the "o r i e n t a t i o n " 
scales are given below (these covered three aspects- boss relationships 
subordinate relationships, and perceived c r i t e r i a for promotion. 
Total measures were obtained by summation of the, rankings of each item. 

'Power• 
items 

P2 P3 'Role' 
items 

R2 R3 'Task' 
items 

T2 T3 

P1 •15 .16 R1 .19 .05 T1 .30 .11 

P2 .01 R2 - . 0 1 T2 0 

Table 9.6 Perc eived Power, Role and Task On entations : Item 
Inte rcorrelations 
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These item mtercorrelations show a low consistency 
withm each of the variables; but i t could also be argued that 
the concepts being measured are rather broad and therefore the 
questions should r e f l e c t t h i s . In order to explore the issue 
of r e l i a b i l i t y further, the s t a b i l i t y was assessed by presenting 
the questions to a group of post-graduate students on two 
occasions separated by si x weeks. The correlations between the 
two occasions for t h i s group of 21 students produced test-re t e s t 
r e l i a b i l i t y coefficients as shown m Table 9*7 (see Ashton a^cl 
Easterby-Smith, 1977, p . 3 5 ) . 

Measure Test-retest r e l i a b i l i t y 

Power orientation 0.71 

Task orientation 0.27 

Role orientation 0.60 

Table 9«7 Test-retest R e l i a b i l i t y of Orientation Measures 

This suggests adequate levels of r e l i a b i l i t y for the Power 
and Role measure, whereas Task i s very poor. These observations 
w i l l be taken in t o account m in t e r p r e t i n g the subsequent 
re s u l t s . As a general point i t i s noted by Pugh et a l . (1969» 
p. 115) that i t i s not uncommon to obtain low r e l i a b i l i t i e s when 
'a p r i o r i ' concepts, such as Harrison's, are operationalised. 

(c) V a l i d i t y 
Data on construct v a l i d i t y of the climate measures was 

as follows: 
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Support Power A x i a l i t y 

Task orientation 0.19 0.15 

Role orientation -0 .28** -0 .14 

Power orientation -0 .11 0.03 

Power a x i a l i t y - 0.23* 

Table 9*8 Organizational Climate: Variable Intercorrelations 

Correlations "between "o r i e n t a t i o n " measures are not given 
here since the rankings assigned to d i f f e r e n t items are not 
independent, and therefore mtercorrelations would be spurious. 

The measure of Support appears to be related meaningfully 
to the other four variables. I n p a r t i c u l a r i t suggests a 
supportive climate i s not l i k e l y to be experienced when the 
organization i s percieved to emphasise formal structure (Role 
orientation) or the importance of Power. Nor w i l l a supportive 
climate be experienced when a disproportionate amount of power 
appears to l i e m the hands of those at the top of the 
organization. 

The analysis also suggests that those who perceive power 
and influence to be near the top of the organization do not 
necessarily perceive a power ideology to be operating. This 
apparent lack of relationship may mean that the power a x i a l i t y 
i s an observation on the d i s t r i b u t i o n of power wi t h i n the 
organization, whereas Power Orientation i s an indicator of the 
way that power is seen to be used. 

(d) Results and Discussion 
These measures of organizational environment were correlated 

with response to the change, as shown m Table 9«9- The results 
can also be used to assess two of the hypotheses formulated m 
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Chapter 5 ' 

PERCEIVED ORGANISATIONAL 
ENVIRONMENT 

Attitudes 
to change 

Coping 
(Active) 

Subjective 
Stress 

Absent
eeism 

Support 0.19 0.35*** - 0 . 3 1 * * * 0 

Task orientation 0.17 0.01 0 -0 .02 

Role orientation -0 .17 - 0 . 1 1 0 . 2 1 * 0 

Power orientation - 0 . 1 0 0.10 0.02 - 0 . 1 1 

Power a x i a l i t y ( v e r t i c a l ) -0 .06 - 0 . 2 2 * - 0 . 0 1 0.04 

Table 9-9 Organizational Environment : Correlations with Response 
to change 

( l ) Hypothesis 12 
"A positive relationship exists between perceived 
supportlveness of organizational climate and attitudes 
towards changes m that organization." 

The corre l a t i o n between Support and Attitudes ( 0 . 1 9 ) 
indicates that there may be a relationship, but t h i s i s not 
s u f f i c i e n t l y large t o produce s t a t i s t i c a l significance with t h i s 
sample. Therefore m a formal sense the hypothesis i s not proven; 
although the results c l e a r l y provide some support for the 
inference that a supportive climate i s associated with more 
positive attitudes towards change m general. 

(11) Hypothesis 13 
"Positive attitudes towards change w i l l be associated with 
perceptions of greater power being held by the lower 
members of the organization." 

As discussed m Chapter 4» "the existence of more power at 
the lower end of an organization w i l l be indicated by a ' f l a t ' 
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power gradient. The same w i l l apply t o perceptions of these 
states. I n t h i s case there i s only a weak negative relationship 
"between attitudes and perceptions of v e r t i c a l power d i s t r i b u t i o n , 
and therefore the hypothesis i s not supported. 

This result r e f l e c t s the equivocal nature of much of the 
research in t o the impact of p a r t i c i p a t i o n and power equalisation. 
Many of the o r i g i n a l studies may be seen to spring from values 
held by academics about egalitananism, and i n i t i a l investigations 
tend to provide the desired conclusions (Coch and Prench, 1948; 
Morse and Reimer, 1956). Unfortunately replications tend not 
to support the i n i t i a l hypotheses, and these f a i l u r e s are explained 
on methodological rather than substantive grounds (French et a l . , 
1960; Smarth and Jones, 1968) . 

I n keeping with t h i s general trend i t might be possible to 
explain the f a i l u r e of the above hypothesis on the grounds that 
power A x i a l i t y only measures perceptions of the drs-fccibution of 
power rather than the way i t i s used. I n t h i s case a relationship 
would be required between Power Orientation and Attitudes - but 
t h i s also i s manifestly not so. 

( m ) Non-Hypothesised Results 
Although i t was only possible to provide weak support f o r 

the relationship between Support and Attitudes, there i s a 
strong relationship apparent for a supportive climate with 
Coping and Subjective Stress. Both these relationships are 
si g n i f i c a n t (p ̂  0 . 0 0 1 ) ^ ^ : perceptions of a supportive climate 
are associated with active attempts to cope with the s i t u a t i o n 
and a lower l e v e l of subjective stress. I t should also be noted 
that the perception of a Role oriented climate is associated with 
the opposite responses, p a r t i c u l a r l y with increased subjective stress. 

I n view of the poor r e l i a b i l i t y figures obtained for Task 
orientation i t is inappropriate t o comment on the results 
obtained for t h i s variable. The correlation between Power 

Note that t h i s is a one-tailed test of significance. 
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A x i a l i t y and Coping indicates that the perception of a horizontal 
d i s t r i b u t i o n of power may encourage attempts to cope act i v e l y 
with the s i t u a t i o n . 

I t i s also noticeable that none of these measures of 
organizational environment exhibited s i g n i f i c a n t relationships 
with the incidence of absenteeism. This suggests that there may 
be causes of absenteeism independent of an individual's experience 
of the organization, and that attempts to use absenteeism as 
an indicator of morale or climate may be misguided - at least 
amongst q u a l i f i e d nurses. 

4. ROLE AM) IDENTIFICATION 

(a) Measures 
Three questions were used to measure the relationsmp 

between the individual and organization or job: I d e n t i f i c a t i o n , 
Confidence and Investment. The sources of these questions are 
shown m Table 9*10, and they are discussed further m the 
following paragraphs. 

Variable Question Number Source of Question 

I d e n t i f i c a t i o n 9 Pilot survey 

Confidence 8 Expanded from p i l o t 
survey 

Investment 13 P i l o t survey and 
e a r l i e r fieldwork 

Table 9»10 Organizational I d e n t i t y Variables: Sources 

The question about i d e n t i f i c a t i o n asked nurses at which 
level of the organization t h e i r l o y a l t i e s lay. The levels were: 
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the Group, "the Hospital, the Consultant, the Nursing Profession. 
These were presented m pairs and respondents were asked to opt 
for one of each pair. Given the four items, there were tnerefore 
six possible dyads, with each item appearing three times. 
Composite scores were then based on the number of times that 
each item was preferred. ' 

The measures of Confidence and Investment were included m 
the mam survey since they had been found to be relevant m 
the P i l o t Survey. The former assessed how well the respondent 
f e l t he was doing (and seen to be doing) i n the job, and the 
l a t t e r t r i e d to measure how important i t was for the ind i v i d u a l 
to r e t a i n the present job. These have not been included m the 
section on personality factors since they are specific t o the 
role adopted. 

(b) R e l i a b i l i t y 
S p l i t - h a l f r e l i a b i l i t i e s were obtained for the two s c a l e d 

measures as follows: 

Variables Number of items R e l i a b i l i t y Standardised 
coefficients coefficients 

Confidence 5 • 72 .84 

Investment 4 • 58 .78 

Table 9-11 Organizational I d e n t i t y : S p l i t half R e l i a b i l i t i e s 

The r e l i a b i l i t y c o e f f i c i e n t obtained for Confidence is 
s atisfactory, while that obtained for Investment is lower than 
one might wish. In view of t h i s i t i s necessary to examine the 
d i s t r i b u t i o n of mtercorrelations between items m each scale. 
Table 9-12 shows for each question the percentage of item 
mtercorrelations f a l l i n g m given ranges. 
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Variable Percentage of Correlations Number of 
f a l l i n g m given ranges correlations 

(r< 0 . 1 0 ) ( 0 . 1 0«r « 0 . 4 0 ) ( 0 . 4 0-$r) 

Confidence 50 40 10 10 

Investment 17 83 0 6 

Table 9.12 Organizational I d e n t i t y : D i s t r i b u t i o n of Item 
Intercorrelations 

This shows that over 80% of the item mtercorrelations for 
Investment f a l l between 0.1 and O.4, which suggests a reasonable 
consistency m the measure. Hence i t is acceptable m the 
present circumstances. 

(c) V a l i d i t y 
No independent data was available which would have allowed 

an assessment of convergent v a l i d i t y . But Table 9-13 shows the 
correlations between variables which may indicate construct 
v a l i d i t y . 

Variables Confidence Investment 

I d e n t i f i c a t i o n with Hospital -0 .08 0 

I d e n t i f i c a t i o n with Group 0.07 -0 .01 

I d e n t i f i c a t i o n with Profession -0 .05 -0 .06 

I d e n t i f i c a t i o n with Consultants 0.10 0.09 

Confidence 0.13 

Table 9«13 Organizational I d e n t i t y : Intercorrelations 
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The mam impression gained from these results i s that the 
various measures of i d e n t i f i c a t i o n are not related to Confidence 
and Investment, but there i s a weak positive r e l a t i o n between the 
l a t t e r two. No correlations are given between the various 
measures of i d e n t i f i c a t i o n since they are based on a common primary 
data set. 

(d) Results and Discussion 
Two hypotheses regarding the influence 0 f role and i d e n t i t y 

were formulated m Chapter 5» In addition the other relationships 
between these and response variables w i l l be examined below. The 
results of correlations are shown m Table 9«14« 

Variables Attitudes t o 
change 

Coping 
(Active) 

Subjective 
Stress 

Absent
eeism 

Group I d e n t i f i c a t i o n 0.15 0 -0 .17 0 

Hospital I d e n t i f i c a t i o n -0 .10 0.06 0.05 0.06 

•Consultant' I d e n t i f i c a t i o n 0.05 0.10 -0 .02 -0 .02 

•Nursing Profession' 
I d e n t i f i c a t i o n - 0 . 1 0 - 0 . 1 4 0.12 - 0 . 0 4 

Confidence 0.16 -0 .04 -0 .09 -0 .01 

Investment 0.07 0.22* 0.02 -0.15 

Table 9*14 Organizational I d e n t i f i c a t i o n : Correlations with Response 

(1) Hypothesis 14 
"Negative attitudes towards change w i l l be related to the 
distance of the source of change from the group with which 
the individual i d e n t i f i e s . " 
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I f the o r i g i n of the move to the General Hospital was seen 
to reside with the Group Administration then those nurses who 
i d e n t i f i e d with the Group would be more l i k e l y to support the move. 
Conversely those nurses who i d e n t i f i e d with t h e i r own hospital 
tended to regard the whole operation as external. This was 
indicated by comments made during group interviews, such as: 

"There's just no communication - you don't get to 
know anything nowadays. Sometimes they don't seem 
to know we e x i s t . " 
Or: 
"We're very cut o f f here. Matron t e l l s us sometimes, 
but Mr. Clegg i s not one of us." 
(Mr. Clegg was Acting Matron at the time). 

Thus the hypothesis would be supported i f a strong 
relationship was observed between attitudes and Group i d e n t i f i c a t i o n 
while a weak, or negative, relationship was observed between 
attitudes and Hospital i d e n t i f i c a t i o n . As can be seen from the 
results m Table 9-14» some support may be obtained for t h i s 
hypothesis. 

I t i s doubtful whether the other two measures of i d e n t i f i c a t i o n 
would add evidence to t h i s issue since professional i d e n t i f i c a t i o n 
i s an ambiguous matter. As noted m Chapter 6 the Nursing 
Profession has many characteristics which would d i f f e r e n t i a t e i t 
from conventional notions of professions; and m Chapter 7 i"t was 
shown that i d e n t i f i c a t i o n with Consultants was related t o the 
c o n f l i c t between c l i n i c a l and administrative functions m the 
Group. However, i t w i l l be possible to provide some more evidence 
with a bearing on the hypothesis l a t e r m t h i s chapter. 

( n ) Hypothesis 15 
"Positive attitudes towards change are related p o s i t i v e l y 
with confidence m a b i l i t y to do one's job." 

This may be tested d i r e c t l y by reference to the correlation 
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"between Confidence and Attitudes. At 0.16 t h i s indicates a 
slig h t relationship, but i t does not reach s t a t i s t i c a l 
significance. Therefore the hypothesis i s not proven. 

This f a i l u r e to replicate the results found by other authors 
may be due to the nature of the change m question. I t may be 
argued that the move to a new Hospital has l i t t l e l i n k with job 
performance; but m the case of research by Kirton and Mulligan 
(1973) , the change involved the establishment of more r a t i o n a l 
promotion systems (through appraisals), and therefore there was 
a close l i n k between confidence m the job, and t h i s form of 
change. Hence the confidence hypothesis may only apply to 
changes where there i s a direc t l i n k between the form of confidence 
and p r o b a b i l i t y of_anticipated pay-offs. 

(111) Non-Hypothesised Results 
As a group the variables measuring role and i d e n t i f i c a t i o n 

show negligible relationships with any of the response variables. 
The only correlation reaching s t a t i s t i c a l significance occurs 
between Coping and Investment m the job. This suggests that those 
people who have most need to maintain t h e i r present jobs are those 
who are also most prepared to take active steps m coping with the 
s i t u a t i o n . I t should also be noted that Absenteeism i s lower for 
t h i s group. 

5. PERSONALITY 

(a) Measurement 
I t was m the area of personality that the major reductions 

to the length of the p i l o t questionnaire were requried. I n a 
non-clinical s i t u a t i o n people do not seem keen to complete long 
batteries of personality questions - and i t is d i f f i c u l t to disguise 
such questions m the middle of a questionnaire since the rubric 
and format must be standardised. Furthermore, when people are 
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aware that they are completing "personality inventories", i t is only 
a natural reaction to speculate what the test i s measuring. Thus, 
when using Form A of the E.P.I, m the p i l o t survey the researcher 
was asked by nurses on two occasions why he wanted to measure 
"extroversion". 

The f i r s t decision was to remove the Wilson-Paterson Conservatism 
scale altogether - for the reasons that i t did not seem to be 
measuring those aspects of r i g i d i t y and i n f l e x i b i l i t y relevant to 
response to change and also because of the doubts about the basic 
v a l i d i t y of the "conservatism" concept measured ( s e e Appendix I I I ) . 

The I.P.A.T. Anxiety scale ( C a t t e l l , 1957) was also removed, 
m spite of the importance attached to i t by Kahn (1964) , since there 
seemed to be a basic overlap with the Neuroticism component of the 
E.P.I. (Eysenck, 1958), i t was possible to effect a drastic reduction 
of the questions m t h i s area. 

Two other personality scales were included m the main 
questionnaire. The f i r s t was a measure of "Denial" developed from 
a factor analysis of the M.M.P.I, by L i t t l e and Fisher ( 1958) . This 
was included because i t provided a personality factor which could 
be expected to measure the converse of active coping behaviour. 
Thus a high score on the Denial scale might predict an 'avoidance * 
style when coping with change. The second scale was introduced as 
a replacement for the Wilson-Paterson scale of Conservatism. The 
scale was o r i g i n a l l y developed by Trumbo (1961) as a generalised 
measure of attitudes towards changes at work, and i t has been used 
m occupational settings on a number of occasions. I t was necessary 
to modify i t somewhat m the present application so that the items 
would be compatible with a hospital environment. This meant that 
i t had to be reduced from nine items to f i v e items, and i t was 
then t i t l e d F l e x i b i l i t y . 

The four personality measures employed m the survey are 
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summarised "below m Table 9-15-

Variable 

Extroversion 

Neuroticism 

Denial 

F l e x i b i l i t y -

Question No, 

11 

11 

12 

15 

Source 

) 
) Eysenck's M.P.I.(1958) 
) 

L i t t l e & Fisher (1959 ) 

Adapted from Trumbo 
(1961 ) 

Table 9»15 Personality Variables; Sources and Measures 

(b) The s p l i t - h a l f r e l i a b i l i t y coefficients for personality measures 
were as follows: 

Variable Number of items R e l i a b i l i t y 
c o e f f i c i e n t 

Standardised 
coefficient 

Extroversion 6 •50 .62 

Neuroticism 6 .70 .80 

Denial 7 .05 — 

F l e x i b i l i t y 5 .67 .80 

Table 9«16~ Personality Variables: S p l i t - h a l f R e l i a b i l i t y 

Of the four scales above, Extroversion and Neuroticism are 
taken d i r e c t l y from Eysenck,s M.P.I. The r e l i a b i l i t y c o e f f i c i e n t s , 
for Extroversion m pa r t i c u l a r , seem lower than one might anticipate 
m view of the reputation enjoyed by Eysenck. The measure of 
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F l e x i b i l i t y shows an acceptable level of r e l i a b i l i t y , but the one 
scale that i s clearly not satisfactory i s Denial. I t w i l l therefore 
be necessary to remove t h i s measure from subsequent analysis since 
i t does not show any homogeneity. 

(c) V a l i d i t y 
Construct v a l i d i t y was tested, and the results are shown m 

Table 9-17. 

Variables Neuroticism F l e x i b i l i t y 

Extroversion - 0 . 2 1 * 0 . 2 1 * 

Heuroticism -0 .07 

Table 9»17 Personality Variables; Intercorrelations 

The size of the negative correlation between Meuroticism and 
Extroversion i s i n t e r e s t i n g since the M.P.I, was designed on i t s 
a b i l i t y to demonstrate two orthogonal factors, and subsequent 
t e s t i n g of the scale has shown correlations no higher than 0.09 

(Eysenck and Eysenck, 1973; Kirton and Mulligan, 1973). Therefore 
t h i s result may either be due to random variance or an in d i c a t i o n 
that the sample of nurses taken i n t h i s study d i f f e r e d s i g n i f i c a n t l y 

(1 ) 
from the samples on which the test was i n i t i a l l y validated. ' 

The linear relationship between Extroversion and F l e x i b i l i t y 
contradicts the finding of Kirton that there are no linear 
correlations between F l e x i b i l i t y and either of Eysenck's two factors. 

(d) Results and Discussion 
The correlations between personality variables and measures of 

Eysenck developed t h i s scale on a quota sample drawn from the 
national population. Analysis of variance indicated that both 
Extroversion and Neuroticism were affected s i g n i f i c a n t l y by sex 
differences, which may account for t h i s anonalous result obtained 
with a predominantly female sample. (Eysenck, 1958). 
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response are shown below m Table 9•18. 

Variable Attitudes to 
change 

Coping 
(Active) 

Sub j e c t I ve 
s t r e s s 

Absenteeism 

Neuroticism 0.01 -0 .11 -0.06 0.15 

Extroversion 0.01 0.02 0.01 0 

F l e x i b i l i t y - 0.15 0.04 -0 .01 0.12 

Table 9»18 Personality Variables: Correlations with Response 

No l i n e a r hypotheses were formulated about the influence of 
personality variables since the r e s u l t s of prior research had been 
inconclusive. The correlation found between F l e x i b i l i t y and 
Attitudes provides some support for the moderate relationship 
( r = 0.31) observed by Kirton and Mulligan (1973) between these 
two variables. But overall the low l e v e l s of association between 
personality variables and response measures can be seen as a 
vindication for the view of Mill e r and Labovitz (^^^6) that psychological 
factors alone are not important as predictors of behaviour during 
changes which take place within the constraints of an organization. 
Assuming the adequacy of the measures employed t h i s suggests either 
or both of the following: that psychological measures are not useful 
as predictors of behaviour during changing si t u a t i o n s ; that the 
constraints of the organizational environment have a greater impact 
on the behaviour of normal individuals, than do personal dispositions. 

6. DEMOGRAPHIC FACTORS 

(a) Measures 
Six measures were included: age, service ( i n nursing), service 

(at that h o s p i t a l ) , marital status, sex, se n i o r i t y . Information 
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was obta ined th rough the ques t ionna i re (Quest ion 14)« Al though 

previous research s tud ies have c o n s i s t e n t l y found r e l a t i o n s h i p s 

"between l e v e l o f educa t ion and response t o change, i t was not poss ib le 

t o e s t a b l i s h an independent measure f o r educa t ion . This i s because 

i t i s d e f i n e d e i t h e r as the age when the i n d i v i d u a l l e f t f u l l - t i m e 

educa t ion , or as the h ighes t l e v e l o f q u a l i f i c a t i o n ob t a ined . Since 

most nurses l e f t school at the normal school l e a v i n g age, any 

v a r i a t i o n s would depend on the school l e a v i n g age m f o r c e at the 

t ime - and t h i s would be dependent on the age o f the nurse . S i m i l a r 

problems are encountered w i t h the q u a l i f i c a t i o n c r i t e r i o n . Nurses 

e i t h e r complete an S.R.N, q u a l i f i c a t i o n , or an S.E.N. q u a l i f i c a t i o n . 

I f they complete the former t hen they w i l l become S.R.N.s, Ward 

S i s t e r s or any o f the h ighe r a d m i n i s t r a t i v e grades; i f t h e y complete 
(1 ) 

the l a t t e r they w i l l become S.E.N.s and w i l l remain m t h a t grade. ' 

U n t i l the recent advent o f degrees m n u r s i n g the re were no h ighe r 

' g e n e r a l i s t * q u a l i f i c a t i o n s other than the S.R.N. - and t h e r e f o r e 

t h i s c r i t e r i o n o f educa t iona l l e v e l would be confounded w i t h the 

s t a tus o f a nurse . 

( b ) Resul ts and Discuss ion 

On the bas is o f the l i t e r a t u r e review m Chapter 4» f i v e 

hypotheses were fo rmula t ed about the impact o f demographic v a r i a b l e s 

on response t o change. The c o r r e l a t i o n s between cont inuous v a r i a b l e s 

and response v a r i a b l e s are g iven below. 

Var i ab le s A t t i t u d e s t o 
change 

Coping 
( A c t i v e ) 

Sub jec t ive 
s t ress 

Absenteeism 

Service ( i n n u r s i n g ) -0 .13 0 .31** -0 .02 - 0 . 2 2 * 

Service ( m h o s p i t a l ) -0 .26** 0.16 0.23 -0 .13 

Age - 0 . 1 1 0.22* 0 - 0 . 2 2 * 

S e n i o r i t y - 0 . 1 1 0.27** 0.06 -0 .04 

Table 9«19 Demographic V a r i a b l e s : C o r r e l a t i o n s w i t h Response 

I t i s not poss ib le f o r an S.E.N. t o move out o f her present grade 
unless she obta ins an S.R.N, q u a l i f i c a t i o n . 
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( 1 ) Hypothesis 17 

"The age o f an i n d i v i d u a l i s not s i g n i f i c a n t l y r e l a t e d t o 
a t t i t u d e s towards work r e l a t e d changes." 

There i s a weak nega t ive c o r r e l a t i o n between Age and A t t i t u d e s . 

Th i s means t h a t o lde r people w i l l t end t o he less f avourab le about 

the change than younger people , but the r e l a t i o n s h i p does not reach 

the l e v e l o f s t a t i s t i c a l s i g n i f i c a n c e , and hence the hypothes is i s 

suppor ted . 

( 1 1 ) Hypothesis 19 

" A t t i t u d e s towards change are not assoc ia ted d i r e c t l y w i t h 
sex, but w i t / i the meaning t h a t each sex r o l e has m t h a t 
p a r t i c u l a r work c o n t e x t . " 

I t i s r e l a t i v e l y easy t o t e s t the l e v e l o f a s s o c i a t i o n , but 

harder t o examine the meaning t h a t a work r o l e has f o r i t s h o l d e r . 

A t t i t u d e s were compared f o r male and female respondents by t - t e s t 

( t = 2 . 6 2 ) . This g ives a t w o - t a i l e d s i g n i f i c a n c e o f p ^ 0.01 

( d . f . = 114) . The d i r e c t i o n o f t h i s s t a t i s t i c i n d i c a t e s t h a t women 

were s i g n i f i c a n t l y more m f avour o f the change than men, which 

c o n t r a d i c t s the conclus ions o f Johns (1973) drawn f r o m s tud ies m 

o ther work environments . I t i s t h e r e f o r e probable m the n u r s i n g 

p r o f e s s i o n , which i s dominated by women (men form f rom 10 - 15/& o f 

the w o r k f o r c e ) , t h a t men need t o d e f i n e t h e i r r o l e m p a r t i c u l a r l y 

s t r o n g terms . This would account f o r the f a c t t h a t many o f the 

male nurses encountered d u r i n g the f i e l d w o r k appeared t o be unduly 

m i l i t a n t and a n t a g o n i s t i c . 

This evidence t h e r e f o r e supports the above hypo thes i s , but 

m no way does i t o f f e r conc lus ive p r o o f . 

( 1 1 1 ) Hypothesis 20 

"Senior members o f the o r g a n i z a t i o n w i l l tend t o have more 
p o s i t i v e a t t i t u d e s towards change than j u n i o r members." 
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This may be seen as a s p e c i a l case o f Hypothesis 13: t h a t 

people who have more c o n t r o l over changes w i l l t end t o be more 

suppor t ive o f them. I n t h i s case i t would assume t h a t the more sen ior 

members o f the o r g a n i s a t i o n are a lso the more p o w e r f u l ones. 

However, as can be seen m Table 9* 19j there i s a weak negat ive 

c o r r e l a t i o n between s e n i o r i t y and A t t i t u d e s , which does not support 

the above hypo thes i s . 

The f a i l u r e o f t h i s hypothesis may be exp la ined m terms o f 

the p a r t i c u l a r o r g a n i z a t i o n a l change examined. Nurses f o r m i n g the 

responding sample were drawn f rom th ree mam l e v e l s : Ward S i s t e r s , 

S t a f f Nurses and S .E.N.s . One o f the mam a n x i e t i e s about moving 

t o the new h o s p i t a l was over who would be put m charge o f which ward. 

I n t h i s way change might have posed more problems f o r senior s t a f f 

such as Ward S i s t e r s - and c l e a r l y they had v e r y l i t t l e i n f l u e n c e 

over t h i s area themselves . I f the change had been one t h a t cou ld 

be c o n t r o l l e d by s t a f f at the l e v e l o f Ward S i s t e r i t i s poss ib l e 

t h a t they would have been more m f avour o f i t . 

( I V ) Hypothesis 21 

"There i s no s i g n i f i c a n t r e l a t i o n s h i p between l e n g t h o f 
s e rv i ce and a t t i t u d e s t o change." 

A weak nega t ive r e l a t i o n s h i p i s apparent between Service ( m 

n u r s i n g ) and A t t i t u d e s , which lends some support t o the above hypo thes i s . 

However, the nega t ive r e l a t i o n s h i p between Service ( a t present h o s p i t a l ) 

and A t t i t u d e s i s somewhat s t ronger ( r = 0 .26; p -g 0.01 ) . Al though 

the l a t t e r r e s u l t c o n t r a d i c t s the hypothes is (based on Trumbo's 

(1961) s tudy ) the i n t e r p r e t a t i o n o f i t i s f a i r l y s i m p l e : those who 

had been at the h o s p i t a l longest were l i k e l y t o be most negat ive 

about the change, s ince i t i n v o l v e d moving away f rom the h o s p i t a l . 

Two i m p l i c a t i o n s may be drawn f rom t h i s r e s u l t . F i r s t l y t h a t 

d u r i n g per iods o f change people ' s percept ions o f what i s m t h e i r 

s e l f - i n t e r e s t are l i k e l y t o be sharpened. And t h i s provides f u r t h e r 
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evidence o f the need t o understand the meaning o f change f o r each 

i n d i v i d u a l - hence the d i f f i c u l t y o f f o r m i n g p r e d i c t i o n s on the 

"basis o f g e n e r a l i s a t i o n s . Secondly, the d i f f e r e n c e between the 

two c o r r e l a t i o n s suggests t h a t l o n g se rv i ce i s not m i t s e l f ^ 

i n h i b i t o r o f any changes; t h i s w i l l on ly be so when the change i s 

o f a nature l i k e l y t o have d i f f e r e n t i a l impact accord ing t o l e n g t h 

o f s e r v i c e . 

( v ) Non-Hypothesised Resul ts 

There are two mam groups o f r e s u l t s which were not hypo thes i sed . 

F i r s t l y there were moderate p o s i t i v e r e l a t i o n s h i p s f o r Coping w i t h 

Age, S e n i o r i t y and S e r v i c e : th ree out o f the f o u r poss ib le c o r r e l a t i o n s 

be ing s i g n i f i c a n t f o r p ^ 0 .05 . Al though i t seems t h a t none o f the 

nurses had any s i g n i f i c a n t i n f l u e n c e over the change, a common 

f e a t u r e o f a l l w i t h l o n g se rv ice and those who occupied more sen ior 

l e v e l s was t h a t they would have more access t o those members o f the 

o r g a n i s a t i o n who d i d possess power. Th i s r e s u l t provides f u r t h e r 

support f o r Hypothesis 4 which was discussed m Chapter "J l t h a t 

people w i l l o n l y adopt a c t i v e coping s t y l e s i f t hey have some way 

o f i n f l u e n c i n g the s i t u a t i o n , p o s s i b l y th rough access t o others who 

do possess power. 

The second group o f r e s u l t s i s t h a t Absenteeism i s n e g a t i v e l y 

c o r r e l a t e d w i t h Age and Serv ice , but shows a n e g l i g i b l e r e l a t i o n s h i p 

w i t h S e n i o r i t y . This may be exp la ined e i t h e r on o b j e c t i v e or e t h i c a l 

grounds. On ' o b j e c t i v e ' grounds i t i s more l i k e l y t h a t the younger 

nurses w i l l have more f a m i l y r e s p o n s i b i l i t i e s which would r e q i i i r e 

them t o s t ay away f rom work more f r e q u e n t l y . On ' e t h i c a l ' grounds i t 

i s poss ib le t h a t the o lde r nurses have s t ronge r c o n v i c t i o n s about not 

t a k i n g t ime o f f work f o r minor h e a l t h reasons. I f the d i f f e r e n c e s 

m Absenteeism are t o be exp la ined on the basis o f e x t e r n a l commitments, 

one would expect a h igher r a t e amongst mar r i ed women due t o t h e i r 

e x t r a r e s p o n s i b i l i t i e s . This i s borne out by these f i g u r e s s ince the 

mean number o f shor t t e rm absences over the th ree month p e r i o d 

preceding the move f o r mar r ied and s i n g l e nurses r e s p e c t i v e l y i s 
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0.92 and 0.65 ( t = 1-25; P 0 . 2 2 ) . Hence the re i s some evidence 

f o r the view t h a t h ighe r ra tes o f Absenteeism are assoc ia ted w i t h 

grea ter commitments ou ts ide the workplace . 

7 . COMPLEX HYPOTHESES 

( a ) I n t r o d u c t i o n 

Up t o t h i s p o i n t i t has been poss ib le t o comment on a l l but 

three o f tne hypotheses fo rmu la t ed m Chapter 5« This has 

been done th rough examining case s tud ies o f o r g a n i z a t i o n a l changes, 

and through t e s t i n g l i n e a r r e l a t i o n s h i p s between v a r i a b l e s measured 

m the mam survey . I t was a l so apparent t h a t some o f the ideas 

developed e a r l i e r m the t h e s i s could not be evaluated as l i n e a r 

r e l a t i o n s h i p s . For example, i t was suggested t h a t the i n f o r m a t i o n 

used m assessing f u t u r e changes was con t ingen t on the ambigu i ty 

su r round ing the changes, and t h a t the re was a c u r v i l i n e a r r e l a t i o n s h 

between degree o f t h r e a t and coping p a t t e r n s . These hypotheses w i l l 

be evaluated m t h i s s e c t i o n , u s i n g the same data set t h a t has been 

employed throughout t h i s chapter . 

(b ) Modera t ing Role o f ambigu i ty 

( l ) Hypothesis 9 

" Increased s u b j e c t i v e ambigu i ty r e s u l t s m i n d i v i d u a l 
assessments o f change s i t u a t i o n s be ing based more on 
' endur ing* f a c t o r s r a t h e r than on ' t r a n s i e n t ' f a c t o r s 
m the envi ronment . " 

The ambigu i ty o f a s i t u a t i o n i s dependent upon the amount o f 

i n f o r m a t i o n t h a t an i n d i v i d u a l be l i eves t h a t he has about the 

consequences o f t h a t s i t u a t i o n , and i t i s on the basis o f these 

b e l i e f s about the s i t u a t i o n t h a t he i s l i k e l y t o respond. But i f 

the s i t u a t i o n i s ambiguous the re w i l l be fewer cues m the 

o r g a n i s a t i o n a l change i t s e l f t o form a basis f o r response, and 

hence the response may be determined by cues o ther than those m the 

immediate environment : namely by the more endur ing c h a r a c t e r i s t i c s 

o f the environment and the i n d i v i d u a l . 
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The hypothesis may be t e s t e d by demons t ra t ing t h a t f o r 

i n c r e a s i n g l e v e l s o f u n c e r t a i n t y the c o r r e l a t i o n between A t t i t u d e s 

and •enduring* f a c t o r s increases , and t h a t f o r lower l e v e l s o f 

u n c e r t a i n t y the c o r r e l a t i o n between A t t i t u d e s and ' t r a n s i e n t ' 

f a c t o r s decreases. ' E n d u r i n g ' f a c t o r s w i l l be represented by 

percept ions o f the environment m which the chsjige i s t a k i n g place 

( S u p p o r t ) , and a p e r s o n a l i t y t r a i t ( F l e x i b i l i t y ) . ' T r a n s i e n t ' f a c t o r s 

consisx o f percept ions o f the change i t s e l f , such as Threat and Valence. 

The measure o f A t t i t u d e s i s the c r i t e r i o n v a r i a b l e t h a t w i l l be used t o 

i n d i c a t e assessments o f the change. 

( 1 1 ) Resu l t s and Discuss ion 

. I n view o f the f a c t t h a t the re were s i g n i f i c a n t d i f f e r e n c e s 

between f u l l - t i m e and p a r t - t i m e nurses on the measure o f ambigu i ty 

(see Chapter 8) i t seemed advisable t o exclude the l a t t e r group 

f r o m t h i s a n a l y s i s . The remain ing respondents were then grouped 

accord ing t o whether they f e l l above or below the median Ambigu i ty 

score . These two groups p rov ided the High and Low Ambigui ty c o n d i t i o n s , 

and c o r r e l a t i o n s were obta ined between the r e l e v a n t v a r i a b l e s f o r each 

group. These are shown below m Table 9 .20 . 

ATTITUDES 

High Ambigui ty Low Ambigu i ty 
Group (N = 46) Group (N = 33) 

TRANSIENT 
FACTORS 

Threat 

Valence 

-0.53*** 

0.39** 

- 0 . 4 0 * 

0.23 

ENDURING 
FACTORS 

Support 

F l e x i b i l i t y 

0.38** 

-0.05 

0.01 

0.28 

Table 9*20 C o r r e l a t i o n s w i t h A t t i t u d e s under Condi t ions o f High and 
Low Ambigui ty 
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These r e s u l t s show t h a t the a s s o c i a t i o n o f both t r a n s i e n t 

f a c t o r s w i t h A t t i t u d e s increases somewhat w i t h increased amb igu i t y ; 

and t h a t there i s no cons i s t en t p i c t u r e w i t h endur ing f a c t o r s . 

There fo re the hypothes is i s not suppor ted . 

I n the former case i t seems t h a t ambigui ty and ' t r a n s i e n t ' 

f a c t o r s are a d d i t i v e m t h e i r r e l a t i o n s h i p w i t h a t t i t u d e s : the 

c o r r e l a t i o n s f o r Threat and Valence w i t h A t t i t u d e s are h ighe r under 

c o n d i t i o n s o f High A m b i g u i t y . I n the case o f Support , the r e s u l t 

does mean t h a t t h i s dimension o f o r g a n i z a t i o n a l c l i m a t e i s on ly 

impor tan t as a determinant o f a t t i t u d e s under ambiguous circumstances 

However the reverse i s apparent f o r F l e x i b i l i t y ; t h a t t n i s dimension 

o f - p e r s o n a l i t y becomes most r e l e v a n t under c o n d i t i o n s o f low 

a m b i g u i t y . 

I n conc lu s ion , Ambigu i ty does not change the basis o f 

assessment o f change m any cons i s t en t manner, a l though i t may 

a f f e c t the impact o f c e r t a i n f a c t o r s such as o r g a n i z a t i o n a l c l i m a t e . 

( c ) Threat and Coping Responses 

( 1 ) Hypothesis 7 

" I n d i v i d u a l coping behaviour w i l l be most a c t i v e under 
moderate l e v e l s o f t h r e a t , less a c t i v e under h i g h l e v e l s 
o f t h r e a t and l ea s t a c t i v e under low l e v e l s o f t h r e a t . " 

I t has been shown by Cofer and Appley (1964) t h a t s t r e s s 

responses can be ca tegor i sed i n t o a se r i e s o f l e v e l s accord ing t o 

the t h r e s h o l d reached by the s t i m u l u s , and m the case o f coping 

t h a t a c u r v i l i n e a r response would be m a n i f e s t e d . I n a d d i t i o n the 

work o f Kahn et a l . (1964) and Lazarus (1966) suggests t h a t the 

element o f ambigu i ty might a lso a f f e c t coping behaviour under 

d i f f e r e n t l e v e l s o f t h r e a t . I n p a r t i c u l a r one would a n t i c i p a t e 

t h a t h ighe r ambigu i ty would increase the c u r v i l m e a r i t y o f the 

coping behaviour . This i s i l l u s t r a t e d m Figure 9-2. 
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A c t i v e 

COPING 

High Ambigu i ty 

\ 
/ Low Ambigui ty / 

\ 
s 

• THREAT 

\ 

Passive . N 

7 

Figure 9«2 Poss ible E f f e c t o f Ambigu i ty on Coping Behaviour 

( 1 1 ) Resul t s and Discuss ion 

The mean scores obta ined on the measure o f Coping under d i f f e r e n t 

percep t ions o f Threat and Ambigu i ty are shown below m Table 9 . 2 1 . 

Higher scores i n d i c a t e a c t i v e cop ing , lower scores i n d i c a t e passive 

coping or avoidance. As m the previous s e c t i o n , a n a l y s i s i s based on 

da ta f rom F u l l - t i m e nurses o n l y . 

MEM COPING SCORES 

A l l 
respondents 

(N = 78 ) 

Low ambigu i ty 
group 

(N = 33 ) 

High ambigu i ty 
group 

(N = 45) 

LOW THREAT 1.53 1.42 1-59 

MODERATE THREAT 1.61 1.59 1.62 

HIGH THREAT 0.96 O.50 1.17 

F = 0.77 F = 0.87 Y = 0.28 

Table 9 '21 Coping under D i f f e r e n t Levels o f Threat and Ambigu i ty 

These r e s u l t s show a s l i g h t increase m a c t i v e coping behaviour 

under moderate t h r e a t and a cons iderable decrease under h i g h t h r e a t . 
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However an ana lys i s o f var iance does not show t h a t the t h ree mean 

values are s i g n i f i c a n t l y d i f f e r e n t (P = 0.77 ) , and a l though t h i s 

provides support f o r the hypothesis the r e s u l t s do not reach a l e v e l 

o f s i g n i f i c a n c e which would c o n s t i t u t e p r o o f . This i l l u s t r a t e s some 

o f the d i f f i c u l t y m t e s t i n g Cofer and Appley ' s ideas about d i f f e r e n t 

th resho lds o f response t o s t r e s s , s ince o p e r a t i o n a l d e f i n i t i o n s o f 

low and moderate t h r e a t may not correspond t o any o f the ' i n s t i g a t i o n ' , 

• f r u s t r a t i o n ' or ' s t r e s s ' t h r e s h o l d s . Thus i t may be t h a t bo th 

s ta tes as d e f i n e d here would represent f a i r l y h i g h l e v e l s o f t h r e a t 

m other c o n t e x t s , and they would t h e r e f o r e be l oca t ed near the t op 

of the i n v e r t e d U-curve . C l e a r l y any at tempt t o s u b s t a n t i a t e these 

ideas f u r t h e r would r e q u i r e extens ive observat ions over a ve ry wide 

range o f c o n d i t i o n s . 

The impact o f h i g h Ambigui ty over low Ambigu i ty i s t o produce 

a s l i g h t increase i n a c t i v e coping under a l l l e v e l s o f t h r e a t , and 

t h i s i s most marked under h i g h and low T h r e a t . 

( e ) I n t e r a c t i o n o f E x t r o v e r s i o n and Neuro t i c i sm 

( 1 ) Hypothesis 16 

" P o s i t i v e a t t i t u d e s towards change are assoc ia ted w i t h 
uns tab le e x t r o v e r s i o n and s t ab l e i n t r o v e r s i o n . " 

The s tudy by K i r t o n and M u l l i g a n (1973) showed by p l o t t i n g the 

p o s i t i o n o f sub jec t s w i t h respect t o bo th E x t r o v e r s i o n and N e u r o t i c i s m 

t h a t t h i s cou ld uncover r e l a t i o n s h i p s t h a t would be concealed when 

the two scales were t r e a t e d independen t ly . T h e i r r e s u l t s i n d i c a t e d 

t h a t the mean values o f A t t i t u d e and F l e x i b i l i t y measures were 

s i g n i f i c a n t l y d i f f e r e n t when s p l i t about the means o f bo th p e r s o n a l i t y 

v a r i a b l e s . 

( n ) Resu l t s and Discuss ion 

The mean scores f o r A t t i t u d e s and F l e x i b i l i t y are g iven 

p a r t i t i o n e d m Tables 9.22 and 9.23 
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ATTITUDES NEUROTICISM 
(mean scores) 

'UNSTABLE' 'STABLE' 

•EXTROVERT' 2.85 1-14 

'INTROVERT' 1.78 0.94 

(P = 0.49? a l l scores increased by 2) 

Table 9«22 Mean A t t i t u d e Scores S p l i t by E x t r o v e r s i o n 
and Neuro t i c i sm 

FLEXIBILITY NEUROTICISM 
(mean scores ) 

'UNSTABLE' 'STABLE' 

'EXTROVERT' 2 .0 2.1 

'INTROVERT' 0.4 0.5 

(F = 1.19? a l l scores increased by 4) 

Table 9-23 Mean F l e x i b i l i t y Scores S p l i t by E x t r o v e r s i o n 
and N e u r o t i c i s m 

Ana lys i s o f var iance shows t h a t the mean values m each o f 

the above t ab l e s do not d i f f e r s i g n i f i c a n t l y f rom each o ther 

(F = 0.49 and F = 1 .19) . With regard t o the d i r e c t i o n o f the 

r e s u l t s , the h igher scores are produced by the ' uns tab le e x t r o v e r t ' , 

w h i l e the ' s t a b l e i n t r o v e r t ' produces much lower scores on each 

measure. Since these t ab l e s are n e i t h e r symmetr ical nor s i g n i f i c a n t , 

t h i s s t r o n g l y c o n t r a d i c t s the f i n d i n g s o f K i r t on and Mul1Igan (19 7 3 ) • 

I t a l so provides f u r t h e r evidence f o r the wider n o t i o n t h a t p e r s o n a l i t y 

v a r i a b l e s have a very minor impact on response d u r i n g r e a l 

o r g a n i z a t i o n a l changes. 
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8. CONCLUSIONS 

This chapter has descr ibed the r e s u l t s and ana lys i s o f a 

survey cove r ing a sample o f 120 nurses who were a n t i c i p a t i n g change 

m t h e i r work environment . The impact o f va r ious groups o f f a c t o r s 

has been discussed above i n the l i g h t o f previous f i n d i n g s f rom 

research s t u d i e s . I n some cases the r e s u l t s o f the present survey do 

not suppor t , and sometimes c o n t r a d i c t , these e a r l i e r f i n d i n g s , and 

t h i s p o i n t s t o two general conclusions which may be drawn at t h i s 

p o i n t . These conclusions may be seen both as methodolog ica l p o i n t s 

about the i n v e s t i g a t i o n o f o r g a n i z a t i o n a l change, and as subs tan t ive 

p o i n t s about the nature o f o r g a n i z a t i o n a l change. 

At a methodologica l l e v e l i t seems t h a t the weakness o f most 

previous s tud ies i s t h a t they have concentra ted e i t h e r on r eac t i ons 

t o change, or on the nature o f o r g a n i z a t i o n a l behaviour ; the re have 

been few s tud ies which have examined r e a c t i o n s t o change m r e a l 

o r g a n i z a t i o n s . The f a i l u r e t o examine behaviour under the two 

c o n d i t i o n s s imul taneous ly has s e r i o u s l y l i m i t e d the re levance o f 

these f i n d i n g s t o o r g a n i z a t i o n a l change. On the bas is o f r e s u l t s 

m t h i s chapter , t h i s p o i n t may be i l l u s t r a t e d f rom e i t h e r 

p e r s p e c t i v e . 

From the f i r s t p e r s p e c t i v e , s tud ies o f o r g a n i z a t i o n a l 

behaviour have l i m i t e d relevance t o change because o f the sharpened 

p e r c e p t i o n o f those a f f e c t e d by change. This p e r c e p t i o n i s based on 

a r e l a t i v e l y s i m p l i s t i c assessment o f the s i t u a t i o n (Hypothesis 11 ) , 

and tends t o be focused c l o s e l y on the nature o f the s p e c i f i c change 

m ques t ion (Hypothesis 1 5 ) . The c o n c e n t r a t i o n on assessing the 

e x t e r n a l s i t u a t i o n accounts f o r the minimal impact o f p e r s o n a l i t y 

f a c t o r s on r eac t ions t o change. The tendency t o adopt a s t r o n g l y 

u t i l i t a r i a n view about changing s i t u a t i o n s (Hypothesis 21) a lso 

leads M i l l e r and Labov i t z (1976) t o conclude t h a t s o c i a l exchange 

t h e o r i e s are most app rop r i a t e t o the ana lys i s o f o r g a n i z a t i o n a l 

change. The ques t ion t h a t w i l l be asked by the person a f f e c t e d by 
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change i s : "What am I go ing t o g a m , and what am I going t o lose?" 

Prom the second pe r spec t ive , s tud ies o f r e ac t i ons t o change 

may have l i m i t e d a p p l i c a t i o n t o o r g a n i s a t i o n a l pe r spec t i ve s . This 

i s because o f the c o n s t r a i n t s imposed by the o r g a n i s a t i o n a l 

environment and the requirements o f c o n t i n u i n g membership. The 

l i m i t e d importance o f p sycho log i ca l f a c t o r s suggests an e x t e r n a l 

re fe rence p o i n t f o r i n d i v i d u a l behaviour ( S e c t i o n 5 a n d Hypothesis 

16 ) . The importance o f the o r g a n i s a t i o n a l pe rspec t ive i s a l so 

emphasised by the f a c t t h a t a c t i v e coping seems t o be a common 

r e a c t i o n t o ambigu i ty outs ide o r g a n i s a t i o n s , but t h a t i t i s much 

less common w i t h i n o rgan i sa t ions (Hypothesis 8 ) . F i n a l l y , the re 

i s the f i n d i n g , i m p l i e d by the r e s u l t on p . 191 > t h a t the 

support lveness o f o r g a n i s a t i o n a l c l ima te i s r e l a t e d more c l o s e l y 

t o cop ing behaviour than t o a t t i t u d e s . This suggests t h a t whatever 

people may f e e l about the change, t h e i r behaviour w i l l be cons t r a ined 

by the r o l e s t h a t they possess as members o f work o r g a n i s a t i o n s . 

These two i m p l i c a t i o n s w i l l be discussed f u r t h e r m the 

f o l l o w i n g chapter which aims t o i n t e g r a t e the va r ious perspec t ives 

upon change exp lored m t h i s t h e s i s . 
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1 . DJTRODUCTIOW 

This t h e s i s has examined the conceptual area o f o r g a n i s a t i o n a l 

change and has p a i d p a r t i c u l a r a t t e n t i o n t o the r o l e o f i n d i v i d u a l s m 

t h i s process . I n a t t e m p t i n g t o understand the l i n k between o r g a n i s a t i o n a l 

change and the i n d i v i d u a l i t was necessary t o examine i n d i v i d u a l r o l e s 

f r o m two d i f f e r e n t p e r s p e c t i v e s : t h a t o f those a t t e m p t i n g t o i n f l u e n c e 

the nature o f change m o r g a n i s a t i o n s ; and t h a t o f those a f f e c t e d 

by o r g a n i s a t i o n a l changes which appear t o be generated by fo rce s outs ide 

t h e i r c o n t r o l . 

These c o n t r a s t i n g perspec t ives emerged f rom a d i s cus s ion m 

Chapter 2 about two p o l a r i t i e s m t h e o r i e s o f o r g a n i s a t i o n s : a c t i o n and 

systems t h e o r i e s . Al though the p o s i t i o n s represented by e i t h e r p o l a r i t y 

were f e l t t o p rov ide inadequate accounts o f o r g a n i s a t i o n a l change, i t 

was noted t h a t c e r t a i n a t tempts t o synthesise the two perspec t ives had 

r e s u l t e d m some c o n f u s i o n between d e s c r i p t i o n and e x p l a n a t i o n o f 

phenomena. I t was argued t h a t t h i s problem o f l i n k i n g ' sys tems ' and 

• a c t i o n * explana t ions o f o r g a n i s a t i o n a l change would be lessened by 

i n t r o d u c i n g the concept o f ' o r g a n i s a t i o n a l v a l u e * . These values were 

then d e f i n e d as be ing i m p l i e d by the na ture o f p a t t e r n changes ( r e s u l t i n g 

f rom d e c i s i o n s ) m the o r g a n i s a t i o n . I t was suggested t h a t they became 

e s t a b l i s h e d th rough the a c t i o n s o f i n d i v i d u a l s or groups m implement ing 

dec i s ions about s t r u c t u r a l changes. Th i s conceptual framework was 

a p p l i e d and developed through a review o f l i t e r a t u r e m the remainder o f 

Part I . 

The d i s t i n c t i o n between 'systems* and ' a c t i o n ' exp lana t ions o f 

o rgan i sa t ions also had i m p l i c a t i o n s f o r the way change was i n v e s t i g a t e d . 

Thus m Part I I o f the t h e s i s a s o c i a l a c t i o n approach was adopted 

which i m p l i e d a processual a n a l y s i s o f case-study m a t e r i a l . This 

enabled the ac t i ons o f i n d i v i d u a l s t o be examined where they i n f l u e n c e d , 

or f a i l e d t o i n f l u e n c e , the course o f p a r t i c u l a r o r g a n i s a t i o n a l changes 

observed w i t h i n an h o s p i t a l . I n the t h i r d pa r t o f the t h e s i s a 

c r o s s - s e c t i o n a l ana lys i s was adopted which examined the way i n d i v i d u a l s 

were r e a c t i n g t o the process o f change taken at one p o i n t m t i m e . 
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P a r t i c u l a r emphasis was placed upon whether v a r i a t i o n s m behaviour and 

a t t i t u d e s were r e l a t e d t o p e r s o n a l i t y t r a i t s , cu r ren t o r g a n i s a t i o n a l 

environment , or percept ions o f s a t i s f a c t i o n s a n t i c i p a t e d m the f u t u r e 

s t a t e o f the o r g a n i s a t i o n . 

The main r e s u l t s f rom these l a t t e r pa r t s o f the t h e s i s are discussed 

m the f o l l o w i n g two sec t ions o f t h i s chap te r . 

2 . INDIVIDUAL BEHAVIOUR DURING ORGANISATIONAL CHANGE 

F o l l o w i n g f rom Lazarus (1966) , and some o f the conclus ions o f the 

p i l o t s tudy (see Appendix I I ) i t was found convenient t o p a r t i t i o n the 

response o f i n d i v i d u a l s d u r i n g change i n t o two components: a f f e c t i v e 

r e a c t i o n s and coping behav iours . I t was suggested t h a t these might be 

accounted f o r by th ree mam groups o f f a c t o r s : 

- c h a r a c t e r i s t i c s o f the i n d i v i d u a l ( r o l e , background, p e r s o n a l i t y , 

e d u c a t i o n ) ; 

- e x i s t i n g pa t t e rns m the o r g a n i s a t i o n a l environment; 

- i m p l i c a t i o n s o f changes a n t i t i p a t e d m the o r g a n i s a t i o n a l 

environment . 

The r e s u l t s o f Chapter 9 show v i r t u a l l y no c o r r e l a t i o n s between 

i n d i v i d u a l c h a r a c t e r i s t i c s and the two mam measures o f response. Th i s 

i s p a r t i c u l a r l y so m the case o f p e r s o n a l i t y v a r i a b l e s , which has 

impor tan t i m p l i c a t i o n s f o r seve ra l e a r l i e r s t u d i e s . Trumbo (1961) , 

K i r t o n and M u l l i g a n (1973) ? and K i r t o n (1976) were a l l able t o i d e n t i f y 

p e r s o n a l i t y t r a i t s t h a t r e l a t e d t o p r e d i s p o s i t i o n s t o accept work-

r e l a t e d changes. I n these s tud ies i t i s suggested t h a t u n d e r l y i n g 

t r a i t s determine whether i n d i v i d u a l s are l i k e l y t o accept or r e s i s t 

changes which are imposed e x t e r n a l l y . But t h e i r conclusions are based 

on ques t ionna i r e data obta ined f rom people ou t s ide an o r g a n i s a t i o n a l 

c o n t e x t , and t h i s may form a major l i m i t a t i o n t o the g e n e r a l i s a b i l i t y 
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o f t h e i r r e s u l t s . When people are quest ioned w i t h i n t h e i r r o l e s m a 

common o r g a n i s a t i o n a l c u l t u r e , as m the present s tudy , p e r s o n a l i t y 

f a c t o r s may become much less i m p o r t a n t . 

The other two groups o f f a c t o r s showed more marked r e l a t i o n s h i p s 

w i t h i n the two mam measures o f response. However the a f f e c t i v e r eac t i ons 

and coping behaviours appeared t o be q u i t e d i s t i n c t . Not on ly were 

they assoc ia ted w i t h d i f f e r e n t groups o f f a c t o r s , but the ana lys i s 

o f cons t ruc t v a l i d i t y showed them t o be independent o f each o t h e r . This 

low a s s o c i a t i o n between a t t i t u d e s and behaviour i s by no means a new 

d i s cove ry ( P i s h b e m , 1967; Wicker , 1971 ) • But an i n t e r e s t i n g s tudy 

by Snyder and Tanke (1976) suggests t h a t the a s s o c i a t i o n i s more l i k e l y 

t o e x i s t when the i n d i v i d u a l i s m a f r e e - c h o i c e s i t u a t i o n , where there 

i s no need t o d i f f e r e n t i a t e between f e e l i n g s and behav iour . However m 

many s o c i a l s i t u a t i o n s , and p a r t i c u l a r l y w i t h m o r g a n i s a t i o n s , there 

i s less f r e e - c h o i c e - and i t becomes necessary f o r the i n d i v i d u a l t o act 

m c e r t a i n ways t h a t are not cons i s t en t w i t h h i s a t t i t u d e s . 

I n the present case the r e s u l t s showed t h a t a f f e c t i v e responses 

were s t r o n g l y assoc ia ted w i t h a n t i c i p a t i o n s o f the f u t u r e i m p l i c a t i o n s 

of the change. The key f ea tu r e s be ing whether or not the i n d i v i d u a l 

f e l t t h rea tened , and whether he b e l i e v e d he would g a m or lose as a 

r e s u l t o f the change. On the o ther hand c o p m g behaviour was not 

assoc ia ted w i t h percept ions o f the f u t u r e , but w i t h r e ac t i ons t o 

e x i s t i n g pa t t e rns m the o r g a n i s a t i o n a l environment , s p e c i f i c a l l y 

o r g a n i s a t i o n a l c l i m a t e . I n d i v i d u a l s who perce ived the c l ima te as be ing 

more suppor t ive tended t o cope m a more a c t i v e way w i t h the s i t u a t i o n . 

S i m i l a r r e s u l t s were a l so observed by Parker and Dyer (1976) w i t h 

regard t o the r e t i r emen t preferences o f U.S. Naval O f f i c e r s . Thus they 

found t h a t these mens* p re fe rences , or a t t i t u d e s , cou ld be p r e d i c t e d 

by expectancy t h e o r y , but t h a t t h e i r a c t u a l dec i s ions about whether or 

not t o r e t i r e ( t h e i r behav iour ) was most c l o s e l y r e l a t e d t o e x t e r n a l 

f a c t o r s such as t h e i r f a m i l y commitments. 
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So the three main conclusions reached about i n d i v i d u a l behaviour 
d u r i n g o r g a n i s a t i o n a l change are these: 

- t h a t p e r s o n a l i t y c h a r a c t e r i s t i c s are not important i n d i c a t o r s 
of r e a c t i o n s t o o r g a n i s a t i o n a l change; 

- t h a t a f f e c t i v e r e a c t i o n s are most s t r o n g l y associated w i t h 
expectations o f f u t u r e p a y - o f f s ; 

- t h a t coping r e a c t i o n s are most associated w i t h present 
c o n s t r a i n t s m the i n d i v i d u a l ' s s i t u a t i o n . 

The I)ynamics of Organisational Change 
The above s e c t i o n has considered some o f the ways t h a t i n d i v i d u a l s 

may react t o o r g a n i s a t i o n a l changes, and the conclusions were based 
on the analysis presented m Chapter 9« However i t focussed on the 
con d i t i o n s under which c e r t a i n kinds of r e a c t i o n were probable, r a t h e r 
than on why these r e a c t i o n s took place at a l l . I n t h i s s e c t i o n the 
view of 'coping' behaviour w i l l be extended t o look at how i n d i v i d u a l s , 
m c e r t a i n c o n t e x t s , may d e l i b e r a t e l y act t o change the environmental 
c o n d i t i o n s t o which they are supposedly responding. And i t w i l l also be 
argued t h a t the e v o l u t i o n of o r g a n i s a t i o n a l changes can best be 
understood by reference t o the actions o f i n d i v i d u a l s 'coping* w i t h 
whatever s i t u a t i o n s they f i n d themselves i n . 

A view of the importance of i n d i v i d u a l a c t i o n m c r e a t i n g o r g a n i s a t i o n 
environments i s also the product of a long debate amongst s o c i o l o g i s t s 
and o r g a n i s a t i o n a l t h e o r i s t s . Although t h e r e are a great many threads 
t o t h i s debate i t i s e s s e n t i a l l y between those who would emphasise the 
s t r u c t u r a l elements of s o c i a l l i f e and those t h a t would emphasise the 
i n t e r p r e t i v e or a c t i o n elements. I n order t o provide a deeper 
understanding of the d i s t i n c t i o n between these perspectives, t h i s 
s e c t i o n w i l l begin by o u t l i n i n g some of the key threads, p r i m a r i l y 
from the p o i n t of view of those who sought t o c r i t i c i s e the s t r u c t u r a l 
view. The d i s c u s s i o n w i l l look f i r s t at s o c i a l i n s t i t u t i o n s m general 
before focussing on organisations m p a r t i c u l a r . These themes w i l l then 
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be i l l u s t r a t e d by reference t o some of the e m p i r i c a l f i n d i n g s m t h i s 
t h e s i s . 

W i t h i n sociology the ' s t r u c t u r a l - f u n c t i o n a l * view i s represented 
w e l l by the works of Parsons, (1937 ? 1951 )• The view i s ' s t r u c t u r a l * 
m t h a t i t focusses on the s t r u c t u r e and i n t e r r e l a t i o n s h i p s of r o l e s 
and i n s t i t u t i o n s ; i t i s ' f u n c t i o n a l * m t h a t i t focusses on the way 
these r o l e s and i n s t i t u t i o n s c o n t r i b u t e t o the wider existence of a given 
s o c i e t y . Lockwood (1956) i n a c r i t i q u e o f "The Social System" argued 
t h a t Parsons* co n c e n t r a t i o n on s o c i a l order neglects the major forces 
f o r s o c i a l change which are created by t h i s very order. This s o c i a l 
order i s seen t o be made possible through the existence o f common norms 
which regulate i n d i v i d u a l behaviour. But Lockwood comments t h a t the 
existence of a normative order does not mean there i s no c o n f l i c t : 

" I n s t e a d , the very existence of a normative order m i r r o r s the 
co n t i n u a l p o t e n t i a l i t y of c o n f l i c t . " ( p . 137) 

Wrong (1961) takes t h i s l i n e f u r t h e r by arguing t h a t s o c i o l o g i c a l 
t h eory must be seen p r i m a r i l y as an attempt t o answer questions about 
s o c i a l r e a l i t y ; answers are no b e t t e r than the questions they stem from. 
The question attempted by Parsons i s the *problem of order*, or expressed 
as the Hobbesian question: *how i s i t t h a t man becomes t r a c t a b l e t o 
s o c i a l d i s c i p l i n e ? * The f u n c t i o n a l i s t attempts t o e x p l a i n deviant 
behaviour (non—conformity t o norms) m terms of those norms being 
ambiguous, or m terms of the i n d i v i d u a l being m c o n f l i c t i n g r o l e s . 
Wrong sees t h i s as misguided since i t involves answering a question 
about ' c o n f l i c t ' w i t h a framework generated by the 'order* q u e s t i o n -
and thus, m a sense, denying the v a l i d i t y o f the ' c o n f l i c t ' question. 
However, he concludes t h a t the explanation of behaviour should not be 
based s o l e l y on answers t o one question or the other, but on a more 
complex d i a l e c t i c a l conception of human nature. 

Homans (1964) stresses the importance of i n c o r p o r a t i n g i n d i v i d u a l 
a c t i o n i n t o any attempts t o understand s o c i a l i n s t i t u t i o n s . I n h i s 
view the s t r u c t u r a l - f u n c t i o n a l i s t approach r e s u l t s m l i t t l e more than 
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d e s c r i p t i v e frameworks. I t provides a d e s c r i p t i o n o f the consequences 
of i n s t i t u t i o n s , r a t h e r than an exp l a n a t i o n of how these i n s t i t u t i o n s 
came t o be there m the f i r s t place. Consequently the f u n c t i o n a l i s t 
approach i s not successful m generating any t h e o r e t i c a l i n s i g h t s , 
s i n c e , f o r Homans, "The only inescapable o f f i c e of theory i s t o e x p l a i n " 
( p . 811). This element of exp l a n a t i o n can only be supplied by 
reference t o the actions o f people. The view of s o c i a l f a c t s being 
e x t e r n a l t o i n d i v i d u a l s , and hence not being based on human consciousness, 
i s inadequate. Social f a c t s are also created by i n d i v i d u a l s and Homans 
agrees w i t h the view of Coleman t h a t they a r i s e , 

"through the actions o f men r a t i o n a l l y c a l c u l a t i n g t o f u r t h e r 
t h e i r own s e l f - i n t e r e s t m a context of other men a c t i n g m 
the same way." (Homans, 1964, PP-813,4)« 

However a number of authors do not see the debate between 
s t r u c t u r a l - f u n c t i o n a l i s m and t h e o r i e s o f a c t i o n as a choice between 
two a l t e r n a t i v e s , but as Wrong (1961) suggests, as i n d i c a t i n g the need 
f o r some k i n d of compromise. Thus Boissevam (1974)» while r e j e c t i n g 
the d o c t r i n e s o f s t r u c t u r a l - f u n c t i o n a l i s m , does so because of i t s 
e x c l u s i v e concern w i t h the system: s t r u c t u r a l - f u n c t i o n a l i s m alone i s 
incomplete. He acknowledges t h a t people do t o some extent i n t e r n a l i s e 
norms of behaviour and operate m moral ways, but people also operate 
from pragmatic motives which may not support the i n t e r e s t o f others, 
or the community m general. Also Coleman (1975)» a self-confessed 
f u n c t i o n a l i s t , i s able t o poin t t o how h i s views have changed over the 
years t o include more of a compromise. Thus he comments t h a t he i s 
beginning t o analyse s o c i a l s i t u a t i o n s m terms of c o n f l i c t s o f i n t e r e s t s 
between i n d i v i d u a l a c t o r s , r a t h e r than as s t r u c t u r e s o f r o l e r e l a t i o n s h i p s 
which become d i f f e r e n t i a t e d and which e x i s t independently of any named 
people. But Wallace (1975) f e e l s t h a t Coleman has not gone f a r enough. 
He c r i t i c i s e s him f o r s t i l l v i e wing i n t e r e s t s as f i x e d and p r i o r t o 
s o c i a l experience, and t h e r e f o r e they are not dependent on the 
p o s s i b i l i t y t h a t two people might define the same s i t u a t i o n m very 
d i f f e r e n t ways. What m h i s view i s needed, i s some way of understanding 
how d i f f e r e n t i n t e r e s t s may be perceived m given s i t u a t i o n s , which 
themselves may be defined m very d i s t i n c t terms. 
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Organisational t h e o r i s t s have conducted a s i m i l a r debate regarding 
the best ways o f d e s c r i b i n g and understanding o r g a n i s a t i o n s . As 
discussed m Chapter 2 the ideas of T a l c o t t Parsons were also 
i n f l u e n t i a l m t h i s area. He defined an o r g a n i s a t i o n as : 

"a s o c i a l system o r i e n t e d t o the attainment of a r e l a t i v e l y 
s p e c i f i c type of goa l , which c o n t r i b u t e s t o a major f u n c t i o n 
of a more comprehensive system, u s u a l l y the s o c i e t y . " 
(1956, p. 63). 

The f u n c t i o n a l i s t view of o r g a n i s a t i o n has tended t o a t t r a c t the l a b e l o f 
^systems theory*, although there are many v a r i a t i o n s and refinements 
o f t h i s t heory which have also been proposed. Rotable amongst these 
i s the *open s o c i o - t e c h n i c a l system* theory developed at the Tavistock 
I n s t i t u t e . As Brown (19^7) p o i n t s out, the emphasis given by t h i s 
k i n d of theory t o i n t e r a c t i o n w i t h the environment and the acknowledgement 
of dysfunctions w i t h i n the o r g a n i s a t i o n , makes i t p ossible t o conceive 
o f growth and change using t h i s framework. What remains as a problem 
i s the n o t i o n o f a *primary t a s k * , whether t h i s i s viewed as the i n i t i a l 
mission of the o r g a n i s a t i o n or as the tasks which i t must perform 
m order t o s u r v i v e . The d i f f i c u l t y w i t h t h i s concept i s t h a t i t seems 
t o imply t h a t members of the o r g a n i s a t i o n have reached agreement about 
the primary task - or t h a t such agreement i s t h e o r e t i c a l l y p o s s i b l e . 

Salaman (1979) c r i t i c i s e s the systems approach which i s s t i l l 
i n herent m many organisations on s i m i l a r grounds. A common element 
of the systems approach i s the view t h a t the s t r u c t u r e of the o r g a n i s a t i o n 
must be determined by the o r g a n i s a t i o n s goals and the technologies 
employed t o a t t a i n these goals. Also the approach tends t o regard 
co—operation and i n t e g r a t i o n between sections o f the o r g a n i s a t i o n as 
being necessary t o e f f e c t i v e performance. What i s wrong w i t h t h i s , 
he argues, i s t h a t organisations can never be t o t a l l y harmonious and 
i n t e g r a t e d ; they w i l l also be c h a r a c t e r i s e d by some elements o f 
c o n f l i c t . The s t r u c t u r e of the o r g a n i s a t i o n w i l l m some respects 
be determined by the senior members o f the o r g a n i s a t i o n m such a way 
t h a t i t i s most l i k e l y t o serve t h e i r own i n t e r e s t s . And hence a more 
complete understanding o f o r g a n i s a t i o n a l behaviour should consider the 
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i n t e r e s t s of d i f f e r e n t members of the o r g a n i s a t i o n , and the ideas 
t h a t they use t o support these i n t e r e s t s . 

This view i s close t o t h a t of Silverman (1970) who has provided 
one of the best statements of the ' a c t i o n frame of reference'. However 
Silverman sees h i s frame of reference c o n t r a s t i n g w i t h the p o s i t i v i s t i c 
assumptions of systems theory, r a t h e r than w i t h i t s emphasis on order 
and consensus. For him the debate i s more about the forms of i n f o r m a t i o n 
which are employed m b u i l d i n g up a p i c t u r e of the world, r a t h e r than 
whether the nature of t h a t world should be construed along a consensus -
c o n f l i c t dimension. This theme i s developed m subsequent works 
(Silverman and Jones, 1973, 1976) which i l l u s t r a t e how the ' r e a l i t y ' 
of o r g a n i s a t i o n a l l i f e i s constructed through the accounts and 
j u s t i f i c a t i o n s t h a t members give f o r t h e i r a c t i o n s . 

Harre and Secord (1973) a r r i v e at a s i m i l a r p o s i t i o n from a 
d i f f e r e n t s t a r t i n g p o i n t . Thus t h e i r i n i t i a l i n t e r e s t i s m explanations 
of i n d i v i d u a l , r a t h e r than o r g a n i s a t i o n a l , behaviour. They r e j e c t the 
t r a d i t i o n a l 'mechanistic* view of man which regards man as responding 
t o environmental contingencies, m favour of an anthropomorphic model 
of man, where people are seen t o be a c t i n g as agents m order t o mould 
t h e i r environments. Behaviour can l a r g e l y be explained by the r o l e 
a person adopts m a given context and the s o c i a l r u l e s t h a t are intended 
t o guide a c t i o n m t h a t s i t u a t i o n . I t must be i n v e s t i g a t e d by l o o k i n g 
at the meanings t h a t people a t t r i b u t e t o acts m given s i t u a t i o n s -
or at the accounts and j u s t i f i c a t i o n s t h a t people give f o r t h e i r a c t i o n s . 

Thus many authors have addressed themselves t o understanding the 
r e l a t i o n s h i p between s o c i a l s t r u c t u r e and i n d i v i d u a l a c t i o n . Three 
c r u c i a l threads t o the di s c u s s i o n above may be summarised as f o l l o w s . 
F i r s t l y there i s the d i s t i n c t i o n between a focus on the order m s o c i a l 
existence against a focus on the d i s o r d e r of s o c i a l existence. This i s 
also known as the *consensus - c o n f l i c t ' debate, and features s t r o n g l y 
i n the w r i t i n g s o f Lockwood (1956) and Wrong (1961), and, m the context 
of o r g a n i s a t i o n s , Brown (1967) and Salaman (1979)• Secondly there i s 
the d i s t i n c t i o n between a focus on the consequences of s o c i a l actions 
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and i n s t i t u t i o n s against a focus on the genesis of these actions and 
i n s t i t u t i o n s . This also involves a d i s t i n c t i o n between d e s c r i p t i o n 
and e x p l a n a t ion and features h e a v i l y m the c r i t i q u e s o f f u n c t i o n a l i s t 
t h i n k i n g (Homans, 1964; Smith, 1973). The t h i r d thread concerns 
whether i t i s more h e l p f u l t o conceive o f s o c i e t y as a c o l l e c t i o n of 
fa c t s which e x i s t s e x t e r n a l l y t o i n d i v i d u a l s , or whether s o c i e t y should 
be conceived as i n t e r n a l t o i n d i v i d u a l s created by t h e i r a ctions and the 
meanings t h a t they a t t r i b u t e t o these a c t i o n s . This dilemma i s a 
major f e a t u r e m Homans (1964), Silverman (1970) a n d Harre and Secord 
(1973). 

The d i f f i c u l t y o f p r o v i d i n g acceptable s o l u t i o n s t o these dilemmas 
was a;t the roo t o f the t h e o r e t i c a l d i s c u s s i o n m Chapter 2, and i t seems 
t h a t a f u r t h e r examination of the r e s u l t s of the case study m Chapter 7 

w i l l c o n t r i b u t e t o an understanding of t h i s r e l a t i o n s h i p between 
o r g a n i s a t i o n a l s t r u c t u r e and i n d i v i d u a l a c t i o n . 

I n the case of the appointment of a new Nursing O f f i c e r m the 
Ma t e r n i t y U n i t , changes took place which could be analysed at a number of 
d i f f e r e n t l e v e l s . The post i t s e l f was a new one, and once i t was f i l l e d 
the s t r u c t u r e of the o r g a n i s a t i o n , m a formal sense, had become 
changed. But the change was f a r more s i g n i f i c a n t at an i n f o r m a l l e v e l , 
since a candidate supported by the n u r s i n g h i e r a r c h y was appointed 
against the e x p l i c i t wishes of the senior c o n s u l t a n t . I f the consultant*s 
candidate had been appointed the event would not have been s i g n i f i c a n t ; 
i t would have been unremarkable, because t h i s had always happened m the 
past. The important p o i n t was t h a t when the consultant was ove r - r u l e d 
by the nurses a key assumption about r i g h t s and a u t h o r i t y was c o n t r a d i c t e d . 
Up t o t h i s time the medical f u n c t i o n had been t o be superior t o the 
nu r s i n g f u n c t i o n m a l l major decisions r e l a t i n g t o the U n i t , but here 
was an area - the appointment of senior n u r s i n g s t a f f - which appeared t o 
have been removed from the pre r o g a t i v e of medical s t a f f . Thus, although 
the change d i d not have any great impact on the formal o r g a n i s a t i o n a l 
s t r u c t u r e o f the Unit (since the post was a r e l a t i v e l y j u n i o r one m 
the senior nurses* h i e r a r c h y ) i t d i d have a major impact upon the 
way t h i s s t r u c t u r e was i n t e r p r e t e d . 
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The change m i n t e r p r e t a t i o n was not achieved simply by people, 
m a whimsical way, proposing a new i n t e r p r e t a t i o n . I t was something 
t h a t had t o be demonstrated as a fa c t before i t could be accepted by 
other members of the o r g a n i s a t i o n . And t h i s could only be demonstrated 
through i n d i v i d u a l s a c t i v e l y g a m i n g c o n t r o l of the outcome of t h i s 
d e c i s i o n - thereby demonstrating t h e i r power m t h i s area. 

The focus of the c o n f l i c t was upon whether the P.N.O. or the Senior 
Consultant should have greater i n f l u e n c e over t h i s d e c i s i o n . Each 
had a d i f f e r e n t view o f the c r i t e r i a t h a t should be ap p l i e d m s e l e c t i n g 
the best candidate. For the P.N.O., a d m i n i s t r a t i v e competence was 
most important; f o r the consultant i t was c l i n i c a l competence t h a t was 
c r i t i c a l . 

The c o n f l i c t took the form of occasional c o n f r o n t a t i o n s between 
members of the nurses' f a c t i o n and the c o n s u l t a n t s 1 f a c t i o n . But a 
l o t more di s c u s s i o n took place amongst the nurses, p a r t i c u l a r l y between 
the P.N.O. and her immediate boss (C.N.O.) and her subordinates (S.N.O's.). 
I n developing a s t r a t e g y w i t h i n t h i s c o n f l i c t the nurses were able 
t o take advantage of three changes t h a t had been t a k i n g place m the 
country as a whole. F i r s t l y , the pressures from the Government and w i t h i n 
the Health Service f o r b e t t e r u t i l i s a t i o n of resources which i m p l i e d 
the importance o f managerial as opposed t o c l i n i c a l p r i o r i t i e s . This 
l e n t s t r e n g t h t o the nurses* arguments about the importance of a d m i n i s t r a t i v e 
competence m the Nursing O f f i c e r post. Secondly, the increased 
resources placed d i r e c t l y under the c o n t r o l of a hi e r a r c h y o f nurses 
r e s u l t i n g from the p a r t i a l implementation o f the Salmon Report, 
supported them m a s s e r t i n g t h e i r r i g h t t o determine who should be 
brought m as an e x t e r n a l assessor w h i l e making the appointment. 
T h i r d l y the nurses now had a s i m i l a r formal s t a t u s t o medical s t a f f w i t h 
equivalent r e p r e s e n t a t i o n on Management Committees. This meant t h a t 
the consultant could not r e f e r the case t o a higher body t o which he 
alone had access. I n a sense t h i s s i t u a t i o n was now reversed, since 
the P.IT.O. d i d have a boss d i r e c t l y above her; whereas the consultant 
d i d not. 
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The success of the nurses' strategem may t h e r e f o r e be t r a c e d t o 
t h e i r successful manipulation of two types of f a c t o r s . F i r s t l y they 
were able t o maintain a focus d u r i n g the debate onto those e x t e r n a l 
f a c t o r s which would support t h e i r own case; secondly they were able 
t o adjust the i n t e r n a l s t r u c t u r e of the decision-making process by 
b r i n g i n g i n t h e i r own assessor. The product of t h e i r e f f o r t s was t h a t 
although senior nurses p o t e n t i a l l y had an equivalent s t a t u s t o medical 
s t a f f , t h i s was the f i r s t time t h a t they had demonstrated p u b l i c l y 
m t h i s Unit t h a t t h e i r power was at le a s t e q u i v a l e n t . The f a c t of t h e i r 
success also helped t o e s t a b l i s h t h e i r arguments as important ideas 
t h a t would bear weight m f u t u r e d e c i s i o n s : t h i s was the importance 
of a d m i n i s t r a t i v e - and managerial - e f f i c i e n c y m running the h o s p i t a l . 
As such, t h i s was a new dominant value t h a t had been e s t a b l i s h e d m t h i s 
area. 

There was thus a close i n t e r p l a y throughout t h i s process between 
the s t r u c t u r a l and o b j e c t i v e l y - defined f a c t o r s , and the way 
pro t a g o n i s t s were able t o promote t h e i r own d e f i n i t i o n s through gaming 
acceptance o f s p e c i f i c emphases and m t e r p r e a t a t i o n s . 

3. THE NATURE OF SOCIAL AND ORGANISATIONAL VALUES 

The n o t i o n of an ' o r g a n i s a t i o n a l v alue' has been introduced m 
t h i s t h e s i s t o help understand the process of o r g a n i s a t i o n a l change. 
There are many other authors who have r e c e n t l y s t a r t e d t o develop s i m i l a r 
concepts m order t o provide more complex views of or g a n i s a t i o n s , 
p a r t i c u l a r l y d u r i n g periods of change. Some of these f e e l t h a t they 
are remedying the d e f i c i e n c i e s of s t r u c t u r a l approaches ( C r o z i e r , 1975)> 

others see themselves as att e m p t i n g t o provide a 'middle ground' 
between the systems and a c t i o n frameworks discussed m the previous 
s e c t i o n (Bowey, 1976). Although there i s much overlap between 
concepts there are s t i l l many d i f f e r e n t terms used, w i t h v a r y i n g 
i n t e r p r e t a t i o n s . I t should t h e r e f o r e help t o sharpen the concept 
of an o r g a n i s a t i o n a l value by reviewing some of the more prominent 
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concepts which are s i m i l a r - "before c o n t i n u i n g t o consider the genesis 
o f such values. 

As was pointed out m Chapter 2, one possible area of confusion 
i s between those d e f i n i t i o n s t h a t t r e a t 'value 1 as a fea t u r e of an 
i n d i v i d u a l , and those t h a t t r e a t 'value' as a property of a s o c i a l 
system. The f i r s t perspective tends t o be held by s o c i a l psychologists 
w i t h a humanistic i n c l i n a t i o n ; thus A l l p o r t (1963); 

"A value i s a b e l i e f upon which a man acts by preference." 
Rokeach (1973) provides a d e f i n i t i o n which moves s l i g h t l y towards 
the second p e r s p e c t i v e : 

"A value i s an enduring b e l i e f t h a t a s p e c i f i c mode of conduct 
or end-state of existence i s p e r s o n a l l y or s o c i a l l y p r e f e r a b l e 
t o an opposite or converse mode of conduct or end-state of 
existence." 

Another d i f f e r e n c e between the two d e f i n i t i o n s i s t h a t A l l p o r t 
stresses the m o t I v a t I o n a l f u n c t i o n o f a value, whereas Rokeach stresses 
the f u n c t i o n o f p r o v i d i n g standards f o r judgement or e v a l u a t i o n . Perhaps 
both elements should be regarded as important. 

French and B e l l (1978) discuss how i n d i v i d u a l human values may 
r e l a t e t o organisations m the f o l l o w i n g terms: 

"By human values we mean those goals and s t r i v i n g s o f i n d i v i d u a l s 
t h a t r e l a t e t o what they what from the o r g a n i s a t i o n and from t h e i r 
p a r t i c i p a t i o n as o r g a n i s a t i o n members." (p. x m ) . 

And they go on t o elaborate what they b e l i e v e these values t o be: 

"the o p p o r t u n i t y t o make a meaningful c o n t r i b u t i o n t o the 
o r g a n i s a t i o n ; 
the o p p o r t u n i t y t o have s a t i s f y i n g i n t e r - p e r s o n a l r e l a t i o n s h i p s ; 
the o p p o r t u n i t y t o accept r e s p o n s i b i l i t y ; 
The o p p o r t u n i t i e s f o r r e c o g n i t i o n and advancement; 
the o p p o r t u n i t i e s t o s t r e t c h oneself and grow." ( p . x m ) 

Again t h i s i m plies some k i n d of standard whereby the exchange r e l a t i o n s h i p 
w i t h the o r g a n i s a t i o n i s judged. 
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But where do these i n d i v i d u a l values come from? According t o 
s o c i a l psychology there are f o u r main sources: i d e n t i f i c a t i o n w i t h parents, 
and i d e n t i f i c a t i o n w i t h peer groups, followed by s o c i a l i s a t i o n through 
i n t e r p e r s o n a l r e l a t i o n s , and s o c i a l i s a t i o n through the impact of 
educational and occupational s t r u c t u r e s . I n the f i r s t two cases, 
i d e n t i f i c a t i o n happens because c h i l d r e n enjoy i m i t a t i n g others. I n the 
l a t t e r two cases s o c i a l i s a t i o n tends t o happen through operant 
c o n d i t i o n i n g : appropriate behaviour i s rewarded, but sanctions may 
be imposed when i n a p p r o p r i a t e behaviour occurs. (Reich and Adcock, 1976). 

Thus i n d i v i d u a l s w i l l h o l d c e r t a i n values which guide the way they 
form judgements, and may be a basis f o r t h e i r a c t i o n s . These values 
are r e l a t i v e l y stable and are l e a r n t from experiences, whether i n s i d e 
or outside o r g a n i s a t i o n s . 

However, the concept o f value becomes s l i g h t l y harder t o p i n down 
when the second perspective i s adopted and i t i s a b s tracted t o the l e v e l s 
of s o c i a l or o r g a n i s a t i o n a l behaviour. S o c i a l values are o f t e n confused 
w i t h , or used synonomously w i t h , s o c i a l norms; and t h e r e f o r e we s h a l l 
begin the discussion by l o o k i n g at s o c i a l norms. 

Reich and Adcock (1976) define a s o c i a l norm as: 

"an expectation shared by the group members which s p e c i f i e s 
appropriate behaviour, thoughts, f e e l i n g s and a t t i t u d e s . " (p. 47) . 

Dale and Spencer (1977) c a r r i e d out a very extensive i n v e s t i g a t i o n o f 
the nature of •norms' w i t h i n an o r g a n i s a t i o n . A f t e r n o t i n g the 
range of uses f o r the concept they r e f r a i n e d from a t t e m p t i n g an exhaustive 
d e f i n i t i o n and o u t l i n e d an a n a l y t i c framework which employs 'norm 1 m 
terms of 'what the m a j o r i t y t h i n k , or say, or do'. Thus there may be 
'norms of sentiments' (sentiments h e l d by the m a j o r i t y ) or 'norms of 
behaviour' (behaviours observed by the m a j o r i t y o f people). These 
'norms' are constructions made by the s o c i a l s c i e n t i s t ; but p a r t i c i p a n t s 
themselves w i l l also construct t h e i r own norms, and w i l l t h e r e f o r e be 
able t o re p o r t what the ' m a j o r i t y sentiment' or the ' m a j o r i t y behaviour' 



228. 

i s . The c o n s t r u c t i o n s made here are c l e a r l y Conscious ones, and t h i s 
element of consciousness appears t o be an u n d e r l y i n g f e a t u r e m the l a t t e r 
example. The second f e a t u r e o f a norm i s t h a t i t i s based upon what 
the m a j o r i t y do, or t h i n k , and there i s t h e r e f o r e some suggestion t h a t 
i t i s what the others should be doing ( p r e s c r i p t i o n ) . 

Dale and Spencer's study, l i k e other recent approaches t o the 
study of norms, has t r i e d t o develop an understanding o f norms which i s 
not based on the n o t i o n t h a t they e x i s t independently of i n d i v i d u a l s . 
I t i s accepted t h a t norms tend t o be p r e s c r i p t i v e , or p r o s c r i p t i v e , but m 
r e a l i t y , as Cic o u r e l (1964) notes, norms tend t o be i d e n t i f i e d a f t e r a 
popular act has taken place. Norms may also be broken, and he 
suggests t h a t a 'game' model might be h e l p f u l m understanding the 
basis f o r people's attachment t o r u l e s . People may choose t o play 
by the r u l e s , or not, but i f they choose t o dis r e g a r d the r u l e s 
they w i l l have great d i f f i c u l t y i n t e r a c t i n g w i t h others who expect 
them t o abide by the r u l e s . Furthermore, any p a r t i c u l a r set of r u l e s 
w i l l only make sense w i t h i n the context of a p a r t i c u l a r game. 
Therefore the i n t e r p r e t a t i o n of norms and the i n d i v i d u a l ' s attachment 
t o them w i l l be h i g h l y dependent on h i s a b i l i t y t o a t t a c h a meaningful 
s t r u c t u r e t o the p a r t i c u l a r s i t u a t i o n or 'episode' m which he i s a c t i n g . 

Thus s o c i a l norms appear t o be p r e s c r i p t i v e about behaviour, 
o c c a s i o n a l l y conscious (but o f t e n i d e n t i f i a b l e only a f t e r an a c t i o n ) , 
and dependent upon the meaning t h a t i n d i v i d u a l s a t t a c h t o p a r t i c u l a r 
s i t u a t i o n s . 

Whereas Dale and Spencer (1977) i d e n t i f y i n d i v i d u a l s o c i a l norms 
by summing the perceptions of i n d i v i d u a l s ; Hofstede (1978) i n d i c a t e s 
t h a t when they are combined f o r members of a group they c o n s t i t u t e 
a c u l t u r e . For him c u l t u r e i s "the c o l l e c t i v e programming of the human 
mind, obtained m the course of l i f e , which i s common t o the members 
of one human group as opposed t o another." (p. 127). S i m i l a r l y 
Handy (1976) sees c u l t u r e as a "set o f norms", but he then extends 
the concept m the case of organisations where c u l t u r e s are: 
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"deep-set b e l i e f s about the way work should be organised, the 
way a u t h o r i t y should be exercised, people rewarded, people 
c o n t r o l l e d . " ( p . 177). 

The o r g a n i s a t i o n a l c u l t u r e may also be represented m the kinds of 
b u i l d i n g s i t uses and the type of people i t employs. 

Pettigrew (1977a-) also sees the concept of c u l t u r e m very wide 
terms. Although he s t a r t s w i t h a f a i r l y s p e c i f i c i n t e r p r e t i v e d e f i n i t i o n : 

"A c u l t u r e i s the system of such p u b l i c l y and c o l l e c t i v e l y 
subscribed t o meaning o p e r a t i n g f o r a given group at a given 
time." ( p . 12). 

But f e e l i n g t h a t t h i s s t i l l lacks a n a l y t i c b i t e he p r e f e r s t o see i t 
as the source of a f a m i l y of concepts such as a 'symbol', 'language', 
'ideology', ' b e l i e f , ' r i t u a l ' , and 'myth' - which might provide a 
more s p e c i f i c focus f o r a n a l y s i s . 

I f one were t o attempt a d e f i n i t i o n of a ' c u l t u r e * at a l l , i t 
would include the f o l l o w i n g mam f e a t u r e s : f i r s t l y a system of shared 
meaning between members of a p a r t i c u l a r group, secondly the element 
of p r e s c r i p t i o n i m p l i e d by the d e f i n i t i o n of norms, and t h i r d l y the 
a s s o c i a t i o n w i t h non-normative, p o s s i b l y p h y s i c a l , a t t r i b u t e s o f a group. 
The concept i s wider than t h a t of a *norm*, but i t i s l i n k e d s p e c i f i c a l l y 
t o p a r t i c u l a r groups of i n d i v i d u a l s . 

Another concept which i s o f t e n associated w i t h ' c u l t u r e ' i s t h a t 
of myth. Academics tend t o eschew the popular d e f i n i t i o n of a myth 
as being something which i s b e l i e v e d , but which i s not t r u e . Instead 
they stress the f u n c t i o n a l value of myths, and p o i n t out t h a t myths may 
a c t u a l l y be t r u e or f a l s e (Dale and Spencer, 19TT)• Plato s t a r t e d 
i t o f f by proposing t h a t an ideal State should be provided w i t h a 
'magnificent myth' which would be accepted by a l l classes i n the s o c i e t y 
and which would a r t i c u l a t e the i d e a l s of the s t a t e — what i t i s s t r i v i n g 
towards — and also provide an explanation of i t s c urrent existence and 
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s t r u c t u r e . Dale and Spencer emphasise t h a t myths e x i s t m order f o r 
c e r t a i n t r a n s a c t i o n s t o take place. I n t h e i r research i n t o a s t a t e 
t h e a t r e company they i d e n t i f y a c e n t r a l myth which they c a l l the O f f i c i a l 
M o r a l i t y , m t h i s case a b e l i e f m the 'ensemble' p r i n c i p l e of 
or g a n i s i n g t h e a t r i c a l productions. 

The problem w i t h t h i s myth i s t h a t although i t provided a source of 
i n s p i r a t i o n when f i r s t a r t i c u l a t e d m the e a r l y 1960*s, by the time 
those authors a r r i v e d i t had become something of a sacred cow. People 
payed l i p service t o the ensemble myth and d i d not challenge i t 
p u b l i c l y even when they b e l i e v e d t h a t i t was no longer t r u e . This 
was most not i c e a b l e m the t r a n s a c t i o n s between the D i r e c t o r and his 
a c t o r s . For the actors the myt comprised t h e i r assumptions about 
what the D i r e c t o r b e l i e v e d and wanted; and vice versa f o r the D i r e c t o r . 
As such the myth consisted o f c o n s t r u c t i o n s about the r e a l i t y o f others, 
and i t may be t h a t t h i s was why i t was so d i f f i c u l t t o challenge. 

I n a subsequent paper, Spencer and Dale (1977) use the terms 
' c u l t u r e * and ' o f f i c i a l m o r a l i t y ' synonomously. They comment on the 
subculture w i t h i n a S t e e r i n g Group t r y i n g t o introduce change i n t o 
a s a l t works as being p a r t i c i p a t i v e , , n o n - h i e r a r c h i c a l , f r a n k , open and 
supp o r t i v e . This subculture contrasted f a i r l y s h arply w i t h t h a t of 
the r e s t of the works. I n discussions amongst members of the S t e e r i n g 
Group there was a f e e l i n g t h a t they should change from being a 
discussive t o an i n f l u e n c i n g body " i n order t o spread t h i s new ' o f f i c i a l 
m o r a l i t y ' " (p. 8 .) What i s most important here i s the i m p l i c a t i o n 
t h a t c u l t u r e s or myths can only be e s t a b l i s h e d through a c t i v e l y i n f l u e n c i n g 
others, and t h i s point w i l l be taken up l a t e r m t h i s d i s c u s s i o n . 

The concept of myth also features s i g n i f i c a n t l y m recent work 
by Hedbcrg. I t i s l i n k e d c l o s e l y t o the business s t r a t e g i e s pursued 
by an o r g a n i s a t i o n . These s t r a t e g i e s are seen t o be the causes t h a t 
l i n k streams of decisions i n t o p a t t e r n s , and 'myths' represent the 
common themes u n d e r l y i n g s t r a t e g i e s . Thus myths r e f e r : 

" t o the metasystem from which an o r g a n i s a t i o n derives i t s ^ 
s t r a t e g i e s d u r i n g a c e r t a i n time i n t e r v a l " (Hedberg and Jonsson, 
1976, p.2). 
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An i n t e r e s t i n g f e a t u r e of a myth, as they use i t m t h i s paper, i s 
t h a t new myths which u n d e r l i e changes m s t r a t e g y w i l l not he apparent 
u n t i l a f t e r the actions have been i n i t i a t e d m l i n e w i t h a new s t r a t e g y . 
There i s thus an element of l a t e n c y m a myth. Myths w i l l not "become 
manifest u n t i l they can be l i n k e d t o the actions t h a t flow from a given 
s t r a t e g y . 

But t h i s emphasis on the r e l a t i o n s h i p between the ideas 
embodied m myths and the actions and decisions taken by members 
of organisations i s not used c o n s i s t e n t l y m t h e i r work. I n the 
same paper they r e f e r t o new myths as being l a r g e l y based on 
emotional or s p e c u l a t i v e arguments. I n a subsequent paper (Starbuck, 
Greve, and Hedburg, 1978) the d i s a s s o c i a t i o n between ideas and actions 
i s taken somewhat f u r t h e r . Here the r o l e of the t o p manager i s 
emphasised m h e l p i n g organisations t o cope w i t h c r i s e s , and t h i s 
i s seen p r i m a r i l y m terms of managing idea systems: 

"With l i t t l e more than words, the t o p managers can shape 
i d e o l o g i c a l s e t t i n g s which re v e a l o p p o r t u n i t i e s , n u r t u r e courage, 
and arouse enthusiasm." (p.49) 

I t seems t h a t the importance of ideology may have been over emphasised 
m t h i s instance. C e r t a i n l y w i t h m our n a t i o n a l c u l t u r e there are 
not many people who are prepared t o b e l i e v e i d e o l o g i c a l statements 
unless these are backed up by actions and r e s u l t s . Indeed t h e i r own 
examples m t h i s paper i n d i c a t e t h a t members of organisations going 
through c r i s e s d i d not believe t h a t the o r g a n i s a t i o n could become 
successful again u n t i l a few successes had a c t u a l l y been demonstrated. 
I t appears from t h i s t h a t ideology i s only potent when i t can be 
demonstrably l i n k e d t o ' f a c t s * . 

I n a most important book on t h i s subject Uormann (1977) sees the 
system of ideas m an o r g a n i s a t i o n as c e n t r a l t o i t s o p e r a t i o n . These 
include the values, norms, creeds and concepts of members about 
how the o r g a n i s a t i o n should be run and what i t should be doing. Many 
of these ideas w i l l be m c o n f l i c t , but those which t h e i r proponents 
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succeed m e s t a b l i s h i n g f u l l y w i l l become the dominating ideas. 
I n Nermann's view, ideas may centre around the nature o f the business 
and the exchange process between the o r g a n i s a t i o n and i t s environment, 
or they may be about growth and the way business ideas become e s t a b l i s h e d . 
Business ideas must be anchored securely i n t o the present r e a l i t i e s 
o f the o r g a n i s a t i o n and i t s environment; growth ideas may embody v i s i o n s 
of the f u t u r e . Business ideas, m p a r t i c u l a r , develop h e u r i s t i c a l l y 
through a process of t r i a l - a n d - e r r o r . I n i t i a l l y the 'idea* may be a 
vague n o t i o n ; and i t i s not u n t i l i t has t o some extent become implemented 
t h a t i t becomes c l a r i f i e d . 

There i s some s i m i l a r i t y here between a 'business idea' and an 
* or gams at 1 onal value ' as developed m t h i s t h e s i s . O rganisational 
values r e f l e c t the view of i n d i v i d u a l s and groups about how the 
o r g a n i s a t i o n should be o p e r a t i n g and t o what end. There are three 
important features t o t h i s concept. F i r s t l y , values only become dominant 
w i t h i n an o r g a n i s a t i o n when they are asserted. They are asserted through 
the p a t t e r n s of actions and decisions which are co n s i s t e n t w i t h them. 
I n the sense of being i n f e r r e d a f t e r decisions are taken o r g a n i s a t i o n a l 
values are s i m i l a r t o the way Hedburg uses the concept of 'myth' - although 
not n e c e s s a r i l y t o how he defines i t . Once dominant values have been 
e s t a b l i s h e d they colour people's perceptions of the kinds of decisions 
t h a t are l e g i t i m i s e d by those who are now m c o n t r o l of t h a t p a r t i c u l a r 
area. They w i l l also give an impression of permanency since assumptions 
about what i s l e g i t i m a t e w i l l be maintained unless these p a t t e r n s are 
c o n s i s t e n t l y broken, or new value systems are e s t a b l i s h e d . As w i t h Dale 
and Spencer's concept of an ' O f f i c i a l M o r a l i t y ' these assumptions may t u r n 
out t o be u n j u s t i f i a b l y durable. 

The second feature of an o r g a n i s a t i o n a l value i s t h a t i t i m p lies a 
consistency m d i r e c t i o n , and hence of choosing one d i r e c t i o n r a t h e r than 
others. Thus, t o borrow one of Normann's examples, an o r g a n i s a t i o n a l 
value system may emphasise the need t o seize marketing o p p o r t u n i t i e s and 
adapt t o the needs of the environment, r a t h e r than t o r a t i o n a l i s e the 
o r g a n i s a t i o n and increase the e f f i c i e n c y of production. This i s not u n l i k e 
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a c o l l e c t i o n of norms which p r e s c r i b e the d i r e c t i o n s of behaviour; 
but i t goes f u r t h e r m i m p l y i n g an element of a ' d r i v i n g f o r c e ' , r a t h e r 
m the way t h a t myths may sometimes operate. 

The t h i r d f e a ture of an o r g a n i s a t i o n a l value i s t h a t i t i s 
e s s e n t i a l l y l a t e n t . I t remains l a t e n t , as a mere p o s s i b i l i t y , u n t i l 
i t becomes asserted as a dominant value. Then i t becomes manifest. 
However the d i s t i n c t i o n between the two states i s by no means c l e a r c u t . 
The t r a n s i t i o n may be a long and complex process as various values are 
being asserted, even though none may yet yet have become e s t a b l i s h e d . This 
element o f ambiguity i s possible because dominant values may be 
e s t a b l i s h e d as f a c t s before they are recognised as such. A stage may 
have been reached m the l i f e of an o r g a n i s a t i o n where only c e r t a i n 
types of decisions are seen t o be l e g i t i m a t e , but the consistency m 
t h i s p o s i t i o n may not yet have been recognised by anyone. For those who 
wish t o understand how an o r g a n i s a t i o n i s changing there may be considerabl 
advantage m being able t o spot emerging value systems at an e a r l y 
stage. I t may also prove t o be a p o l i t i c a l advantage f o r those who are 
a t t e m p t i n g t o i n f l u e n c e the process of change. Thus i t i s most 
important t o understand the process whereby o r g a n i s a t i o n a l values emerge 
and become dominant. 

4. THE EMERGENCE OF ORGANISATIONAL VALUES 

I f o r g a n i s a t i o n a l values are 'emergent', how do they emerge, 
and where do they come from? I n order t o develop a f u l l e r understanding 
of t h i s process i t w i l l be necessary t o look at the views of other 
authors about the emergence o f myths and ideas. Since these concepts 
have been discussed m some d e t a i l m the previous s e c t i o n the terms 
w i l l be used as defined by t h e i r authors - on the assumption t h a t 
d i f f e r e n c e s m meaning have been e s t a b l i s h e d adequately. 

The dilemma between s t r u c t u r a l and a c t i o n theory views o f 
o r g a n i s a t i o n w i l l also be apparent m t h i s s e c t i o n . At a s i m p l i s t i c 
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l e v e l one might assume t h a t values may o r i g i n a t e from i n s i d e or outside 
the o r g a n i s a t i o n . Some 'values' w i l l be imported from the outside 
community, and these may inf l u e n c e the way people perceive t h e i r work 
and the way they r e l a t e t o t h e i r employer (Goldthorpe et a l . 1968). 

When added together these values may also c o n t r i b u t e t o the o v e r a l l 
c u l t u r e o f the o r g a n i s a t i o n . S o c i a l values may also have some in f l u e n c e 
on the o r g a n i s a t i o n from the outside m the form of pressure groups and 
other stakeholders which seek t o i n f l u e n c e the d i r e c t i o n o f decisions taken 
by the o r g a n i s a t i o n . Some of these i n f l u e n c e s may be disregarded more 
e a s i l y than o t h e r s : consumers and envi r o n m e n t a l i s t s may be disregarded 
more e a s i l y than government l e g i s l a t i o n or the requests of a parent 
o r g a n i s a t i o n . And the amount of i n f l u e n c e i s l a r g e l y a f u n c t i o n of the 
s e v e r i t y of the sanctions which can be a p p l i e d . 

However, as Hofstede (1978) notes, many organisations s t i l l r e t a i n 
a l o t of choice about which pressures they do or do not react t o . 
There i s o f t e n a dominant e l i t e m the o r g a n i s a t i o n who are m a 
p o s i t i o n t o decide whether t o take n o t i c e , and of what. Thus although 
organisations may be seen t o be r e a c t i n g t o e x t e r n a l pressures, they 
can be very s e l e c t i v e about t h i s : i t i s not a mechanistic process. As 
m the case study of a n u r s i n g appointment described above, the way 
these e x t e r n a l pressures were t o be i n t e r p r e t e d was a c e n t r a l issue 
m the c o n f l i c t between medical and nu r s i n g s t a f f . 

Members of the o r g a n i s a t i o n may be a c t i v e m i n t e r p r e t i n g e x t e r n a l 
value systems, they may also be a c t i v e m c r e a t i n g new values from the 
i n s i d e . A number of authors have examined the emergence of o r g a n i s a t i o n a l 
values m t h i s way. Without exception t h i s i s seen t o be due t o the 
acti o n s of i n d i v i d u a l s , but m most cases these i n d i v i d u a l s are e i t h e r 
i s o l a t e d leaders, or a small e l i t e at the top of the o r g a n i s a t i o n . 

Clark (1972) describes three cases of new values being introduced 
i n t o American colleges through the appointment of new leaders. I n 
one case the o r g a n i s a t i o n was a new foundation; another one was 
es t a b l i s h e d , but m a s t a t e of c r i s i s ; and the t h i r d o r g a n i s a t i o n was 
es t a b l i s h e d , successful, but also r e c e p t i v e t o new ideas. The enthusiasm 
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of each of these leaders generated what Clark c a l l s ' o r g a n i s a t i o n a l 
sagas' which provided f o r members a f e e l i n g of unique accomplishment f o r 
the o r g a n i s a t i o n over a pe r i o d of years. And t h i s view of the 
organisation's uniqueness was held w i t h considerable sentiment by members. 

Although m some ways the i n t r o d u c t i o n of a new leader might be 
seen as a s t r a t e g y f o r i m p o r t i n g values from o u t s i d e , i t begs the 
question of how t h a t p a r t i c u l a r leader came t o be chosen m the f i r s t 
place. I n f a c t , as Clark (1970) showed, two out of these three leaders 
were se l e c t e d f a i r l y c a r e f u l l y because they were thought t o represent 
s i m i l a r values t o those held by the people making the s e l e c t i o n . Thus 
m these two cases the appointment of such leaders could be seen as 
stre n g t h e n i n g the values t h a t already e x i s t e d . 

A focus on a 'saga' i s h e l p f u l m b r i n g i n g out some of the more 
emotive aspects of o r g a n i s a t i o n a l l i f e , and Pet t i g r e w (1977&) adopted 
t h i s approach m s t u d y i n g the c r e a t i o n and development of a B r i t i s h 
boarding school between 1934 a n d 1975• He also focussed on the impact 
of a leader, since the mam reference m h i s paper i s t o the e a r l y 
years of the school a f t e r i t was founded by i t s f i r s t headmaster. An 
image i s presented o f a s t r o n g e n t r e p r e n e u r i a l character w i t h a c l e a r 
v i s i o n o f the purpose of the school and the way i t was t o be organised. 
The headmaster was also able t o a r t i c u l a t e h i s v i s i o n m s t r o n g 
symbolic language, and t h i s i n s p i r a t i o n a l element seemed most important 
m generating a s t r o n g commitment among employees. Thus, success as 
an entrepreneur i s not only a matter of personal q u a l i t i e s , i t i s also 
a f u n c t i o n of t h a t person's a b i l i t y t o generate an appropriate i n s t i t u t i o n a l 
s e t t i n g , and t o develop good l e a d e r - f o l l o w e r r e l a t i o n s . I n Pettigrew's 
analysis 'values' are assumed t o be part of the o v e r a l l o r g a n i s a t i o n a l 
c u l t u r e which was created by the entrepreneur. I t w i l l be r e c a l l e d t h a t 
the view proposed m t h i s t h e s i s i s s l i g h t l y more s p e c i f i c : t h a t 
' o r g a n i s a t i o n a l values' are d i r e c t l y r e l a t e d t o the nature of p a t t e r n 
changes m the o r g a n i s a t i o n . I t should also be noted t h a t Pettigrew's 
n o t i o n o f ' v i s i o n ' i s s i m i l a r t o the way Dale and Spencer (1977) use the 
term ' O f f i c i a l Myth': i t i s a conscious expression of the nature and 
purpose of the o r g a n i s a t i o n , whether or not i t accords w i t h the f a c t s 
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o f the s i t u a t i o n as perceived by more detached observers. 

Another study i s provided by Mintzberg (1978) who concentrates 
on what he c a l l s ' s t r a t e g y formation* m large organisations over 
periods of time. He provides examples from the development of 
Volkswagenwek which i s i n v e s t i g a t e d over h a l f a century, and the U.S. 
Adm i n i s t r a t i o n ' s Vietnam P o l i c y over a quarter of a century. The model 
of s t r a t e g y f o r m u l a t i o n suggested by Mintzberg incorporates an 
environment which changes d i s c o n t m u o u s l y , a 'bureaucracy' w i t h i n the 
o r g a n i s a t i o n which attempts t o r e s i s t any e x t e r n a l changes, and a 
'leadership' which i s m the p o s i t i o n of being able t o mediate between 
the two. The leader i s m the p o s i t i o n of being able t o set a d e l i b e r a t e 
s t r a t e g y m l i n e w i t h what he sees the requirements of the environment 
t o be, or t o f a l l back on the i n e r t i a of the bureaucracy. Intermediate 
s t r a t e g i e s are also possible where the leader makes minor changes which 
i n v o l v e compromises between environmental and bureaucratic pressures. 
An important c h a r a c t e r i s t i c of the leader m e s t a b l i s h i n g a new c l e a r 
s t r a t e g y i s h i s a b i l i t y t o s o r t out a 'mess' i n t o some coherent s t r u c t u r e . 
When the leader s o r t s out a mess m t c a coherent s t r u c t u r e and p a t t e r n , 
other members of the o r g a n i s a t i o n are only too glad t o f o l l o w . Such was 
the case f o r Nordhoff m r e b u i l d i n g Volkswagen a f t e r the war; i t was also 
the case f o r L e i d m g who took over the company m 1971 a f t e r p r o f i t s 
had been m steady d e c l i n e over a peri o d of three years. Kennedy's 
d e c i s i o n m 1961 t o provide m i l i t a r y support t o the Diem government m 
South Vietnam, m a d d i t i o n t o d i r e c t a i d , appeared t o be a pu r e l y 
p r o a c t i v e move without e x t e r n a l provocation; but Johnson's d e c i s i o n m 
1968 t o cease e s c a l a t i o n of the war came as a r e a c t i o n t o very great 
pressures both i n s i d e and outside the a d m i n i s t r a t i o n . 

I n these cases i t i s apparent t h a t the leader may operate m a 
pu r e l y p r o a c t i v e manner; but the d e c i s i o n t o cease e s c a l a t i o n of the 
Vietnam war i s an example of Johnson, as leader, r e a c t i n g t o st r o n g 
forces f o r change w i t h i n h i s own o r g a n i s a t i o n , p a r t i c u l a r l y from 
McNamara. Thus i t i s not s u f f i c i e n t t o see the 'bureaucracy' as an 
o r g a n i s a t i o n a l operating system " t h a t above a l l seeks t o s t a b i l i s e i t s 
a c t i o n s , despite the c h a r a c t e r i s t i c s of the environment i t serves": 
(Mintzberg, 1978, p. 941 ) • 



237-

F i n a l l y , the study r e p o r t e d by Dale and Spencer (1977), as described 
above, covered the development of a s t a t e t h e a t r e Company. Again the 
'leadership' model i s a p p l i e d t o show how the head o f the Company, 
Rex, was able t o i n t e r p r e t s o c i a l and p o l i t i c a l changes t a k i n g place 
e x t e r n a l l y , and t o t r a n s l a t e them i n t o a v i s i o n , or O f f i c i a l Myth, 
of the purpose and d i r e c t i o n o f the Company. He was also able t o t u r n 
t h i s i n t o a r e a l i t y through Magister, an important D i r e c t o r o f the 
Company. Although others m the t h e a t r e were also aware of the p o t e n t i a l 
o p p o r t u n i t i e s , Rex and Magister were able t o a r t i c u l a t e a conscious 
philosophy, and t o implement i t because of t h e i r charismatic 
p e r s o n a l i t i e s . The philosophy was implemented through developing new 
methods of production and d e c i s i o n making, and supported by e s t a b l i s h i n g 
support s t r u c t u r e s such as job s e c u r i t y . I t was through i t s 
implementation t h a t t h i s philosophy, or o r g a n i s a t i o n a l value system, 
became a f a c t . The a r t i c u l a t i o n of the O f f i c i a l Myth acted t o support 
the establishment of the new regime, but as Dale and Spencer noted, i t 
was possible f o r the myth t o continue m existence when the Company 
was no longer operating along the l i n e s i m p l i e d by i t . 

The element t h a t i s common t o a l l f o u r of these studies i s the r o l e 
of the leader m mediating w i t h , i n t e r p r e t i n g , or s o r t i n g out the 
environment o f the o r g a n i s a t i o n , and o c c a s i o n a l l y m p r o v i d i n g an a 
p r i o r i v i s i o n of the f u t u r e . I n a l l cases the leader i s r e q u i r e d t o 
impart a sense of d i r e c t i o n and purpose t o o r g a n i s a t i o n members which i s 
r e a d i l y accepted provided he possesses adequate c r e d i b i l i t y and goes 
about his t a s k i n an appropriate way. 

But there are i n d i c a t i o n s t h a t the leader may have been given 
undue prominence m some of the above examples. I n Clark's examples, 
other members of the o r g a n i s a t i o n played a very s i g n i f i c a n t part both 
m s e l e c t i n g the leader and 1m implementing the ideas t h a t he was 
a r t i c u l a t i n g . I n Mintzberg's a n a l y s i s of the U.S. Strategy f o r m u l a t i o n 
m Vietnam i t i s apparent t h a t other members of the o r g a n i s a t i o n played 
a very a c t i v e part m i n t e r p r e t i n g the environment, p a r t i c u l a r l y d u r i n g 
the l a t t e r stages of the Johnson a d m i n i s t r a t i o n . This f e a t u r e i s not 
q u i t e so marked m the study by Dale and Spencer (1977); but m the 
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case of the B r i t i s h hoarding school described by Pettigrew i t may 
be t h a t analysis of subsequent phases of the development of the school 
would show other members of s t a f f e x e r t i n g f a r greater i n f l u e n c e over 
the d i r e c t i o n taken by the school. 

Thus although the leader may be d i s p r o p o r t i o n a t e l y i n f l u e n t i a l m 
some s i t u a t i o n s , t h i s w i l l not always be the case. Therefore there i s 
a need t o understand more about how other members of the o r g a n i s a t i o n 
may i n f l u e n c e the d i r e c t i o n taken, and how they may have an impact on 
the formation o f o r g a n i s a t i o n a l values. This w i l l be considered f u r t h e r 
m the next s e c t i o n of t h i s chapter. 

The other major issue t o consider i s the r e l a t i o n s h i p between 
the ideas m an o r g a n i s a t i o n and the actions and decisions being taken. 
Do the ideas appear a f t e r the a c t i o n s , or do the actions f a l l o w from 
the ideas? Hedberg and Johnsson (1976) c r i t i c i s e most w r i t e r s on 
s t r a t e g y f o r m a t i o n , i n c l u d i n g Mmtzberg, f o r l o o k i n g at o r g a n i s a t i o n a l 
developments ex post, t h a t i s , t h a t s t r a t e g i e s are the l a b e l s t h a t are 
attached t o pa t t e r n s m streams of decisions a f t e r the event. I n 
contrast they suggest t h a t s t r a t e g i e s a c t u a l l y cause streams o f decisions 
t o be moulded i n t o p a t t e r n s because they provide a continuous f i l t e r on 
the i d e n t i f i c a t i o n and i n t e r p r e t a t i o n of problems. S t r a t e g i e s provide 
continuous i n t e r p r e t a t i o n s of r e a l i t y , w h i l e , at the same t i m e , h e l p i n g t o 
shape t h a t r e a l i t y ; whereas •myths* are simply the ideas from which 
these s t r a t e g i e s are d e r i v e d . But myths can also i n f l u e n c e r e a l i t y 
i n d i r e c t l y , j u s t as they may be challenged by t h a t same r e a l i t y . 

This p i c t u r e of a complex i n t e r a c t i o n between myths, s t r a t e g i e s and 
r e a l i t y might be l a b e l l e d as a formative view of the e v o l u t i o n of 
o r g a n i s a t i o n a l values, as opposed t o the post hoc view ascribed t o 
Mintzberg. Although the formative view looks a t t r a c t i v e there i s also 
a case f o r the post hoc view. An important aspect of managing i s m 
t r y i n g t o understand and e s t a b l i s h c o n t r o l over events both i n s i d e and 
outside the o r g a n i s a t i o n . The a b i l i t y t o c o n t r o l something presupposes 
the a b i l i t y t o understand i t . I n a competitive w o r l d , those who are able 
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t o achieve r a p i d understanding (even at an i n t u i t i v e l e v e l ) of new 
problems w i l l have an advantage over t h e i r slower contemporaries. Once 
some understanding has been achieved i t should be possible t o exert 
greater c o n t r o l over the development of the s i t u a t i o n ; but some 
s i t u a t i o n must have e x i s t e d i n i t i a l l y m order f o r t h a t understanding 
t o be achieved ex post. As Petti g r e w (1977"b) p o i n t s out, i t may be 
convenient f o r the observer t o t h i n k of pat t e r n s of decisions f l o w i n g 
from an i n t e n t i o n a l s t r a t e g y , but i t i s also necessary t o accept 
t h a t choices and decisions are being made a l l the time, and hence 
s t r a t e g y i s being i m p l i c i t l y d e f i n e d by t h i s process. I n a s i m i l a r 
way o r g a n i s a t i o n a l values w i l l be emerging c o n t i n u a l l y from the 
decisions and actions of members of the o r g a n i s a t i o n . 

5. THE RISE, MAIETfflAUCE, AND FALL OF ORGAHTS AT IOEAL VALUE SYSTEMS 

Hedberg and Jonsson (1976) poin t t o two types of ex p l a n a t i o n f o r 
the r i s e and f a l l o f 'myths'. These are c o n f l i c t t h e o r i e s and r i s e - a n d -
f a l l t h e o r i e s . They s t a t e t h e i r preference f o r the l a t t e r k i n d of th e o r y 
which assumes t h a t the r i s e and f a l l of myths i s an inherent p r o p e r t y m 
any s o c i a l system, on the grounds t h a t t h e i r own observations o f s t r a t e g y 
changes suggest t h a t they do not r e s u l t from power s t r u g g l e s . But at 
other points m the same paper, they say t h a t the acceptance o f new myths 
" i s also very much a p o l i t i c a l process wherein groups of o r g a n i s a t i o n a l 
members s t r u g g l e f o r dominance and attempt t o persuade enough l a r g e a 
m a j o r i t y t o accept the new myth" ( s i c ) ( p . 5« ) a n ( i also t h a t such s t r u g g l e 
are very much a fea t u r e of a l l l e v e l s of government due t o the democratic 
process. Thus, despite t h e i r preferences there seems t o be a case f o r 
the c o n f l i c t view. This s e c t i o n w i l l t h e r e f o r e concentrate on t h i s 
c o n f l i c t view, p a r t i c u l a r l y by l o o k i n g at the r o l e of those members 
of the o r g a n i s a t i o n who are not designated as leaders. 

Normaim (1977) sees a continuous s t r u g g l e t a k i n g place between 
competing systems of ideas. As noted above, these may e i t h e r be about 
the nature of the business, or about the way i t should be growing. 
Business ideas attempt t o achieve understanding of the e s s e n t i a l exchange 
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r e l a t i o n s h i p between the o r g a n i s a t i o n and i t s environment. I n p a r t i c u l a r 
they must focus on the l i n k between an i d e n t i f i a b l e niche or market 
segment, and the unique s t r u c t u r e , resources and knowledge of the 
or g a n i s a t i o n . The business idea must incorporate both an idea of what 
i s t o be done, and a means of doing i t . Those ideas t h a t succeed m 
the s t r u g g l e f o r precedence become the dominating ideas f o r a given 
p e r i o d . 

There are two ways m which these ideas, or values, w i l l i n t e r a c t 
w i t h i n d i v i d u a l s m the o r g a n i s a t i o n . As Hofstede (1978) p o i n t s out, 
there i s l i k e l y t o be a close l i n k between dominant values and reward 
systems. Values w i l l a f f e c t the careers of j u n i o r members of the 
or g a n i s a t i o n m t h a t they must be seen t o be a c t i n g m accordance w i t h 
the accepted view o f r e a l i t y i f they are t o progress. But i f one then 
takes the view of values as being emergent, and l i n k e d t o the nature o f 
decisions being taken at any p o i n t m time, the a b i l i t y t o spot a new 
dominant value before others spot i t may also be c r i t i c a l t o career 
progression. Thus i t i s those managers who are able t o spot the 'name 
of the game* more q u i c k l y than others who w i l l stand out as being more 
perceptive and a l e r t . Since t h i s i s also an important feature m the 
competit i o n between organisations these managers w i l l be seen t o be of 
value t o t h e i r own or g a n i s a t i o n s , and hence should be more l i k e l y t o 
ob t a i n promotion. But t h i s competitive element also means t h a t an 
understanding of a dominant value i s only u s e f u l while t h a t value i s 
l a t e n t . As soon as i t emerges i n t o p u b l i c view there ceases t o be any 
personal advantage m t h i s knowledge. 

The n o t i o n of l a t e n c y m o r g a n i s a t i o n a l values may also be 
supported by asking p o l i t i c a l l y astute observers m almost any 
or g a n i s a t i o n what i s the 'name c f the game' at t h a t time. S u r p r i s i n g l y 
most people w i l l f i n d t h i s a d i f f i c u l t question t o answer; they can say 
what i t was a year ago, but they o f t e n f i n d i t d i f f i c u l t t o say what i t 
i s at t h a t moment m time. This suggests t h a t i t can only be i n f e r r e d 
a f t e r c e r t a i n decisions have been made: v e r b a l i s a t i o n can have no impact 
on these decisions c u r r e n t l y being made. 
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There are many stratagems t h a t may be adopted by i n d i v i d u a l s 
wishing t o keep up w i t h the times. Some may watch the decisions of 
senior managers very c a r e f u l l y , others may develop extensive personal 
networks so t h a t they are aware of the nature of debates c u r r e n t l y 
t a k i n g place, yet others may t r y t o t e s t out t h e i r a b i l i t y t o e s t a b l i s h 
values by t a k i n g t h e i r own i n i t i a t i v e s . 'Assessed s t a t u r e ' has a 
hab i t of being s e l f - r e m f o r c m g , and managers who have s t a r t e d successful 
bandwaggons r o l l i n g m the past w i l l be more l i k e l y t o a t t r a c t support 
f o r t h e i r ideas m the f u t u r e . Part of the a r t o f s e t t i n g bandwaggons 
r o l l i n g i s m b r i n g i n g p a r t i c u l a r issues t o the a t t e n t i o n of others 
as being m need o f a s o l u t i o n . The i n i t i a l s e l e c t i o n of these issues 
may be motivated by the view t h a t the energy released by others m order 
t o solve them i s l i k e l y t o f u r t h e r the i n t e r e s t s or personal values o f 
those responsible f o r t h e i r i n i t i a t i o n . Thus managers may gam s t a t u r e 
e i t h e r by being successful m g a m i n g acceptance of the importance of 
p a r t i c u l a r issues, or by o b t a i n i n g the necessary readjustment of resources 
r e q u i r e d t o resolve these issues. The management o f meaning m a 
p a r t i c u l a r s i t u a t i o n becomes the way t h a t personal i n t e r e s t s are best 
served. 

Senior members of the o r g a n i s a t i o n must also be s k i l l f u l m managing 
meaning. Here there i s another l i n k w i t h work on s t r a t e g y f o r m a t i o n 
( P e t t i g r e w , 1977^)j because managers must be able t o provide acceptable 
j u s t i f i c a t i o n s f o r the actions t h a t they take a f t e r the event. And 
i t w i l l also help i f they are able t o promote i n t e r p r e t a t i o n s of these 
actions as being consistent w i t h the e x i s t i n g dominant values. I n 
t h i s way they may hope t o ob t a i n l e g i t i m a c y f o r t h e i r r o l e s - p a r t i c u l a r l y 
m the k i n d of o r g a n i s a t i o n where senior members are dependent on the 
support o f j u n i o r members. 

Up t o now much of the discu s s i o n has assumed t h a t the impact of 
values w i l l vary according t o a person's p o s i t i o n m the o r g a n i s a t i o n a l 
h i e r a r c h y . But some organisations are not p a r t i c u l a r l y h i e r a r c h i c a l ; 
and others are not n e c e s s a r i l y c o n t r o l l e d by those at the t o p of the 
h i e r a r c h y . I n Normann's view there i s normally a small number of 
s i g n i f i c a n t actors who have s u f f i c i e n t power or i n f l u e n c e t o e s t a b l i s h 
dominating ideas. This 'core group' may, or may not, incorporate a l l 
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those at the top of the hiera r c h y . W i t h i n the core group there may be 
c o n f l i c t over ideas, and there w i l l also be c o n f l i c t lower down the 
o r g a n i s a t i o n over other ideas. The r i s e and f a l l o f 'these ideas w i l l 
be l i n k e d t o the r i s e and f a l l of those who champion them. 

This suggests t h a t * f a c t i o n s * w i l l form around p a r t i c u l a r ideas 
and the types of decisions and actions w i t h which they are associated. 
The composition of such f a c t i o n s i s l i k e l y t o be h i g h l y f l u i d , as both 
issues and i n d i v i d u a l s i t u a t i o n s vary. The attachment of d i f f e r e n t 
i n d i v i d u a l s t o a p a r t i c u l a r f a c t i o n w i l l also vary at one poi n t m time 
according t o how c e n t r a l the value i s t o t h e i r personal i n t e r e s t s . 
Thus the focus of a f a c t i o n m t h i s instance i s a p a r t i c u l a r value or 
idea,, r a t h e r than some k i n d of leader f i g u r e (Boissevam, 1974)• This 
•value f a c t i o n * may have an i d e n t i f i a b l e leader; but i t i s more l i k e l y 
t o have a s h i f t i n g membership without any c l e a r sense of i d e n t i t y 
amongst i t s membership. People who f r e q u e n t l y f i n d themselves a l i g n e d 
on d i f f e r e n t issues may over time develop c o l l a b o r a t i v e r e l a t i o n s h i p s 
which override the f l e x i b i l i t y o f attachment t o f a c t i o n s . The v i s i b i l i t y 
of such an a l l i a n c e may then reduce i t s e f f e c t i v e n e s s . 

Based on the observations m t h i s t h e s i s there are th r e e mam ways 
t h a t 'idea f a c t i o n s * may become dominant over others. These are through 
u t i l i s i n g favourable environmental changes, occupying s t r u c t u r a l p o s i t i o n s , 
and s k i l f u l l y m a nipulating the r e l a t i o n s h i p o f issues t o e x t e r n a l f a c t o r s . 

Environmental changes are ' o b j e c t i v e * m the sense t h a t they may be 
perceived by other independent observers. They may inv o l v e changes 
m the locus of the organisation's u n c e r t a i n t i e s ; f o r example, the s h i f t 
from u n c e r t a i n t y about computer hardware t o u n c e r t a i n t y about software 
which i n f l u e n c e d the r i s e o f Systems Analysts over Computer Programmers 
(Pe t t i g r e w , 1973). Such changes may also have a d i r e c t f i n a n c i a l 
aspect as i l l u s t r a t e d by the i n c r e a s i n g pressure f o r e f f e c t i v e use o f 
resources m the N.H.S., described m t h i s t h e s i s , which helped nurses 
t o assert themselves against medical s t a f f . These changes do not 
au t o m a t i c a l l y mean t h a t one f a c t i o n w i l l become dominant, they merely 
represent o p p o r t u n i t i e s which may be u t i l i s e d . 
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The occupation of appropriate s t r u c t u r a l p o s i t i o n s i s c r u c i a l t o the 
success of any f a c t i o n . This may he done e i t h e r by r e c r u i t i n g key 
f i g u r e s , or by h e l p i n g e x i s t i n g members a t t a i n such p o s i t i o n s . The 
leader o f an o r g a n i s a t i o n may be appointed (or appoint h i m s e l f i f he 
i s an entrepreneur) m which case he already has a great advantage over 
other members. Otherwise i t i s necessary t o work one Js way up the 
o r g a n i s a t i o n by whatever means are a p p r o p r i a t e . I n t h i s case, s t r u c t u r a l 
p o s i t i o n s may e i t h e r be l e v e l s of the h i e r a r c h y , which l e g i t i m i s e access 
t o resources and the r i g h t t o be present at key meetings, or they may be 
p o s i t i o n s at the centre o f i n f o r m a t i o n networks where one i s able t o 
play a major part m c o n s t r u c t i n g r e a l i t y f o r other people. 

The t h i r d requirement f o r f a c t i o n s t h a t would become dominant i s 
the a b i l i t y t o d e f i n e , or t o r e d e f i n e , issues so t h a t t h e i r own case 
appears t o be favoured by the circumstances. This i s possible because 
most issues are extremely ambiguous - indeed t h i s i s why the person who 
i s able t o put a coherent and p l a u s i b l e s t r u c t u r e onto a complex issue 
i s l i k e l y t o emerge as a n a t u r a l leader. The r e d e f i n i t i o n o f issues 
i s one t h i n g t h a t was attempted by the protag o n i s t s i n the M a t e r n i t y 
Unit appointment; and people who are at the centre of i n f o r m a t i o n 
networks are also m a s t r o n g p o s i t i o n t o do t h i s . Such people must 
t r y t o e s t a b l i s h c o n t r o l over the meanings t h a t are ascribed t o the 
actions o f the o r g a n i s a t i o n and i n d i v i d u a l s w i t h i n i t . 

6. FURTHER RESEARCH 

The d i s c u s s i o n m the preceding s e c t i o n has moved as f a r as 
possible on the basis o f l i t e r a t u r e , and the conclusions t h a t may be 
j u s t i f i e d by t h i s t h e s i s . The process whereby o r g a n i s a t i o n a l values 
emerge i s an important area of study, but there appear t o be considerable 
gaps m knowledge about t h i s . Much of the work t o date has concentrated 
on the r o l e o f the leader, and other senior members of the o r g a n i s a t i o n , 
m e s t a b l i s h i n g these values. Less has been conducted i n t o the way 
ideas and values may be generated by members lower down the o r g a n i s a t i o n , 
or i n t o the s t r a t e g i e s t h a t they may adopt m a s s e r t i n g these values, nor 
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has much a t t e n t i o n been given t o the way value systems a f f e c t the 
fortunes of senior and j u n i o r members. I t i s t h e r e f o r e suggested 
t h a t f u r t h e r research i s conducted on the process of idea generation 
w i t h i n o r g a n i s a t i o n s , and i t s impact on i n d i v i d u a l s . 

Two v a r i a b l e s seem important m the s e l e c t i o n of appropriate 
research s e t t i n g s . F i r s t l y there i s the continuum between h i e r a r c h i c a l , 
c e n t r a l i s e d organisations and 'open*, d e c e n t r a l i s e d o r g a n i s a t i o n s . I f 
i t i s t r u e t h a t the impact of the 'leader* has been overemphasised m 
recent research, i t should be possible t o detect the i n f l u e n c e of 
j u n i o r members m most organisations - but one would expect t h i s t o 
be more apparent m open, d e c e n t r a l i s e d o r g a n i s a t i o n s , where t h e r e i s 
greater l e g i t i m a c y f o r such a r o l e . Secondly there i s the element 
of dependency, and the degree of u n c e r t a i n t y m the r e l a t i o n s h i p between 
the o r g a n i s a t i o n and i t s environment. As ITormann (1977) points out, 
m an unstable s i t u a t i o n , not only must "business ideas" which r e f l e c t 
the r e l a t i o n s h i p between the o r g a n i s a t i o n and i t s environment be examined 
f r e q u e n t l y , but also the "growth idea" which allows t r a n s i t i o n from one 
business idea t o another becomes c r i t i c a l . One might t h e r e f o r e choose 
t o i n v e s t i g a t e organisations t h a t were o p e r a t i n g m changing environments 
where idea generation was an e s s e n t i a l component o f success; but i t 
might be yet more p r o f i t a b l e t o examine organisations which are moving 
from s t a b l e t o unstable environments. This would have the advantage 
of focussing a t t e n t i o n on the establishment of growth ideas. I n many 
respects business and growth ideas are e l a b o r a t i o n s o f the n o t i o n of 
o r g a n i s a t i o n a l values developed above; but the reason f o r focussing 
upon the growth side i s t h a t t h i s i s l i k e l y t o r e l a t e more c l o s e l y t o 
human growth. The linkage between reward systems and careers may be most 
marked m t h i s area. 

Thus the focus f o r t h i s research would be upon a reasonably open 
o r g a n i s a t i o n , faced w i t h environmental change t o which i t was not 
accustomed. But i t would be easier t o generalise from these r e s u l t s 
i f p a r a l l e l work was also c a r r i e d out m more h i e r a r c h i c a l and s t a b l e 
o r g a n i s a t i o n s . 
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W i t h i n the o r g a n i s a t i o n ( s ) chosen i t w u l d be necessary t o adopt 
a s p e c i f i c focus. I n keeping w i t h the n o t i n of an ' o r g a n i s a t i o n a l 
value' t h i s should cover groups of decisions and actions from which 
one might i n f e r some consistency and p a t t e r n i n g . Arguably the most 
important decisions f o r i n d i v i d u a l s are those about promotion, rewards 
and development; and i t i s suggested t h a t these would provide a 
f e r t i l e s t a r t i n g point f o r examining values. I t i s also an area where 
a c e r t a i n amount of work has already been conduct:d i n t o the way people 
account f o r decisions (Silverman and Jones, 1973, 1976). 

7. A PROPOSAL 

The purpose of t h i s work would be t o examine the r e l a t i o n s h i p 
between managerial behaviour and the emergence of o r g a n i s a t i o n a l values. 
Values would be i n f e r r e d from the operation o f reward systems ( e s p e c i a l l y 
promotion d e c i s i o n s ) ; and managerial behaviour would be construed as 
both r e a c t i n g t o these values, and c o n t r i b u t i n g t o t h e i r c r e a t i o n . The 
research would be l o n g i t u d i n a l m nat u r e : t h a t i s , t h a t i t would f o l l o w 
the fortunes of an o r g a n i s a t i o n and c e r t a i n i n d i v i d u a l s i n s i d e i t over 
a p e r i o d of at l e a s t two t o three years. 

There are two mam problems m s e l e c t i n g organisations t o conduct 
f i e l d research i n . The f i r s t i s t h a t i t i s d i f f i c u l t t o judge whether 
an o r g a n i s a t i o n f u l f i l s the sampling c r i t e r i a u n t i l one i s i n s i d e the 
or g a n i s a t i o n - assuming t h a t these c r i t e r i a can be adequately o p e r a t i o n a l i s e d 
m the f i r s t place. Curiously enough, B r i t i s h U n i v e r s i t i e s might f u l f i l 
both c r i t e r i a s p e c i f i e d m the preceding s e c t i o n m t h a t they are non-
h i e r a r c h i c a l , but l i k e l y t o have t o make s u b s t a n t i a l changes t o the ways 
they r e l a t e t o t h e i r environments m the next few years. I n d u s t r i a l 
T r a i n i n g Boards could be seen as r e l a t i v e l y h i e r a r c h i c a l organisations 
which may soon have t o make s u b s t a n t i a l r e v i s i o n s t o t h e i r r o l e s - i f 
indeed they manage t o survive m t h e i r present forms at a l l . Other 
examples of more h i e r a r c h i c a l organisations f a c i n g major adjustments 
might include companies being taken over, or a petrochemical company 
coping w i t h the next phase of the energy c r i s i s . The second problem m 
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s e l e c t i n g organisations i s t h a t one must be able t o gain access t o them. 
Thus, m p r a c t i c e , sampling must be conducted from organisations t h a t 
are both a v a i l a b l e and accessible. 

I n the case of l o n g i t u d i n a l research t h i s problem i s compounded. 
On one hand the c h a r a c t e r i s t i c s of the o r g a n i s a t i o n may change 
s u b s t a n t i a l l y over the p e r i o d of study, which means t h a t i t may no longer 
be m the appropriate p o r t i o n of the sampling frame. On the other hand, 
as Ivancevich (1978) po i n t s out, i n d i v i d u a l subjects may leave, be moved, 
or become u n a v a i l a b l e ; also those who were m a p o s i t i o n t o sanction 
the work i n i t i a l l y may be replaced by others less sympathetic t o the 
o p e r a t i o n . The only answer here, beyond t r u s t i n g t o l u c k , i s t o 
develop a network of contacts so t h a t options may be r e t a i n e d both 
w i t h i n and between o r g a n i s a t i o n s . 

W i t h i n the selected o r g a n i s a t i o n ^ ) , data c o l l e c t i o n would focus 
on a panel of i n d i v i d u a l s , a succession of issues, and the contexts 
w i t h i n which these occurred. A panel of t e n i n d i v i d u a l s would provide the 
mam ongoing contact w i t h the o r g a n i s a t i o n . The panel would be drawn 
from managers at senior, middle and j u n i o r l e v e l s of the o r g a n i s a t i o n . 
These managers would be i n v i t e d a nnually t o discuss how t h e i r own r o l e s 
and careers were developing, t o comment on the c u r r e n t value systems m 
the o r g a n i s a t i o n ( p a r t i c u l a r l y on the forms of behaviour and s e l f -
p r o j e c t i o n which appeared t o be l e a d i n g t o rewards), and t o consider 
whether there were any current or imminent issues a f f e c t i n g them and 
r e l a t e d t o the reward system, which might be i n v e s t i g a t e d f u r t h e r . Data 
c o l l e c t i o n would be through u n s t r u c t u r e d i n t e r v i e w s , p o s s i b l y backed up 
by tape recordings. 

Prom these r e g u l a r panel i n t e r v i e w s a r e l e v a n t issue might 
o c c a s i o n a l l y be i d e n t i f i e d , perhaps concerning an appointment, which 
would m e r i t deeper i n v e s t i g a t i o n . I n t h i s case i n t e r v i e w s w i t h key 
p a r t i c i p a n t s would be e s s e n t i a l , and observation of key meetings would 
also be attempted. The key p a r t i c i p a n t s would be i n v i t e d t o provide t h e i r 
i n t e r p r e t a t i o n s of what was happening, as would other more d i s t a n t 
observers ( p o s s i b l y the ongoing panel of managers). This process of 
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asking people t o provide accounts f o r t h e i r own actions i s along the 
l i n e s advocated by Cicourel (1964), Harre and Secord (1974), and 
Silverman and Jones, (1976). While h e l p i n g t o i d e n t i f y the acts 
l e a d i n g up t o a p a r t i c u l a r d e c i s i o n , t h i s would also help t o i d e n t i f y 
the important contextual f a c t o r s t h a t were being taken i n t o account. 

These co n t e x t u a l f a c t o r s would probably include i n t e r p r e t a t i o n s 
of the environment w i t h i n which the o r g a n i s a t i o n was operating, as m 
the 'business i d e a ' of Hbrmann (1977). The r e a l i t y behind such 
i n t e r p r e t a t i o n s might be corroborated i f access could be gained t o 
appropriate documents and r e p o r t s . Once a p a r t i c u l a r issue had subsided 
the research would r e t u r n t o m o n i t o r i n g the panel of managers from a 
dista n c e . 

There i s then the problem of l i n k i n g what might be very r i c h data 
t o the development of theory. I n t h i s case the 'discovery' approach of 
Glaser and Strauss (1967) would be favoured. Thus the preceding 
pages have o u t l i n e d a number of concepts about ideas and the ways t h a t 
they emerge and become dominant m o r g a n i s a t i o n s . These concepts would 
be r e v i s e d and r e f i n e d m the l i g h t o f t r y i n g t o apply them t o the 
data obtained from d i s c r e t e phases of the research programme. The 
r e v i s i o n s m the concepts might also imply s h i f t s m the subsequent 
phases of data c o l l e c t i o n . The d u r a t i o n of such i t e r a t i v e phases would 
probably be of the order of a year, although they would depend g r e a t l y 
on the nature of the data c o l l e c t e d . A balance would have t o be achieved 
between hasty m o d i f i c a t i o n of concepts on the basis of data t h a t might be 
q u i t e u n r e p r e s e n t a t i v e , and de l a y i n g r e v i s i o n o f these concepts so t h a t 
only a l i m i t e d p o r t i o n of the data would have c o n t r i b u t e d t o the o r y m 
the f i n a l a n a l y s i s . Over a perio d of time the methodology i t s e l f would 
have t o remain open t o m o d i f i c a t i o n due t o possible developments m the 
s o c i a l sciences elsewhere. 

The value of t h i s research programme would be p r i m a r i l y at a 
conceptual l e v e l m producing and r e f i n i n g concepts which might be 
h e l p f u l m o r g a n i s a t i o n a l a n a l y s i s , e s p e c i a l l y d u r i n g periods of change. 
But i t would also have a p r a c t i c a l value f o r those who are responsible 
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f o r the management o f careers, or concerned about the establishment 
and impact of reward systems. I t i s hoped t h a t t h i s p r a c t i c a l aspect 
would also f a c i l i t a t e i n i t i a l access. 

What has been described above i s e s s e n t i a l l y an i d e a l research 
programme w i t h i n which a great deal of f l e x i b i l i t y could be obtained. 
I t would r e q u i r e t o be b u i l t up g r a d u a l l y , over a peri o d of years, by 
s e i z i n g whatever appropriate o p p o r t u n i t i e s were a v a i l a b l e . A f i r s t 
s t a t e would i n v o l v e e s t a b l i s h i n g contact w i t h a group of managers m orde 
t o i n v e s t i g a t e how they account f o r t h e i r own development over a p e r i o d o 
time. Subsequently t h i s might lead t o a widening of the i n v e s t i g a t i o n . 
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I I Result of the P i l o t Survey-

I l l Main Questionnaire 
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PILOT QUESTIOfflAIRE 

There were three mam types of questions m t h i s questionnaire -
- open-ended questions 
- structured multiple choice, ranking or Likert-type scales 
- "pencil and paper" personality t e s t s . 

The questionnaire was introduced by an unstructured chat with the 
respondent which attempted to explain what the thesis was about, why I 
wanted to interview them, why i t was m the interviewer*s interests to 
keep the results confidential etc. This part of the interview was found 
to be essential f o r nurses being interviewed by a stranger when some of 
them were already under considerable threat. Many of them had misgivings 
about the whole procedure, and on several occasions i t was necessary to 
wait up to ha l f an hour before s u f f i c i e n t rapport had been established 
for the interview to procede. However, m retrospect, a number of the 
respondents commented that i t had been very helpful for them to t a l k out 
t h e i r s i t u a t i o n with someone not involved. Which provides another 
example of the Hawthorne effect m operation. 

Of the three types of questions, the open-ended questions were both 
asked and recorded by the interviewer. The basic structure of these 
questions was as indicated below although t h i s was frequently extended 
by probes and dialogue. In par t i c u l a r the f i r s t three questions involved 
a l o t of discussion, and m some cases took up about a t n i r d of the 
interview. The more structured questions were typed on cards and 
handed to the respondent together with answer scales where appropriate. 
I n t h i s case the interviewer merely recorded the number which the 
respondent considered to be the best description of the answer m her 
s i t u a t i o n . The personality tests were introduced at two points m the 
interview and consisted of straight transcriptions of the o r i g i n a l s . 
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INTERVIEW SCHEDULE 

The Appointments. 

( l ) Can you say, m your case, what are the main things that may 
happen m these appointments 7 

(Prompt and develop 3 or 4 alternatives i f possible.) 

Outcome Probability Preference 
(a) 

00 
(c) 

(a) 

(2) Could you estimate how l i k e l y i s i t that ( t h i s outcome) w i l l 
occur? 

Very Very 
Unlikely Unlikely Even Changes Likely Likely 

1 2 3 4 5 6 
(Record r a t i n g m "p r o b a b i l i t y " column above) 

(3) How pleased or displeased do you think you would be i f t h i s 
were to happen? 

Very Not too Very 
Displeased Bothered Pleased 

1 2 3 4 5 6 
(Record r a t i n g above) 

Salmon 

(4) How much do you know about the Salmon report? 

Very L i t t l e Something Very 1'Iuch 

1 2 3 4 5 6 
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(5) What was your f i r s t reaction when you f i r s t heard about the 
Salmon reorganisation? 

(6) Did you think i t was a good or a had t h i n g 9 

Very Bad Hot Sure Very Good 

1 2 3 4 5 6 

(7) To what extent do you now feel that the Salmon reorganisation 
is necessary? 
Very Unnecessary Not Sure Very Secessary 

1 2 3 4 5 6 

(8) What do you consider to be the main reason for the present 
reorganisation of nursing? 

(9) What, i f any, do you think w i l l be the main benefits from 
working under Salmon? (Specify both personal and general 
benefits.) 

(10) What, i f any, do you think w i l l be the main problems m 
working under Salmon? (Specify personal and general) 

( l l ) I n what ways do you think Salmon w i l l affect standards of 
patient care here? (Distinguish between Salmon and the move 
to the General Hospital) 

(12) How much do you t a l k about Salmon with your colleagues? 

Very rarely Sometimes Very Frequently 

1 2 3 4 5 6 

(13) How much discussion has there been between nurses and the 
Group Administration about the implementation of the Salmon 
report here? 

Very L i t t l e Some Discussion Very Much 

1 2 3 4 5 6 
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(14) How much discussion do you think there should have been? 

Much Less Same Amount Much More 

1 2 3 4 5 6 

(15) What is your overall assessment of Salmon now? 

A very bad thin g Wot Sure A very good thing 

1 2 3 4 5 6 

The Organisation 

(16) To what extent do you think that the Group Administration 
are concerned with the welfare of individual nurses? 

Very Unconcerned Somewhat Concerned Very Concerned 

1 2 3 4 5 6 

(17) I f you had personal problems that were i n t e r f e r i n g with your 
work, is there anyone above you who you could t a l k to about 1 

Ho Maybe Yes 

1 2 3 

(18) How tolerant would you expect the administration to be m 
such a case? 

Very Intolerant Somewhat Tolerant Very Tolerant 

1 2 3 4 5 6 
(19) What do you think are the chances of senior nurses such as 

yourself losing t h e i r present positions m t h i s hospital? 

Very Low Just Possible Quite High 

1 2 3 4 5 6 
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The following questions each contain three descriptions of the 
way l i f e i s m some organisations. For each question indicate: 

(a) the order m which they best apply to t h i s group; 

(b) the order that you think they should apply. 

(20) A person i s considered to be a good boss i f he/she: 

(a) (b) 
As i t i s . Ideal 

I . . . i s strong, decisive and f i r m 
but f a i r 

I I . . . i s formal and correct without 
using authority for own advantage.... 

I l l ...has no favourites; w i l l press 
strongly to get the job done 

(21) A person i s considered to be a good subordinate i f he/she: 

(a) (b) 
As i t i s . Ideal 

I . . . . . w i l l take orders, i s hard 
working and i s loyal to her boss 

I I ...ready with ideas and suggestions 
about t a c k l i n g the job 

I l l . . . i s responsible and r e l i a b l e ; 
avoids upsetting things 

(22) I n order for people to get on t h i s group they must be: 

(a) (b) 
As i t i s . Ideal 

I ...competent and e f f e c t i v e , with a 
strong committment to getting things 
done 

I I ... conscientious and responsible 
with a strong sense of l o y a l t y 

I l l ... shrewd and competitive with a 
l o t of "drive" 
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(23) Decisions are normally made by the person who: 

(a) (b) 
As i t i s . Ideal 

I . . . o f f i c i a l l y carries the 
re s p o n s i b i l i t y for making the 
decision 

I I ... has the most knowledge and 
expertise of the people present .... 

I l l ... i s the most senior or 
i n f l u e n t i a l person present 

(24) I n the following question, please indicate (on the given 
scales) how much say or influence the following groups of 
people have over what goes on m t h i s Group. 

Very l i t t l e Very Much 

C.N.O. 1 2 3 4 5 
P.N.O's 1 2 3 4 5 
S.N.O's 1 2 3 4 5 
Administrative Sisters 1 2 3 4 5 
Ward Sisters 1 2 3 4 5 
Staff Nurses 1 2 3 4 5 
Doctors 1 2 3 4 5 

(25) I f things could be idea....please indicate how much say or 
influence each of the following groups of people should 
have over what goes on m t h i s group. 

Very l i t t l e 
influence 

Very much 
influence 

C.N.O 1 2 3 4 5 
P.N.O»s 1 2 3 4 5 
S.N.O's 1 2 3 4 5 
Administrative Sisters 1 2 3 4 5 
Ward Sisters 1 2 3 4 5 

Staff Nurses 1 2 3 4 5 

Doctors 1 2 3 4 5 
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At t h i s stage the respondent was asked to complete the 
f i r s t group of pencil-and-paper tests. These were 
introduced m the normal manner, stressing the need to 
work f a i r l y quickly and the importance of f i l l i n g m al 
the questions even i f some of them did not quite seem 
appropriate. The tests m t h i s f i r s t group were: 

(a) Wilson-Paterson Conservatism Scale ( f i r s t h a l f ) 
(Wilson and Patterson, 1970) 

(h) I.P.A.T. Anxiety scale ( f i r s t h a l f ) 
( C a t t e l l , 1957) 

(c) E.P.I. Form A ( f i r s t h a l f ) 
(Eysenck, 1963) 

(d) n-Ach (complete t e s t ) 
(Smith: 1970) 
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Attitudes to Change and Coping Style 

(26) Nowadays, things m the world are changing faster and faster. 
Please indicate which of the following statements "best 
describes your feelings about change: 

A necessary e v i l 1 
Causes more harm than good 2 
Depends on the s i t u a t i o n 3 
Exciting, stimulating 4 
Confusing, threatening 5 

(27) When faced with a new problem, do you normally: 

Tackle i t straight away 1 
Think about i t a b i t before jumping m . 2 
Look c a r e f u l l y at the problem before 
t a c k l i n g i t 3 
Watch and wait before deciding to 
take action 4 
See i f the problem w i l l resolve 
i t s e l f f i r s t 5 

Meaning of Work 

(28) Why did you f i r s t go i n t o nursing? 

(29) Why do you come to work now m t h i s Group/Hospital? 

(30) How important is your work to you? 
Not Quite Very 

Important Import ant Import ant 
1 2 3 4 5 6 

(31) How important i s your job m making sure that your part 
of the hospital runs e f f e c t i v e l y ? 

Of L i t t l e Quite Essential 
Importance Important 

1 2 3 4 5 6 
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(32 ) Taking everything in t o consideration at the moment, how well 
would you say you are doing your job? 

Poorly Quite Well Very Well 

1 2 3 4 5 6 

(33) (a) I f your immediate superior was asked to rate your 
performance on your job at the moment, where do you think 
he/she would place you ° 

Poor Quite Good Very Good 

1 2 3 4 5 6 

(b) Why do you say that? 

(34) How much higher do you think you could go m the nursing 
service while s t i l l being able to do your job competently 9 

No Higher S l i g h t l y Higher Much Higher 

1 2 3 4 5 6 

(35) Under normal circumstances could you estimate the r e l a t i v e 
importance to you of your l i f e at home and your l i f e at work? 

Work More Work S l i g h t l y Home S l i g h t l y Home more 
Important more important more important important 

(36) Overall do you f i n d that most of the pressures m your l i f e 
come from work or from outside work? 

Mainly from About Even Mainly from 
Work Outside 

(37) Think of a time when you f e l t p a r t i c u l a r l y good about your work 
could you describe the s i t u a t i o n b r i e f l y , and why you 

f e l t l i k e that? 

(38) Think of a time when you f e l t p a r t i c u l a r l y bad about your work 
Please describe the s i t u a t i o n b r i e f l y and why you f e l t 

l i k e that. 
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(a) Please put these cards i n t h e i r order of importance to you 

1. Good working conditions (Conditions) 
2. Having a senior position (Status ) 
3. Having good work recognised (Recognition) 
4. Having real r e s p o n s i b i l i t y (Responsibility) 
5« The chance to meet and t a l k to colleagues (Social) 
6. Having prospects m the job (Advancement) 
7. Having no fears of losing the job (Security) 
8. Good pay (Pay) 
9. Plenty of challenge m the job (Achievement) 

(b) Now take the three cards that you have ranked highest. 
Taking them m tu r n , do you think there w i l l be more or less 
of t h i s m your job? 

A l i t t l e About A L i t t l e 
Less Less the same More More 

1 2 3 4 5 

(a) Are you a member of a Union? Yes 1 No 2 
(b) Why? 

(41) (a) Do you think that a l l nurses 
should belong to a union? Yes 1 No 2 
(b) Why? 

(42) What would you say is the mam purpose of a trade union m 
nurs mg 9 
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The second "batch of pencil-and-paper tests were given at t h i s 
stage. They consisted of: 

(a) Wilson-Paterson Conservatism Scale (second h a l f ) 
(b) I.P.A.T. Anxiety Scale (second h a l f ) 
(c) E.P.I. Form A (second h a l f ) 
(d) The following questions about the respondent's background 

( 1 ) How many years have you been m nursing? 
( 1 1 ) Ho long have you been working m t h i s h o s p i t a l 7 

( 1 1 1 ) How old were you when you l e f t school? 
( I V ) Into which of the following ranges does your age f a l l ? 

Under 20 1 
20-29 2 
30-39 3 
40-49 4 
50-59 5 
60 and over 6 

(v) Marital Status Married 1 
Single 2 
Widowed 3 
Divorced/Separated 4 

( v i ) I f married, does your husband work 
Yes 
No 

1 
2 
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Response to Change 

(43) In t h i s question I am t r y i n g to get some idea of now you feul 
ahout your job 

(a) How happy do you f e e l about your job normally? 

Very Unhappy Not Too Bothered Very Happy 

1 2 3 4 5 6 
(b) How happy do you feel about your job at the moment? 

Very Unhappy Not too bothered Very Happy 

1 2 3 4 5 6 

(44) (a) How interested/committed do you feel about your job normally? 

Not at a l l Moderately Very 
Committed Committed Committed 

(b) How interested/committed do you feel about your job at the 
moment? 

Not at a l l Moderately Very 
Committed Committed Committed 

(45) (&) Do you f i n d that the period of waiting to f i n d out what 
w i l l happen interferes at a l l with the way you do your job 
at the moment? 

Yes 1 
No 2 

(b) I n what way? 

(46) What do you think most of your colleagues think about Salmon 
m general? 

(47) (a) Does i t seem to have affected the way they go about t h e i r 
jobs? 

Yes 1 
No 1 

(b) I n what ways? 
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(48) Do you think things w i l l be better or worse when Salmon is 
f u l l y i n s t a l l e d here as compared with the days before Salmon 
was even heard of, f o r : 

Better Worse 
(a) People working m th i s 

hospital 1 2 3 4 5 
(b) Yourself 1 2 3 4 5 
(c) The patient 1 2 3 4 5 

(49) (a) How well do you think the implementation of Salmon is 
being handled? 

Very Badly "Middling" Very Well 

1 2 3 4 5 6 
(b) How could i t be improved 9 

(50) In your opinion, i s the nursing function m t h i s group of 
hospitals being administered well or badly at the moment? 

Very Badly "Middling" Very Well 

1 2 3 4 5 6 

(51) Please put the following cards m the order that you think 
a nurse at your level should owe her allegiance. 

( I ) Individual patients 
( I I ) The Ward 
( I I I ) The hospital 
( I V ) The Hospital Group 
(v) Nursing Profession 

(52) Do you think i t i s r i g h t for nurses to change t h e i r jobs .... 

Frequently 1 
Occasionally 2 
Rarely 3 
Very rar e l y 4 
Never 5 

(53) (a) In your opinion, what is the best thing about the present 
nursing profession? 

(b) What is the worst thing? 



264-

A P P E N D I X I I 

PILOT SURVEY: DESIGN AND RESULTS 
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(c) Organisational factors and attitudes 
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4- Analysis of P i l o t Questionnaire 
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(c) Other questions 

5- Conclusion 



265." 

1. INTRODUCTION 

Reference has "been made e a r l i e r m t h i s thesis to the methodological 
d i s t i n c t i o n of viewing change either as a process or as an event. 
The "process" view takes a longitudinal approach and examines change 
as i f i t were a sequence of int e r a c t i n g forces and a c t i v i t i e s . I t 
focusses on the processes whereby change is brought about rather than 
on the nature of the end-states. The "event" view starts by examining 
the difference between end-states and then attempts to relate t h i s to 
"snapshots" of other measurable factors m the v i c i n i t y . A similar 
d i s t i n c t i o n can be made about the anticipation of change: i t can 
either be viewed as a sequence of actions and interactions, or as a set 
of preconditions and environmental factors that w i l l result m certain 
attitudes and behaviours. The former approach has been adopted m 
Part I I of the thesis; the l a t t e r perspective i s adopted m .this Appendix 
and m the f i e l d work described m Part I I I . 

The p i l o t survey consisted of interviews and questionnaires 
administered to sixteen nurses who were l i k e l y t o be applying for a 
t o t a l of nine Nursing Officer posts m the Hospital Group described m 
Chapter 6. I t was carried out several months a f t e r the f i r s t case-study 
described m chapter 7 and provided much of the data for the second 
case-study. 

The objectives of the p i l o t survey were seen as follows: 
(a) To explore some rough hypotheses about individual reactions 

to organisational change which would contribute to the 
formulations m Part I ; 

(b) to develop instruments to measure the concepts involved m 
these hypotheses for use m Part I I I of the thesis. 

The next section w i l l consider these hypotheses and the design 
of the p i l o t survey that was based on and around these hypotheses. 
This w i l l be followed by a discussion of the results of the p i l o t 
survey, an analysis of the construct v a l i d i t y of the questions, and 
f i n a l l y , by a reanalysis of the results of the questionnaire. 
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2. DESIGN OF PILOT SURVEY 

( a ) Hypotheses 
At t h i s stage the f o r m u l a t i o n of hypotheses was r e l a t i v e l y 

s i m p l i s t i c , and these were then taken as a guide t o the general 
d i r e c t i o n o f i n v e s t i g a t i o n . Operational d e f i n i t i o n s of the terms 
i n v o l v e d are given below and m Appendix I . 

HYPOTHESIS I 
A negative e v a l u a t i o n o f a n t i c i p a t e d change w i l l tend t o "be 
associated w i t h the f o l l o w i n g i n d i v i d u a l c h a r a c t e r i s t i c s : 

(a) a n x i e t y 
(b) n e u r o t i c i s m 
( c ) i n t r o v e r s i o n 
(d) conservatism 
(e ) low need f o r achievement. 

HYPOTHESIS I I 
A p o s i t i v e e v a l u a t i o n of a n t i c i p a t e d o r g a n i s a t i o n a l change w i l l 
tend t o he associated w i t h the f o l l o w i n g i n d i v i d u a l perceptions 
of o r g a n i s a t i o n a l environment: 
(a) h i gh t r u s t and s e c u r i t y ( c ) low " r o l e " o r i e n t a t i o n 
(b) h i g h " t a s k " o r i e n t a t i o n ( d ) h i g h power r a t i o f o r own 

reference group. 

(b ) Development of Questions 
The range of concepts t o be measured was determined w i t h two main 

f a c t o r s m mind: they would need t o be re l e v a n t t o the hypotheses s t a t e d 
above, while being able t o explore the f e a s a b i l i t y o f ideas less f u l l y 
developed, which had been i d e n t i f i e d from other research r e s u l t s or from 
e a r l i e r pieces of small-scale f i e l d work. 

A few of the questions used were taken d i r e c t l y from these other 
research s t u d i e s , some were taken from these sources but adapted f o r 
the present context, and the remainder were w r i t t e n from f i r s t p r i n c i p l e s 
bearing m mind the many s t r i c t u r e s about the wording of questions 
(Oppenheim, 1966; Moser and Kalton, 1971)-

The concepts selected f o r the p i l o t survey are l i s t e d below, together 
w i t h the questions (see Appendix i ) which define these concepts. Where 
app r o p r i a t e , the source or d e r i v a t i o n of the questions are also given. 
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CONCEPT QUESTION NOS. SOURCE 

1. PERSONALITY 
Neuroticism 
E x t r o v e r s i o n 
Conservatism 
Anxiety-
Need f o r Achievement 

W r i t t e n q u e s t i o n n a i r e ) 
) 

E.P.I. (Form A) 
Eysenck (1963) 
Wilson & Patterson (1970) 
I.P.A.T., C a t t e l l (1957) 
Smith (1973) 

2. WORK SITUATION " 
Age " 
Service " 
Level of education " 
M a r i t a l s t a t u s " 
Reason f o r coming t o work 28, 29 
Importance of work 30, 31 
Jot performance 32, 33 
Career a s p i r a t i o n s 34 
Import ance: work VS. home 35 > 36 
Job " s a t i s f i e r s " 37 
Job " d i s s a t i s f i e r s " 38 
U n i o n i s a t i o n 40 - 42 

3. ORGANISATIONAL 
Trust and s e c u r i t y 16 - 19 
Ideology 20 - 23 
Power d i s t r i b u t i o n 24 - 25 

Prom Goldthorpe et a l . 
(1968) 

) Heraberg (1968) 
) 

Prom Beynon (1972) 

Harrison (undated) 
Tannenbaum (1968) 

4. ASSESSMENT OP STIMULUS 
Probable outcomes 
Ambiguity 
O v e r a l l valence 
Knowledge of change 
Understanding o f change 

1 
1 
39 
4 
8 - 11 

From Graen (1969) 

5. RESPONSE TO ANTICIPATION 
A f f e c t i v e a t t i t u d e s 
Job s a t i s f a c t i o n 
Coping behaviour 
Job m o b i l i t y 

6, 7, 15, (48-50) 
43, 44 
45, 47 
51, 52 

Figure I I . 1 : Mam Concepts, Questions and Sources. 

V 
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3. RESULTS OF PILOT SURVEY 

As i n d i c a t e d above these r e s u l t s should he i n t e r p r e t e d l o o s e l y as 
suggesting degrees of a s s o c i a t i o n r a t h e r than as "proof" of any hypotheses. 
Thus the d i r e c t i o n of the hypothesised r e l a t i o n s h i p s i s taken i n t o account 
when i n t e r p r e t i n g observed r e l a t i o n s h i p s ( m a Bayesian sense - see 
P h i l l i p s (1973) 

( P o s i t i v e ) Hypothesised 
A t t i t u d e s R e l a t i o n s h i p 

Anxiety (i.P.A.T.) - 0.24 

Ueuroticism (E.P.I.) - 0.34 

I n t r o v e r s i o n (E.P.I.) 0.18 
Conservatism 0.21 
Low n-Ach - 0.13 

Figure 2: C o r r e l a t i o n s of P e r s o n a l i t y Factors w i t h 
(2) 

A t t i t u d e s t o Salmon ' 

As expected, a n x i e t y and n e u r o t i c i s m appear t o be n e g a t i v e l y 
r e l a t e d t o favourable a t t i t u d e s although the r e l a t i o n s h i p i s not p a r t i c u l a r l y 
s t r o n g . The other three hypotheses are less f i r m l y based m t h e o r e t i c a l 
and research conclusions and the r e s u l t s obtained here are p a r t i c u l a r l y 
equivocal. I t i s q u i t e possible t h a t n e i t h e r i n t r o v e r s i o n nor n-ach are 
r e l a t e d m any s t r a i g h t - f o r w a r d way t o a t t i t u d e s t o change (see K i r t o n and 
Mul l i g a n , 1973). However, there i s a long t r a d i t i o n o f research t o 
suggest t h a t there are some i d e n t i f i a b l e p e r s o n a l i t y c h a r a c t e r i s t i c s 
associated w i t h a negative approach t o change ( i . e . Adorno et a l . , 1950; 

Rokeach, 1960). This suggests t h e r e f o r e t h a t the Wilson Patterson scale 
may not be high on construct v a l i d i t y since the items measure the extent 
t o which the respondent is"keepmg up w i t h the times',' r a t h e r than measuring 
re s i s t a n c e t o changes m the f u t u r e . I n a d d i t i o n there have been some 
doubts thrown onto the basic v a l i d i t y o f the scale, and reanalyses do not 
come up w i t h the dominant f a c t o r loadings o r i g i n a l l y r e p o r t e d by the 
authors (Robertson and Cochrane, 1973). 

(1) The "Expected D i r e c t i o n " of these hypotheses was based on a combination 
of published studies and p r e l i m i n a r y surveys f o r the t h e s i s . 

( 2 ) " A t t i t u d e s t o Salmon" defined as the sum of questions 4, 6, 7 and 15. 
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Trust and S e c u r i t y 
Task o r i e n t a t i o n 
Role o r i e n t a t i o n 
Power r a t i o ' ' ^ 

(2) 

P o s i t i v e 
A t t i t u d e s 

.15 

.15 
- .12 

- .03 

Hypothesised 
R e l a t i o n s h i p 

+ 
+ 

Figure 3: C o r r e l a t i o n s o f Perceived Organisational Factors and A t t i t u d e s 
t o Salmon 

With the exception of "power r a t i o " , a l l o f these f a c t o r s show a 
weak r e l a t i o n s h i p m the expected d i r e c t i o n . Greatest weight should he 
placed on the r e l a t i o n s h i p "between " t r u s t and s e c u r i t y " and a t t i t u d e s , 
p a r t i c u l a r l y since the i n t e r n a l consistency of the measures of " o n e n t a t i < 
are dubious (see Chapter 9 ) . The f a i l u r e of power r a t i o t o show the 
expected r e l a t i o n s h i p may be due t o diffuseness of the concept of 
perceived i n f l u e n c e ; a l t e r n a t i v e l y there may be no r e l a t i o n s h i p between 
power r a t i o and a t t i t u d e s t o t h i s p a r t i c u l a r change. 

( b ) Other Relationships between I n d i v i d u a l C h a r a c t e r i s t i c s and A t t i t u d e s 
The f o l l o w i n g r e s u l t s ao not r e l a t e t o the i n i t i a l hypotheses, 

although most of the questions had been included because t h e r e was l i k e l y 
t o be some r e l a t i o n s h i p s between them and a t t i t u d e s t o change. 

Valence of s i t u a t i o n 
W i l l i t be b e t t e r or 
worse f o r you? 
How w e l l , i s i t being 
implemented? 

.001 

A t t i t u d e s 
t o Salmon 

0.59** 

0.59** 

0.57** 

one t a i l e d t e s t ) . 

Expected 
D i r e c t i o n 

Figure 4? C o r r e l a t i o n s o f Perceptions of the Change w i t h 
A t t i t u d e s t o the Change. 

(2) "Trust and Secu r i t y " d e f i n e d by the sum of questions 16 - 19 

(3) "Power r a t i o " - r a t i n g f o r own group d i v i d e d by t o t a l perceived 
i n f l u e n c e o f a l l other groups (question 24). 
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These r e s u l t s suggest a reasonable consistency "between various 
assessments of the change as w e l l as showing a moderate a s s o c i a t i o n w i t h 
a t t i t u d e s . The r e l a t i o n s h i p i s e q u a l l y s t r o n g f o r the composite measure 
of valence as f o r the l a t t e r two measures which are each based on s i n g l e 
items. I t may be argued t h a t the c o r r e l a t i o n between "valence" and 
" a t t i t u d e s " i s m some ways spurious since as noted above each could be 
measuring d i f f e r e n t aspects of a general a t t i t u d e ("valence" being the 
c o g n i t i v e component, and " a t t i t u d e s " being the a f f e c t i v e component). 
However, such r e l a t i o n s h i p s are d e f i n i t e l y not a consequence of the 
means o f measurement since both f a c t o r s are based on d i f f e r e n t questions, 
and the composite scores are obtained by d i f f e r e n t processes. 

A t t i t u d e s 

I d e n t i f i c a t i o n w i t h p a t i e n t s 
" " own ward 
11 i i 

i i I I 

own h o s p i t a l 
H o s p i t a l Group 

" " Nursing Profession 

(* p ̂  .05 : two t a i l e d t e s t ) 

t o Salmon 
0 

-O.48* 

0.15 
0.32 

-0.08 

Figure 5• C o r r e l a t i o n s Between and I n d i v i d u a l * s I d e n t i f i c a t i o n and 
A t t i t u d e s 

Although i d e n t i f i c a t i o n w i t h e i t h e r p a t i e n t s or w i t h the n u r s i n g 
p r o f e s s i o n as a whole does not seem t o have any in f l u e n c e on a t t i t u d e s 
t o Salmon, there i s a low p o s i t i v e c o r r e l a t i o n between an i d e n t i f i c a t i o n 
w i t h one's own h o s p i t a l , and a t t i t u d e s . This seems a l i t t l e s u r p r i s i n g 
since one of the major r e s u l t s o f Salmon i s the r e d u c t i o n m autonomy 
of i n d i v i d u a l h o s p i t a l s . However the r e l a t i o n s h i p i s o f low s i g n i f i c a n c e . 
The main p o l a r i s a t i o n appears between i d e n t i f i c a t i o n w i t h one's own ward 
and i d e n t i f i c a t i o n w i t h the H o s p i t a l Group. The l a t t e r r e l a t i o n s h i p 
was t o be expected since a primary i d e n t i f i c a t i o n w i t h the Group imp l i e s 
acceptance of the mam recommendation m Salmon. The H o s t i l i t y t o 

( l ) ' A t t i t u d e s ' are based on the sum of answers t o questions 6,7jl5>48-50 
'Valence' i s based on the sum of the changes a n t i c i p a t e d m job f a c t o r s 
l i s t e d m Question 39> X » where V i s valence, X i s change 
a n t i c i p a t e d i n job f a c t o r i-) J.-1 1 



271. 

Salmon of "those i d e n t i f y i n g c l o s e l y w i t h the ward s i t u a t i o n may "be a 
r e f l e c t i o n of the f a c t t h a t Salmon i s f r e q u e n t l y seen t o be eroding the 
a u t h o r i t y of the ward s i s t e r . 

O v e r a l l there are two i n t e r e s t i n g i m p l i c a t i o n s from these r e s u l t s . 
F i r s t l y , there i s a r e l a t i o n s h i p between the size o f the u n i t of 
i d e n t i f i c a t i o n and a t t i t u d e s t o Salmon. Various possible l e v e l s o f 
i d e n t i f i c a t i o n are shown sch e m a t i c a l l y m Figure 6. 

Since the Salmon r e o r g a n i s a t i o n was perceived t o be emanating from the 
U.H.S., those i d e n t i f y i n g p r i m a r i l y w i t h the Group would be considerably 
clo s e r t o t h i s source than those i d e n t i f y i n g w i t h h o s p i t a l s or wards. 
This suggests t h a t one of the f a c t o r s i n f l u e n c i n g the favourableness of 
a t t i t u d e s towards change i s the psychological p r o x i m i t y o f the source 
of t h a t change. 

Secondly the n e g l i g i b l e r e l a t i o n s h i p between i d e n t i f i c a t i o n w i t h 
'the profession* and a t t i t u d e s t o Salmon may be i n t e r p r e t e d m terms of 
Blau and Scott's (1963) concept of the v i s i b i l i t y o f the p r o f e s s i o n , 
(see Chapter 6 ) . Since nurses do not have much e x t e r n a l contact, they 
i d e n t i f y most c l o s e l y w i t h other i n d i v i d u a l s at the place o f work; and 
th e r e f o r e the concept of pro f e s s i o n a l i s m m nu r s i n g may not be p a r t i c u l a r l y 
h e l p f u l . 

K.H.S 

GROUP 

WARD 

Figure 6; Units m the N.H.S. 
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A t t i t u d e s Expected 
t o Salmon d i r e c t i o n 

Own r a t i n g of performance 0.20 + 

Importance of "home l i f e " vs. "work l i f e " 0.38* + 
Career a s p i r a t i o n s 0.29 + 

Figure 7: C o r r e l a t i o n s Between I n d i v i d u a l Confidence and A t t i t u d e s 

A l l three of the above r e s u l t s are as expected. The assumption 
behind these p r e d i c t i o n s i s t h a t a high l e v e l o f s e l f confidence i m p l i e s 
a tendency not t o appraise u n c e r t a i n s i t u a t i o n s as being t h r e a t e n i n g . 
And hence w i l l r e s u l t m a d i s p o s i t i o n t o form favourable a t t i t u d e s . 
The relevance of the importance o f home l i f e over work l i f e i s s i m i l a r 
m t h a t i t w i l l reduce the area o f a person ,s t o t a l l i f e — s p a c e t h a t may 
be subject t o t h r e a t (see Lewm, 1947). 

A t t i t u d e s 
t o Salmon 

Expected 
d i r e c t i o n 

Age 
School l e a v i n g age 
Service m present h o s p i t a l 
Time m nu r s i n g 
Married ( v s . S i n g l e ) 

0.19 

0.27 
0 

0.24 
0.31 

Figure C o r r e l a t i o n s Between Aspects of Personal Background 
and A t t i t u d e s t o Change. 

School l e a v i n g age gives an i n d i c a t i o n o f an i n d i v i d u a l * s educational 
l e v e l and, as expected i s r e l a t e d p o s i t i v e l y t o a t t i t u d e s t o change. 
Married nurses also tended t o have more favourable a t t i t u d e s - presumably 
because they are not t o t a l l y dependent on t h e i r own jobs f o r f i n a n c i a l 
s e c u r i t y . 

The r e l a t i o n s h i p s f o r age and le n g t h of time m n u r s i n g were not as 
expected. Numerous stu d i e s suggest t h a t i n c r e a s i n g age r e s u l t s m 
increased resistance t o change, i n a b i l i t y t o cope w i t h novel s i t u a t i o n s , 
and m a search f o r s e c u r i t y (Johns, 1973). Since the m a j o r i t y o f 
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these studies were c a r r i e d out w i t h manual workers m s i t u a t i o n s where 
power and sta t u s do not s i g n i f i c a n t l y increase w i t h age i t might be 
argued t h a t the r e l a t i o n s h i p would not hold where service and age were 
r e l a t e d t o s e n i o r i t y - since s e n i o r i t y i s p o s i t i v e l y r e l a t e d t o a t t i t u d e s 
t o change. U n f o r t u n a t e l y t h i s can not be used as an explanation m 
t h i s case since a l l the nurses p r o v i d i n g i n f o r m a t i o n i n the p i l o t study 
were drawn from the same l e v e l of the o r g a n i s a t i o n . Thus, e i t h e r the 
general conclusion about the importance of age and service i s wrong f o r 
these nurses, or there are features of Salmon which make i t d i f f e r e n t 
from most work r e l a t e d changes. 

( c ) Relationships Between other O r g a n i z a t i o n a l Factors and A t t i t u d e s 
The mam group of o r g a n i s a t i o n a l measures outside the scope o f the 

i n i t i a l hypotheses were those concerning o r g a n i s a t i o n a l c o n t r o l . Two 
types of question were asked w i t h the i n t e n t i o n of measuring the perceived 
and i d e a l degrees of i n f l u e n c e t h a t various l e v e l s of s t a f f m the Group 
might have. 

C o r r e l a t i o n s o f A t t i t u d e s 
t o Salmon w i t h : 

Perceived I d e a l 
Level I n f l u e n c e Influence 

C.N.O. .19 .37* 
P.N.O. .34 .05 

S.N.O. .30 .21 

Admin. S i s t e r .10 .15 
Ward S i s t e r .15 .23 
S t a f f Nurse .27 .09 
Consultants - .19 -.05 

(* P «05 : " t w o t a i l e d t e s t ) 

Figure 9: Co r r e l a t i o n s of Perceived and I d e a l Levels of Influence 
w i t h A t t i t u d e s 
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I n d i v i d u a l r e s u l t s m the ahove t a b l e are d i f f i c u l t t o i n t e r p r e t , 
although i t i s s i g n i f i c a n t t h a t those who believe t h a t the C.F.O. 
should have a great deal of in f l u e n c e also tend t o be the people who 
support the idea of Salmon. 

However, the o v e r a l l p a t t e r n above i s most i n t e r e s t i n g . One of 
the major i m p l i c a t i o n s of Salmon i s t h a t by strengthening the a d m i n i s t r a t 
a u t h o r i t y of the n u r s i n g f u n c t i o n , many of the decisions t r a d i t i o n a l l y 
made by consultants have been taken out o f t h e i r ambit. (For example 
decisions over n u r s i n g appointments, as m chapter 7 ) . The c o r r e l a t i o n s 
i n d i c a t e t h a t those nurses who are m favour of Salmon have tended t o 
a t t r i b u t e more a c t u a l and i d e a l i n f l u e n c e t o nurses, and less t o 
con s u l t a n t s . (Mann-Wh.itney U t e s t f o r these c o r r e l a t i o n s gives a two-
t a i l e d s i g n i f i c a n e of P £ .02; S i e g e l , 1956). 

( d ) Results o f P i l o t Survey not Related t o A t t i t u d e s 
( I ) Job S a t i s f a c t i o n 

Two methods were used t o assess the bases of nurses' s a t i s f a c t i o n . 
F i r s t l y , the two Hertzberg " c r i t i c a l i n c i d e n t " questions were asked 
and the responses were then categorised i n t o the nine groups shown m 
Figure 10. Respondents were then r e q u i r e d t o rank-order a number of 
statements r e f l e c t i n g Hertzberg's normal content analysis (see Question 
39 ( a ) ) according t o the importance they attached t o them m t h e i r 
present jobs. 

Both forms of i n f o r m a t i o n are present m Figure 10. F i r s t l y the 
nine statements are w r i t t e n i n order o f importance f o r a l l of the nurses 
i n t e r v i e w e d . Secondly, the frequency of any p a r t i c u l a r content 
emerging from the c r i t i c a l i n c i d e n t questions i s given n u m e r i c a l l y ; the 
f i g u r e being d i v i d e d g r a p h i c a l l y i n t o "good" and bad i n c i d e n t s and 
expressed as percentages. 

http://Mann-Wh.it
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Job Factor 
Ranking 

1. R e s p o n s i b i l i t y 

2. Achievement 

3. Conditions 

4- Recognition 

5. Pay 

6. Advancement 

7. Social 

8. Status 

9. S e c u r i t y 

"Bad" I n c i d e n t s "Good" I n c i d e n t s 

v. 
40 

y / / 
12 

16 

\ s ' / A 

/ 

/ / 

8 'A 

11 / 

30 

l/V A 
/ 

/ 

'8, 

27 / 

Figure 10: Rank Ordering o f Job Factors;'.Frequency of Content m 
" C r i t i c a l I n c i d e n t " Questions 

"Ead"Events "Good" Events 

C l a s s i f i e d 12 13 
Hot c l a s s i f i e d 2 3 
Answer: "None" 2 0 

Figure 11: Analysis o f C r i t i c a l I n c i d e n t Statements 

While a l l o w i n g f o r some bias m the wording o f the job f a c t o r s t o 
be ranked, the d i f f e r e n t r e s u l t s obtained by the two methods o f 
i n v e s t i g a t i n g job s a t i s f a c t i o n are q u i t e marked. Both " c o n d i t i o n s " 
and "pay" were ranked h i g h l y yet received l i t t l e or no mention as causes 
of e i t h e r s a t i s f a c t i o n or d i s s a t i s f a c t i o n . This i s m accordance w i t h 
most other research studies (see Scott Myers, 1964). On the other hand 
the "Hertzberg" r e s u l t s i n d i c a t e d the o v e r a l l importance of "Achievement" 
and "Recognition" as determinants of job s a t i s f a c t i o n . However, the 
t w o — f a c t o r s t r u c t u r e normally found i s not apparent m these r e s u l t s 
w i t h the possible exception of "Recognition" and "Advancement". I n 
t h i s case r e c o g n i t i o n appears l i k e l y t o be given m a supportive manner. 
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Lack of promotion i s more l i k e l y t o act as a source o f d i s s a t i s f a c t i o n 
than f o r promotion t o act as a source of s a t i s f a c t i o n . Which echoes 
many observations on the implementation of Salmon: t h a t major • 
or g a n i s a t i o n a l problems can be caused by one or two people not being 
promoted when t h e i r promotion was g e n e r a l l y expected and seen as t h e i r 
" r i g h t " (see DHSS, 1971)-

These r e s u l t s may also be compared w i t h a study of 29 nurses m 
Utah by Anderson, and c i t e d m Hertzberg (1966). The same two c r i t i c a l 
i n c i d e n t questions were administered, and the f i v e mam f a c t o r s t h a t 
emerged were Recognition, Achievement, Company P o l i c y and Admin, Relations 
w i t h Superior, Work Conditions. A comparison of the d i s t r i b u t i o n between 
"good" and "bad" i n c i d e n t s shows considerable s i m i l a r i t i e s f o r Recognition 
and Work Conditions, however Achievement features much more s t r o n g l y 
m the present case p a r t i c u l a r l y w i t h "bad" i n c i d e n t s . I t seems 
the d i f f e r e n c e may be due to the r o l e o f the nurse being less s i g n i f i c a n t 
m commercial n u r s i n g than m a n a t i o n a l i s e d o r g a n i s a t i o n . This i s 
supported by the presence of R e s p o n s i b i l i t y and Advancement m these 
r e s u l t s and the h i g h r a n k i n g given t o the former f a c t o r . 

( n ) O r g a n i z a t i o n a l Control 
The f o l l o w i n g graph gives mean values f o r perceived and i d e a l 

l e v e l s o f c o n t r o l f o r various l e v e l s m the o r g a n i s a t i o n . 

Very much 
in f l u e n c e 5_ 

4 

3 

2 
Very l i t t l e 
i n f l u e n c e 1 

Perceived 
I d e a l 

CNO PlTO»s SKO's Admin Ward S t a f f Consul-
S i s t e r s S i s t e r s ffurses t a n t s 

Figure 12; Perceived and I d e a l Organisational Control 
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This i l l u s t r a t e s q u i t e c l e a r l y t h a t although respondents consider 
t h a t the more j u n i o r members of the o r g a n i s a t i o n should have more i n f l u e n c e 
they do not consider t h a t t h i s should be at the expense of those m 
senior p o s i t i o n s . This i s reminiscent o f Tannenbaum's o r i g i n a l 
c o n t e n t i o n t h a t i t i s possible f o r the t o t a l amount o f i n f l u e n c e of 
the o r g a n i s a t i o n t o increase - which means t h a t a l l members may increase 
t h e i r i n f l u e n c e . (Tannenbaum, 1968). 

( e ) Summary 
Many of the substantive r e s u l t s from the p i l o t survey are of i n t e r e s t , 

but are of low s i g n i f i c a n c e . However the mam o b j e c t i v e s of t h i s p i l o t 
survey are t o explore the p o t e n t i a l o f various ideas, and t o examine ways 
of measuring the concepts i n v o l v e d . I n the f i r s t respect a number of 
f a c t o r s have been i d e n t i f i e d which may c o n d i t i o n a t t i t u d e s t o the 
a n t i c i p a t i o n of change. These are: 

I n d i v i d u a l P e r s o n a l i t y - A n x i e t y 
- Neuroticism 

" Background — Education 
- M a r i t a l Status 

" I d e n t i f i c a t i o n / R o l e - I d e n t i f i c a t i o n w i t h own ward 
- I d e n t i f i c a t i o n w i t h H o s p i t a l Group 
- Confidence 
- Importance o f home l i f e 
- Career a s p i r a t i o n s 

O r g a n i s a t i o n a l climate - Trust and S e c u r i t y 
- Task O r i e n t a t i o n 

Perception o f S i t u a t i o n - Valence 
- I m p l i c a t i o n s f o r s e l f 
- How w e l l i s i t being implemented? 

The remaining p a r t of t h i s Appendix w i l l be based on an assessment 
of some of the measures used t o define the above concepts - p a r t i c u l a r l y 
those m the general area of a t t i t u d e s . 
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4- ANALYSIS OF PILOT QUESTIONNAIRE 

(a ) A t t i t u d e Questions 

Four questions (4,6,7 and 15) were used m the i n i t i a l measure o f 
a t t i t u d e s , but there were a f u r t h e r three questions t h a t could also be 
i n t e r p r e t e d as i n d i c a t i n g a t t i t u d e s . Therefore the r e l a t i o n s h i p s 
between a l l seven questions were analysed: 

(Q.4) How much do you know about 
the Salmon r e p o r t ? 

(Q.6) Did you t h i n k i t was a good 
or a bad t h i n g i n i t i a l l y 

(Q .7 ) TO what extent do you now 
t h i n k i t i s necessary 

(Q12) How much do you t a l k about 
Salmon w i t h your colleagues? 

(Q13) How much discu s s i o n has there 
been w i t h the Gp. Admin.? 

(NQ14) How much di s c u s s i o n should 
t h e r e have been ( w i t h 
Gp..Admin)? 

(Q15) O v e r a l l assessment now? 

Q.4 Q.6 Q.7 Q.12 Q.13 Q.14 Q.15 

.06 .18 .39* .43* -.14 .16 

.71**-.25 .15 .03 .78** 

- .30 .03 0 .69** 

.27 .11 - . 21 

- .50** .04 

-.03 

(* : p ==£ 0.05; ** : p ^ O . O l ; two t a i l e d t e s t ) 

Figure 13i I n t e r c o r r e l a t i o n s o f A t t i t u d e Items (Kendal T ) 

On account of the r e l a t i v e l y small sample i t was not worth a t t e m p t i n g 
a f a c t o r analysis o f these questions - p a r t i c u l a r l y as they f a l l i n t o two 
c l e a r groups from i n s p e c t i o n o f the m a t r i x . 

Thus the f i r s t group seem t o i n d i c a t e a simple a t t i t u d e towards 
the change: 

Q.7 Q.15 
Q.6 Did you t h i n k i t was a good 

or a bad t h i n g i n i t i a l l y ? 0.71** O.78** 

Q.7 To what extent do you now 
t h i n k i t i s necessary O.69** 

Q.15 O v e r a l l assessment now? 
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The second group, although based on weaker c o r r e l a t i o n s suggests 
an a c t i v e approach towards the change and a w i l l i n g n e s s t o discuss i t : 

Q12 Q13 

Q.4 How much do you know about 
the Salmon r e p o r t ' 0.39* 0.42* 

Q.12 How much do you t a l k about 
Salmon w i t h your colleagues? 0.27 

Q.13 How much discus s i o n has t h e r e 
been w i t h Group Admin.? 

(b) Preanalysis of I n d i v i d u a l and Organizational Factors 
A f t e r t h i s b r i e f a n a l y s i s , these questions were regrouped t o form 

the two scales i m p l i e d and r e - c o r r e l a t e d w i t h the o r i g i n a l v a r i a b l e s . 
The f o l l o w i n g are the r e s u l t s obtained from t h i s analysis which e i t h e r 
show p a r t i c u l a r l y s t r o n g r e l a t i o n s h i p s or were among the f a c t o r s 
i d e n t i f i e d i n the summary f o r the l a s t s e c t i o n : 
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Hew A t t i t u d e Knowledge/ 
Scale Discussion 

Scale 

(a ) P e r s o n a l i t y — Anxiety -0.12 -O.51** 

- E x t r o v e r s i o n -0.15 O.46** 
- Neurotiscism -0.10 -O.48** 

( b ) Backgr ound - Age 0.10 0.27 
- Education 0.14 0.01 
- Married ( o r s i n g l e ) 0.40* 0.12 

( c ) I d e n t i f i c a t i o n / R o l e - "Harrow" i d e n t i f i c a t i o n -0.23 -0 .41* 
- "Wide" i d e n t i f i c a t i o n 0.14 0.61** 
- Confidence 0.03 O.55** 
- Importance o f Home L i f e 0.50** -0.05 

• - Job A s p i r a t i o n s 0.18 0.08 
( d ) Org. Climate — Trust and S e c u r i t y 0.18 0.20 

- Task O r i e n t a t i o n 0.17 Q.18 
- Power O r i e n t a t i o n -0.22 -0.12 
- Role O r i e n t a t i o n -0-09 0 

( e ) Perception of - Valence 0.42* 0.09 
S i t u a t i o n - I m p l i c a t i o n s f o r s e l f 0.45* 0.15 

- Implementation 0.41* 0.43* 
( f ) Response - J o i n i n g Union 0.24 -O.46** 

(* : p<:0.05; ** : p < 0.01; two t a i l e d t e s t s ) 

Figure 14: C o r r e l a t i o n s of I n d i v i d u a l and Organisational Factors w i t h 
Hew A t t i t u d e and Discussion Scales. 

The most important conclusion from t h i s piece of anal y s i s i s the 
emergence of the "Knowledge/ Discussion" f a c t o r which appears t o have 
reasonably h i g h construct v a l i d i t y . The i n d i v i d u a l c o r r e l a t i o n s l a r g e l y 
c o n firm the conclusions from the e a r l i e r a n a l y s i s o f the p i l o t survey 
except t h a t the a t t i t u d e scale c o r r e l a t e s r a t h e r lower w i t h most f a c t o r s 
than before. On the other hand the "Discussion" f a c t o r tends t o 
c o r r e l a t e s l i g h t l y higher m the expected d i r e c t i o n . Three s p e c i f i c 
exceptions t o t h i s are t h a t a c t i v e d i s c u s s i o n seems p a r t i c u l a r l y h i g n l y 
r e l a t e d t o e x t r o v e r s i o n , but not r e l a t e d t o the r e l a t i v e importance o f 
home l i f e - which would seem more l i k e l y t o determine a t t i t u d e s . 
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F i n a l l y amongst those people who have j o i n e d the union, a t t i t u d e s are 
s l i g h t l y favourable while l i t t l e d i s c u s s i o n takes place. An 
i n t e r p r e t a t i o n of t h i s i s t h a t the s e c u r i t y of being a member of a union 
removes the need f o r independent a c t i o n (encourages dependency), while 
removing the need t o worry. 

(c ) Other Questions 
Much of the remaining analysis of the p i l o t questionnaire was by 

i n s p e c t i o n . Those items t h a t stood independently were s c r u t i n i s e d 
according t o whether: 

( I ) they appeared ambiguous or unclear; 
( I I ) respondents had any d i f f i c u l t y i n t e r p r e t i n g them; 
( I I I ) whether the d i s t r i b u t i o n of answers was spread reasonably 

across the scale and not s i g n i f i c a n t l y skewed; 
( I V ) whether the r e s u l t s i n d i c a t e d t h a t r e t e n t i o n might y i e l d 

p o s i t i v e r e s u l t s m the mam survey. 
I n a d d i t i o n , m the case of questions t h a t formed composite scales, 
a t t e n t i o n was given t o the number of questions and the amount of t i m e / 
e f f o r t r e q u i r e d of the respondent m completing them. 

These c r i t e r i a were used m determining which p a r t s of the p i l o t 
q u estionnaire should be t r a n s f e r r e d i n t o the mam qu e s t i o n n a i r e . I n 
a d d i t i o n , the f i r s t t h r e e c r i t e r i a were used m modifying c e r t a i n 
questions t h a t seemed important but were i n a p p r o p r i a t e m t h e i r e x i s t i n g 
form. 

5. CONCLUSION 

This p i l o t survey has concentrated on e x p l o r i n g some of the c e n t r a l 
ideas f o r the t h e s i s and m developing means of measuring these ideas. 
I n a d d i t i o n , a new concept has emerged m r e l a t i o n t o o r g a n i s a t i o n a l change 
the dimension of "Knowledge/Discussion", which seems t o be c l o s e l y r e l a t e d 
t o the wider concept of " a c t i v e coping s t y l e s " developed m Chapter 4. 
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Ana lys i s o f the p i l o t survey has at tempted t o Toe as f l e x i b l e as 

p o s s i b l e . On account o f the r e l a t i v e l y smal l sample i t has seemed more 

impor tan t t o use r u l e - o f - t h u m b and i n t u i t i o n as a basis f o r r e j e c t i n g or 

m o d i f y i n g items - r a t h e r than any r i g i d s t a t i s t i c a l c r i t e r i a . This i s 

m no way in tended t o deny the v a l i d i t y o f s t a t i s t i c a l approaches; i t 

i s a l l a mat ter o f when they are a p p r o p r i a t e . I n the case o f the mam 

survey, the sample i s moderately l a rge - beyond the scope o f normal 

i n t u i t i v e methods - and t h e r e f o r e more s o p h i s t i c a t e d s t a t i s t i c a l methods 

w i l l be r e q u i r e d . 
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No. 

QUESTIONNAIRE 

This ques t ionna i r e represents the n a m par t o f my t h e s i s f o r a 

Ph.D. degree at Durham U n i v e r s i t y . The t h e s i s i s about change m 

o rgan i sa t ions and the way people manage m what are ve ry o f t e n d i f f i c u l t 

t i m e s . I have been g iven permiss ion t o ask nurses t o f i l l m t h i s 

ques t ionna i re on the s t r i c t unders tanding t h a t they should on ly do so 

i f they want t o : t h a t i s , i t i s comple te ly v o l u n t a r y . Also I must 

undertake not t o m d e n t i f y any i n d i v i d u a l s who have f i l l e d m the 

q u e s t i o n n a i r e : any i n f o r m a t i o n c o l l e c t e d w i l l on ly be analysed m terms 

o f aggregates and averages so t h a t c o n f i d e n t i a l i t y can be ensured. 

The quest ions cover t h ree mam areas. Some o f them are about what 

you t h i n k o f hav ing t o move t o the new h o s p i t a l ; t h i s i s the area t h a t 

I am main ly i n t e r e s t e d m . However, m order t o understand b e t t e r what 

people t h i n k about the move i t i s impor tan t t o know what they t h i n k about 

t h e i r jobs and the place where they work. There fore the re are some more 

quest ions c o v e r i n g these areas . 

Most o f the quest ions are q u i t e s t r a i g h t f o r w a r d and s imply r e q u i r e 

you t o r i n g the number on the r i g h t which i s c loses t t o what you t h i n k 

i s the best answer. There i s no need t o t h i n k deeply most o f the t i m e , 

and o f t e n the f i r s t answer t h a t comes i n t o your head i s the best 

answer. Please t r y t o answer every ques t ion and i f t he re are any t h a t 

you t h i n k you may be m i s i n t e r p r e t i n g , please ask. 
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PART I - THE MOVE TO THE NEW HOSPITAL 

1 . The f o l l o w i n g statements- are about the new h o s p i t a l and the way 
the move i s be ing handled . 

Please say whether you agree or disagree w i t h each s ta tement , 
r i n g i n g one o f the numbers on the r i g h t . 

Agree I n c l i n e d I n c l i n e d Disagree Card 1 
t o t o C o l . 

agree disagree 

The move t o the new h o s p i t a l 
w i l l not be as bad as many 

people expect 1 2 3 4 (31 ) 

The new h o s p i t a l i s u n l i k e l y 
t o have a f r i e n d l y atmosphere 1 2 3 4 (32) 
Nurses should have been i n v o l v e d -
much more m p l ann ing the move t o 
the new h o s p i t a l 1 2 3 4 (33) 

O v e r a l l , the people respons ib le 
f o r the move seem t o be do ing 
a good job 1 2 3 4 (34) 

The H o s p i t a l w i l l be 
able t o p rov ide a b e t t e r S e r v i c e 
t o the p u b l i c when i t i s a l l 
under one r o o f 1 2 3 4 (35) 

Moving t o the new h o s p i t a l w i l l 
make n u r s i n g much more 

e f f i c i e n t 1 2 3 4 ( 36 ) 

Most p a t i e n t s f e e l happier 
m a smal l h o s p i t a l 1 2 3 4 (37) 
I n t h i s Group the re have been 
a l o t o f changes over the 

past year 1 2 3 4 (38) 

C o n s u l t a t i o n about the move has 

been q u i t e inadequate 1 2 3 4 ( 39) 

Nowadays i t i s e s s e n t i a l f o r . nurses 
t o have a voic<=> ax the t op 1 2 3 4 (40) Advances m medicine have made 
la rge h o s p i t a l s e s s e n t i a l 1 2 3 4 (41 ) 
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Agree I n c l i n e d I n c l i n e d Disagree Card 1 
t o io_ C o l . 

agree disagree 

People w i l l t end t o f e e l 
l o s t m the new h o s p i t a l 1 2 3 4 (42) 

The move i n t o the new h o s p i t a l 
i s not be ing planned as w e l l 
as i t might have been 1 2 3 4 (43) 

Nowadays t h i n g s d o n ' t seem t o 
be r u n as w e l l as they used 
t o be m t h i s Group 1 2 3 4 (44) 

The Nurs ing A d m i n i s t r a t i o n are 
not r e a l l y aware o f what 
people t h i n k about the move 1 2 3 4 (45) 

The p repara t ions f o r the move 
i n t o the new h o s p i t a l have been 
q u i t e adequate s o f a r •] 2 3 4 (46) 

2. Would you say t h a t the move ~o the new h o s p i t a l i s l i k e l y t o r e s u l t 
m s i g n i f i c a n t changes m : 

Yes Perhaps/ 
Don ' t Know 

No 

The people you work w i t h 1 2 3 (51) 

Tour r e s p o n s i b i l i t i e s 1 2 3 (52) 

The type o f work you do 1 2 3 (53) 

Your subordinates 1 2 3 (54) 

The people you are respons ib le t o 1 2 3 (55) 

F a c i l i t i e s a v a i l a b l e on the ward 1 2 3 (56) 

R e l a t i o n s h i p s w i t h medical s t a f f 1 2 3 (57) 

R e l a t i o n s h i p s w i t h para-medical s t a f f 1 2 3 (58) 
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3. O v e r a l l , do you t h i n k the move t o the new h o s p i t a l w i l l make t h i n g s 
"better or worse f o r : 

Much 
B e t t e r 

About 
the 
same 

Much 
Worse 

The p a t i e n t s 1 2 3 4 5 (61 ) 

Y o u r s e l f 1 2 3 4 5 ( 6 2 ) 

Other n u r s i n g s t a f f 1 2 3 4 5 (63 ) 

4 . Yes Sometimes No 

Do you t a l k about the move 
w i t h your col leagues? 1 O c 3 (71 ) 

Have you discussed the move 
much w i t h your boss? 1 2 3 (72) 

Have you had much t o do w i t h 
p repara t ions f o r the move? 1 2 3 (73) 

Have you considered l e a v i n g t h i s 
job before the upheaval s t a r t s ? 1 2 3 (74) 

Do you o f t e n f i n d y o u r s e l f l augh ing 
at the whole s i t u a t i o n ? 1 2 3 (75) 

Have you j o i n e d the union? 1 2 3 (76 ) 

5. How do you a n t i c i p a t e t h a t the move w i l l a f f e ct * 

Worse A 
L i t t l e 
Worse 

About 
the 

Same 

A 
T a t t l e 
B e t t e r 

B e t t e r 
Card 

C o l . 

Your work ing c o n d i t i o n s 1 2 3 4 5 ( 1 1 ) 

The s t a tus o f your job 1 2 3 4 5 (12) 

The amount o f r e s p o n s i b i l i t y 
you have 1 2 3 4 5 ( 1 3 ) 

Oppor tun i t i e s t o t a l k t o others 1 2 3 4 5 ( 1 4 ) 

Your career prospects 1 2 3 4 5 (15) 

Your job s e c u r i t y 1 2 3 4 5 (16 ) 

Your pay 1 2 3 4 5 ( 1 7 ) 

Oppor tun i t i e s t o f i n d a challenge 
m the jobs 1 2 3 4 5 (18) 
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6. Please w r i t e below very b r i e f l y what are your mam concerns 
about the move t o the new h o s p i t a l . 

7. How do you f e e l about the whole business o f moving t o the new 
h o s p i t a l 9 R ing the one word t h a t most c l e a r l y descr ibes your f e e l i n g s . 

( a ) Nervous ( b ) Comfortable ( c ) I n d i f f e r e n t 

( d ) Unsafe ( e ) Pine ( f ) I t doesn ' t bother me ( g ) Worr ied 
(21) 

PART I I - ABOUT YOUR JOB e t c . 

Yes 

Do you sometimes f i n d your job too demanding? 

Do personal w o r r i e s sometimes i n t e r f e r e w i t h 
your work? 

I s your job an e s s e n t i a l pa r t o f t h i s h o s p i t a l ? 

Would you say your performance m your job i s 
probably above average? 

Would your immediate supe r io r be l i k e l y t o r a t e 
you above average 9 

No 

2 

2 

2 

(31) 

(32) 

(33) 

(34) 

(35) 

9. I f i t came t o a c lash o f l o y a l t i e s between any o f the f o l l o w i n g , 
which one do you f e e l a nurse at your l e v e l should s ide w i t h ? 

A Don' t B 
Know 

( a ) This group o f 
h o s p i t a l s 

( a ) Consul tants 
( a ) This n o s p i t a l 
( a ) The p r o f e s s i o n 
(a ) The Group 
( a ) This h o s p i t a l 

OR ( b ) t h i s h o s p i t a l 

OR ( b ) the n u r s i n g p r o f e s s i o n 
OR ( b ) Consul tants 
OR ( b ) the Group 
OR ( b ) Consul tants 
OR ( b ) the p r o f e s s i o n 

1 

2 
2 
2 
2 
2 

(41) 

(A2) 
(43) 
(44) 
(45) 
(46) 
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10. I n any job you. were t o do, how impor tan t would you say each of 
the f o l l o w i n g a r e : 

HOW IMPORTANT IS IT TO YOU? 

Not Very 
Import ant Import ant E s s e n t i a l 

Good work ing c o n d i t i o n s 

Having a sen ior p o s i t i o n 

Having r e a l r e s p o n s i b i l i t y 

Having o p p o r t u n i t i e s t o t a l k t o others 

Having career prospects 

Having no f ea r s o f l o s i n g the job 

G e t t i n g pa id w e l l 

Having p l e n t y o f chal lenge m the job 

2 

2 

2 

2 

2 

2 

2 

2 

3 

3 

3 

3 

3 

3 

3 

3 

Card 2 
C o l . 

(51) 

(52) 

(53) 

(54) 

(55) 

(56) 

(57) 

(58) 

11. The f o l l o w i n g quest ions are about the way you may behave, 
f e e l or a c t . T ry t o decide whether "yes" or "no" represents 
your usual way o f a c t i n g or f e e l i n g . (Please do not omit any 
answers) 

Do you sometimes f e e l happy, sometimes depressed, 

w i t h o u t any apparent reason? Yes 

Do you p r e f e r a c t i o n t o p l a n n i n g f o r ac t i on? Yes 

Do you have f requen t ups and downs m mood, e i t h e r 
w i t h or w i t h o u t apparent cause? Yes 
Are you happiest when you get i n v o l v e d m some 

p r o j e c t t h a t c a l l s f o r r a p i d a c t i o n ? Yes 

Are you i n c l i n e d t o be moody? Yes 

Does your mind o f t e n wander w h i l e you are t r y i n g 
t o concentrate? Yes 
Do you u s u a l l y take the i n i t i a t i v e m making 
new f r i e n d s ? Yes 

Are you i n c l i n e d t o be qu i ck and sure m your a c t i o n s 9 Yes 

Are you f r e q u e n t l y Tlost m t h o u g h t ' even when 
supposed t o be t a k i n g par t m a conversa t ion 9 

Would you r a t e y o u r s e l f as a l i v e l y i n d i v i d u a l ? 

Are you sometimes b u b b l i n g over w i t h energy and 
sometimes very s lugg ish? 

Would you be very unhappy i s you were prevented 
f r o m making numerous s o c i a l c o n t a c t s 9 

Yes 

Yes 

Yes 

Yes 

No 

No 

No 

No 

No 

No 

No 

No 

No 

No 

No 

No 

Card 3 
C o l . 

'11 ) 

'12) 

J 3 ) 

\ n ) 

: i5) 

: i6 ) 

i n ) 
;-i8) 

19) 

;2o) 

; 2 i ) 

\22) 
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12. Would you say the f o l l o w i n g are t r u e or f a l s e d e s c r i p t i o n s o f 
the way you n o r m a l l y do t h i n g s ? 

I f e e l i t i s c e r t a i n l y best t o keep mymoutn shut 
when I am m t r o u b l e Yes No (31) 
At t imes I f e e l l i k e swearing Yes No (32) 
What others t h i n k o f me does not bother me Yes No (33) 
I can be f r i e n d l y w i t h people t n a t do t h i n g s I 
consider t o be wrong Yes No (34) 
I t takes a l o t o f argument t o convince most 
people o f the t r u t h Yes No (35) 
I am not l i k e l y t o speak t o people u n t i l they 
speak t o me Yes No (36) 
I have o f t e n l o s t out on t h i n g s because I 
c o u l d n ' t make up my mind soon enough Yes No (37) 
I gossip a l i t t l e at t imes Yes No (38) 

13. 
Are you the mam wage earner m your household? Yes 

Could you l i v e adequately i f you were not working? Yes 

Do you expect t o be s t i l l work ing m t h i s Group 
f i v e years f rom now? Yes 

Does your domestic s i t u a t i o n make i t poss ib l e f o r 
you t o work elsewhere? Yes 

Could you es t imate the r e l a t i v e importance t o 
you o f your l i f e at home and your l i f e at work? 

No 

No 

No 

No 

(41) 
(42) 

(43) 

(44) 

Work a 
b i t more 
impor tan t 

1 

About Home a b i t 
equal more impor tan t 

2 3 (45) 

14. 
( a ) 

0>) 
( c ) 

( d ) 
( e ) 

Please i n d i c a t e which range your age f a l l s i n t o 

How o l d were you when you l e f t school ' 7 

How long have you been m nursing" 7 

How l o n g have you been at t h i s h o s p i t a l 9 

M a r i t a l s t a tu s 

Under 30 
30 - 39 
40 - 49 
Over 50 

Marr i ed 
Single 
Widowed 
Div/Sep 

1 
2 
3 
4 

1 
2 
3 
4 

(51) 

(52, 53) 

(54, 55) 

(56, 57) 

(58) 
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15. Please i n d i c a t e whether you agree or disagree w i t h the 
f o l l o w i n g statements about you and your work . 

I n c l i n e d I n c l i n e d C o l . 
i a t o 

Agree agree disagree disagree 

I f I cou ld do as I pleased I 
would change the k i n d o f work 
I do every few months 1 2 3 4 (61 ) 

One can never f e e l at ease m 
a job where the ways o f do ing 
t h i n g s are always be ing changed 1 2 3 4 ( 62 ) 

I would p r e f e r t o s t ay w i t h a job 
t h a t I know I can handle than t o 
change t o one where most t h i n g s 
would' be new t o me 1 2 3 4 ( 6 3 ) 

When I get used t o do ing t h i n g s 
m one way i t i s d i s t u r b i n g t o 
have t o change t o a new method 1 2 3 4 (64) 

The t r o u b l e w i t h many people 
i s when they f i n d a job they 
can do w e l l , t hey d o n ' t s t i c k 
w i t h i t 1 2 3 4 (65) 
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PART I I I - THE ORGANISATION 

16. Do you agree or disagree w i t h the f o l l o w i n g statements Card 4 
about work ing m t h i s H o s p i t a l Group? C o l . 

D e f i n i t e l y I n c l i n e d I n c l i n e d D e f i n i t e l y 
agree t o t o disagree 

agree disagree 

I f you make a mistake you d o n ' t 
u s u a l l y get much sympathy f r o m 
those above 1 2 3 4 (51) 

Whenever poss ib le the Group Nursing 
Admin, are concerned w i t h the 
w e l f a r e o f i n d i v i d u a l nurses 1 2 3 4 (52) 

Jun io r nurses n o r m a l l y f e e l f r e e 
t o di-scuss personal problems w i t h 
t h e i r sen iors i f the need a r i ses 1 2 3 4 (53) 

The N u r s i n g Admin, i s not n o r m a l l y 
t o l e r a n t o f people whose personal 
problems are a f f e c t i n g t h e i r work 1 2 3 4 (54) 

People here are ve ry w o r r i e d about 
how t h e i r jobs w i l l be a f f e c t e d 
by the move 1 2 4 (55) 

There i s no need f o r any nurse m 
t h i s Group t o f e a r f o r her job 
at the moment 1 2 3 4 (56) 

17. Please i n d i c a t e how much say or i n f l u e n c e the f o l l o w i n g groups 
o f people have over what goes on m t h i s Group. 

Very l i t t l e 
i n f l u e n c e 

Very much 
i n f l u e n c e 

S.N.O.s 1 2 3 4 5 (61) 

Ward S i s t e r s and Charge Nurses 1 2 3 4 5 (62) 

S t a f f Nurses 1 2 3 4 5 (63) 

Consul tants 1 2 3 4 5 (64) 

C.N.O. 1 2 3 4 5 (65) 

Nurs ing O f f i c e r s 1 2 3 4 5 (66) 

P.N.O.s 1 2 3 4 5 (67) 
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18. The f o l l o w i n g i s a l i s t o f statements about people or s i t u a t i o n s t h a t 
you may encounter at work. A f t e r each statement are f o u r a l t e r n a t i v e 
d e s c r i p t i o n s . Please put the number ( l ) opposi te the d e s c r i p t i o n t h a t 
seems t o you t o count f o r most m t h i s h o s p i t a l group at the moment. 
Opposite the d e s c r i p t i o n t h a t seems t o be the next c loses t put the number 
( 2 ) . . . and so on u n t i l a l l f o u r d e s c r i p t i o n s have been put m o r d e r . 
Then go onto the next s ta tement , e t c . 

Give the order o f how Card 4 
much each one counts 
here at the moment. C o l . 

( a ) I n general i n t h i s Group people seem 

t o be considered good bosses i f t hey a re : 

- s t r o n g , d e c i s i v e and f i r m ( T l ) 

- f o rma l and c o r r e c t (72) 

- w i l l i n g t o take suggest ions f r o m others (73) 

- concerned above a l l w i t h the progress o f 
t h e i r subordinates (74) 

Card 5 

C o l . 

( b ) I n t h i s Group at the moment people seem 
t o be judged as good subordinates i f they 
a r e : 

- hard work ing and l o y a l t o the i n t e r e s t s 

o f t h e i r super io r s (11) 
- r e s p o n s i b l e , r e l i a b l e and d o n ' t upset 

t h i n g s (12) 
- committed t o g e t t i n g t h e i r own jobs 

done whatever the obs tac les (13) 

- keen t o l e a r n and t o develop t h e i r own 
expe r t i s e (14) 

( c ) People seem most l i k e l y t o get promoted m 
t h i s group i f they a r e : 

- shrewd and compe t i t i ve (21) 

- consc ien t ious and l o y a l t o the group _ _ _ _ _ (22) 

- competent and e f f e c t i v e at t h e i r jobs _ _ _ _ _ _ (23) 

- very ready t o work w i t h and support 
others (24) 
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19- How much say or i n f l u e n c e do you t h i n k each o f the f o l l o w i n g 
groups o f people should have over what goes on m t h i s group o f h o s p i t a l s . 

Very l i t t l 
i n f l u e n c e 

e Very much 
i n f l u e n c e 

C e l . 

S.N.O. 's 1 2 3 4 5 (31 ) 
Consul tants 1 2 3 4 5 (32 ) 
Ward S i s t e r s and Charge Nurses 1 2 3 4 5 (33) 
C.N.O. 1 2 3 4 5 (34) 
Nurs ing O f f i c e r s 1 2 3 4 5 (35) 
P .N.O. ' s 1 3 4 5 (36) 

S t a f f Nurses 1 2 3 4 5 (37) 

20. The statements on t h i s page are s i m i l a r t o the ones on the preceding 
page. Once again order the statements f rom ( l ) t o (4) accord ing t o 
importance, o n l y t h i s t ime please say how much you t h i n k each d e s c r i p t i o n 
should coun t . 

What order o f Card 3 
importance should „ ^ 
j-u C o l . they have — — 

( a ) People m n u r s i n g should be considered t o 
be good bosses i f they a r e : 

s t r o n g , d e c i s i v e and f i r m (41) 

fo rma l and c o r r e c t (42) 

w i l l i n g t o take suggestions f rom others (43) 

concerned w i t h the progress o f t h e i r 
subordinates above a l l (44) 

( b ) People should be judged t o be good 
subordinates i f t hey a r e : 

- hard work ing and l o y a l t o the i n t e r e s t s 
o f t h e i r supe r io r s 

- r e s p o n s i b l e , r e l i a b l e and d o n ' t upset t h i n g s 

- committed t o g e t t i n g t h e i r jobs done 
whatever the obstacles 

- keen t o l e a r n and t o develop t h e i r own 
e xpe r t i s e 

( c ) People should get promot ion on the basis o f 
them b e i n g : 

shrewd and compe t i t i ve (61) 

consc ien t ious and l o y a l t o the Group (62 ) 

competent and e f f e c t i v e at t h e i r jobs _ _ _ _ _ (63) 

very ready t o work w i t h and support o thers (64) 

(51) 

(52) 

(53) 

(54) 
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5- A f t e r m a t h 
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1. INTRODUCTION 

This case s tudy conta ins c e r t a i n s i m i l a r i t i e s t o the two s tud ies 

presented m Chapter 7? but i t a l so d i f f e r s m a number o f r e spec t s : 

- i t i s set m a p r o f i t seeking o r g a n i s a t i o n r a t h e r than the 

N.H.S; 
- The scale o f ana ly s i s i s cons ide rab ly l a r g e r ; 

- i t focussed on the a n t i c i p a t i o n o f redundancy. 

The case s tudy i s i n c l u d e d here because i t p rovides f u r t h e r 

i l l u s t r a t i o n o f many o f the p o i n t s made m Chapter 7i a ^ i a l so provides 

some suggestions about the management o f l a rge scale change. I t was 

n o t . i n c l u d e d m Chapter 7 because the s e t t i n g i s ve ry d i f f e r e n t t o t h a t 

o f the o ther two case s t u d i e s , and because much o f the i n f o r m a t i o n i s 

not c e n t r a l t o the main arguments o f the t h e s i s . 

The case i s based on i n f o r m a t i o n obta ined m i n f o r m a l i n t e r v i e w s 

w i t h about twenty o f the key f i g u r e s i n v o l v e d m the c losure o f a major 

chemical complex. Where necessary t h i s i s supported by the r e s u l t s o f 

a ques t ionna i re t h a t was sent t o a 15$ sample o f the t o t a l work f o r c e . 

(Eas te rby-Smi th , 1973). 

2 . BACK (21 CUED 

The complex s t u d i e d cons i s t ed o f f o u r major p l a n t s , c l o s e l y l i n k e d 

by technology and employing over 1500 men. Products were marketed on a 

wor ld-wide basis and i t was poss ib le t o p r e d i c t t rends m p r o f i t a b i l i t y 

seve ra l years m advance. Hence the e x p e c t a t i o n o f less f avourab le 

market c o n d i t i o n s and the excessive age o f some pa r t s o f the complex had 

l ead t o the d e c i s i o n by the mid 1960*s t ha t the complex would not be 

v i a b l e a f t e r the e a r l y 1970*s. I n 1968 a r e p o r t was produced s p e c i f y i n g 

the end o f the complex m 1972 and t h i s date was bo th m o d i f i e d and 

e labora ted by var ious committees t h a t were set up t o oversee the c l o s u r e . 
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There fore i t was common knowledge among the workfo rce t h a t the p l an t 

would e v e n t u a l l y c l o s e ; as one shop steward s a id at the end o f 1969: 

" I t i s s i x years since Mr. Moore t o l d me t h a t the A c i d P lan t 
would o n l y l a s t another e igh t yea r s . " ( E l l a m , 1973) 

3. PRIMARY APPRAISAL. 

The c losure o f the complex and the loss o f 500 jobs was o f f i c i a l l y 

announced t o the shop s tewards ' committee on 12th December 1969* The 

r e a c t i o n was immediate and v i g o r o u s , and management was accused o f 

u s i n g communications as a s u b s t i t u t e f o r c o n s u l t a t i o n . The unions 

ob j ec t ed t o the p r e s e n t a t i o n o f the c losure as a " f a i t accompl i" 

e s p e c i a l l y when the bas is f o r the d e c i s i o n seemed h i g h l y ques t i onab l e . 

Among the men the r e a c t i o n was one o f dismay, as a sen io r steward 

commented: 

"The announcement was a shock f o l l o w e d by a general pan ic" . 

This suggests t h a t the re were two l e v e l s o f awareness o p e r a t i n g he re : 

a l though men knew t h a t the c losure was imminent i t had been poss ib le t o 

imagine t h a t i t would never r e a l l y happen, u n t i l they were g iven a 

s p e c i f l e d a t e . For many o f the o lde r ones the re was another adjustment 

t o make. I n t h e i r eyes the company had always represented s e c u r i t y , 

and they found i t d i f f i c u l t t o accept the f a c t t h a t they were a c t u a l l y 

go ing t o become redundant . U n f o r t u n a t e l y the days o f pa t e rna l i sm were 

drawing t o a close and a l though the company might have found smal l jobs 

f o r the d i sp l aced workers m the pas t , they had now come t o the 

r e a l i s a t i o n t h a t t h i s was the k i n d o f l u x u r y t h a t they cou ld not a f f o r d . 

This t h r e a t o f c losure produced i n e v i t a b l e f a l l s m performance 

amongst workers , which was mani fes ted main ly as care lessness . 

"Many o f the workers reached tne "care less" stage - about h a l f 
o f them became va ry careless indeed. We had taken on temporary 
workers t o cover the run-down and tne b e t t e r temporary workers 
were b e t t e r than some o f the o l d lags - because o f the low 
morale amongst the o lder men." (P lan t Manager). 
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4 . SECONDARY APPRAISAL 

I n t h i s s i t u a t i o n the m a j o r i t y o f people i n v o l v e d had v i r t u a l l y no 

c o n t r o l over events - and t h e r e f o r e the f o l l o w i n g d i s c u s s i o n w i l l 

concentrate on those people who d i d have some i n f l u e n c e : management 

and the sen ior shcp s tewards. 

U n t i l the end o f 1969 the exerc ise had been handled p r i m a r i l y by 

a committee o f d i r e c t o r s and personnel managers. At t h i s stage the 

Works Manager decided t h a t he was unhappy w i t h the proposals o f t h i s 

group and took personal c o n t r o l o f the s i t u a t i o n . I n p a r t i c u l a r he 

f e l t t h a t i t would be q u i t e poss ib le t o shut the complex w i t h o u t making 

anyone redundant , and he a l so f e l t t h a t the schedule l a i d down f o r these 

c losures were unduly p e s s i m i s t i c . He made i t h i s mam o b j e c t i v e t o 

complete the c losure w i t h the minimum o f hardsh ip f o r the men i n v o l v e d 

and gave weekly s t a f f an assurance t h a t there would be no redundancies . 

Once they had accepted the i n e v i t a b i l i t y o f the c l o s u r e s , the unions 

threw m t h e i r l o t w i t h the Works Manager. P lann ing became a j o i n t 

venture between the two p a r t i e s , and the c o n s u l t a t i v e atmosphere was 

encouraged at a l l l e v e l s o f management. Numbers were reduced by th ree 

mam mechanisms: e a r l y r e t i r e m e n t , v o l u n t a r y redundancy and redeployment 

t o o ther l o c a t i o n s m the same company. At the same t ime a sen io r 

superv i so r who was ve ry w e l l regarded by the men was t a l k i n g t o each man 

about what he wanted t o do, and acted as a c l e a r i n g house f o r any job 

vacancies whenever they occured elsewhere m the company. He appeared 

t o p l a y a very s i g n i f i c a n t r o l e m r ea s su r ing the men. 

The o v e r a l l p i c t u r e was one o f a number o f people w i t h n o r m a l l y 

d ive r se o b j e c t i v e s able t o work at a common purpose under the cha r i sma t i c 

l e ade r sh ip o f the Works Manager. As the T & G.W.U. Convenor commented: 

"This i s the essence o f succes s fu l redeployment - the d i a l o g u e " . 

The pa radox ica l m o t i v a t i o n o f management was r e f l e c t e d by a p l a n t 

manager: 

"Most o f the t ime managers were work ing themselves out o f j o b s . 
I t ' s amazing t h a t they were able t o c a r r y on w i t h enthusiasm". 
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5- AFTERMATH 

There are two aspects o f the f o l l o w - u p f rom the c l o s u r e s . Prom 

the company's po in t o f view a number o f tJungs were ach ieved . A 

loss-making complex was shut down, w i t h o u t any ser ious i n d u s t r i a l 

r e l a t i o n s c o n f r o n t a t i o n s , over s i x months e a r l i e r than had o r i g i n a l l y 

been p o s s i b l e . (The Works Manager es t imated t h a t t h i s c o n s t i t u t e d 

a sav ing t o the company o f over £ l m . ) 

For some o f the men who l e f t the company, t h i n g s d i d not go so w e l l . 

A sample o f them were contac ted e ighteen months a f t e r the c losure and i t 

emerged t h a t approximate ly 20^ were s t i l l w i thou t j o b s . I n e v i t a b l y 

the. m a j o r i t y o f these men were m t h e i r f o r t i e s and f i f t i e s which 

r e f l e c t s the r e s u l t s o f numerous o ther s tud ies on redeployment. Other 

men f a r e d much b e t t e r ; but o v e r a l l the median s a l a r y o f the men t h a t 

l e f t and who had found new employment was s t i l l s u b s t a n t i a l l y lower 

than the s a l a r y t h a t they would have been r e c e i v i n g i f they had stayed 

w i t h the company. 

At the same t ime the r e s u l t s o f an a t t i t u d e survey (Eas te rby-Smi th , 

1973) i n d i c a t e something o f the success o f t h i s c losure f r o m a labour 

r e l a t i o n s p o i n t o f v i ew . Figure 1 gives the r e s u l t s o f one o f the main 

q u e s t i o n s . 

Ques t ion : " O v e r a l l , how w e l l were you t r e a t e d by the company?" 

Men who were redeployed 
w i t h i n the company 

Men who l e f t 
the company 

Wel l 60 82 

N e i t h e r w e l l 
nor badly 

Badly 10 

30 15 

100 100 

Figure 1 : Subsequent A t t i t u d e s towards the Company 
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Undoubtedly the personal i n t e r v e n t i o n o f the Works Manager was a 

very s i g n i f i c a n t f a c t o r m the success o f t h i s p a r t i c u l a r o p e r a t i o n . 

His own s t y l e o f l eadersh ip employed considerable charisma, and was ve ry 

s i m i l a r t o t h a t o f the f a c t o r y manager at 'Pondmgs ' descr ibed by 

Roeber (1973) who had an "almost e v a n g e l i c a l z e a l . . . H e worked t i r e l e s s l y 

o r g a n i z i n g meetings, a rgu ing l o n g i n t o the n i g h t w i t h r e c a l c i t r a n t 

shop stewards or managers. By h i s own enthusiasm, he communicated an 

enthusiasm f o r the p r i n c i p l e s o f work s h a r i n g , 30b enr ichment , and 

p a r t i c i p a t i v e d e c i s i o n making " ( p . 6 l ) . This s t y l e extended 

cons ide rab ly beyond the ' t r a d i t i o n a l Human R e l a t i o n s approach ' f o r 

g a m i n g acceptance t o change, descr ibed by Sayles ( l 9 7 4 ) j s ince he 

i n v o l v e d employees m the dec i s ion-making pa r t o f the e x e r c i s e . 

' One o f the s i g n i f i c a n t a b i l i t i e s o f the Works Manager was h i s 

knack f o r s i m p l i f y i n g complex s i t u a t i o n s i n t o terms t h a t cou ld be e a s i l y 

comprehended by employees. And i t was on the bas is o f m i n i m i s i n g 

hardship t h a t he was able t o s t r u c t u r e t h i s s i t u a t i o n and extend 

ownership o f the problem t o people at a l l l e v e l s o f the o r g a n i s a t i o n . 

Nevertheless the re were c e r t a i n c o n t r a d i c t i o n s m t h i s p o s i t i o n . 

I n a wider sense the Works Manager would be seen as one o f the l a s t 

bas t ions o f pa t e rna l i sm m a company t h a t cou ld no longer a f f o r d the 

l u x u r y o f overmanning. Al though f o r t h i s p e r i o d he was able t o show 

t h a t a humanis t ic s t y l e could a l so be more economical he was a l ready 

against a t i d e which regarded cost-consciousness as the o v e r - r i d i n g 

o b j e c t i v e o f management. And i t i s a l so poss ib le t ha t he would not 

have been able t o achieve the same r e s u l t s w i t h h i s employees i f the 

problem had occurred severa l years l a t e r . 

At one l e v e l the Works Manager and h i s employees d e f i n e d the change 

m terms o f m i n i m i s i n g ha rdsh ip ; at another l e v e l he d e f i n e d the change 

m terms o f m i n i m i s i n g cos t s . These two views imply c o n t r a d i c t o r y 

value systems which were able t o coex i s t f o r a p e r i o d . I n the l o n g r u n 

the c o s t - e f f e c t i v e n e s s value system became dominant: the Works Manager 

l e f t the company s h o r t l y a f t e r the c losures had been completed. 
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