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Keeping Time In Planned, Participative Organisational Change: Hard Or 
Soft HRM? 

 
Abstract: Time is inherent in organisational change, yet little research has 
investigated employee perceptions and experiences of time within planned change 
events. The paper uses a case study of an organisation undertaking a rapid, 
participatory change to explore employee perceptions of change pace and notions 
of managerial control. Using Legge’s (1998) dichotomy of ‘hard’ and ‘soft’ HRM, 
the paper analyses the findings. It is concluded that the outcomes of so-called 
‘soft’ HRM elements of teamwork and participation can be controlled through the 
‘hard’ element of a strict time line for results. Such timelines are shown to be a 
mechanism through which to gain organisational commitment and drive direction 
despite employee awareness of the duplicity of the control. 

 
Introduction 
Within organisational change literature there has been a recent refocusing on the element of 
time. Purser and Petranker (2005: 196) comment that ‘organisational change implies a 
temporal dimension’ - a movement in a direction that actualises a new reality that differs 
significantly from the current state of affairs’; thus change ‘not only implies time, it is time in 
operation’. Similarly, Van de Van and Poole (2005: 1394) assert that ‘time is the ether of 
change’; change is judged to have occurred against the backdrop of time. 

In spite of the recent focus on time in organisational change literature, it still remains under-
explored with little cross-disciplinary research undertaken (Ancona, Okhuysen, & Perlow, 
2001). Indeed, Purser and Petranker (2005) assert that, despite the intense focus on the 
management of organisational change, little attention has been paid to the underlying 
temporal dimensions that inform theory. Additionally, Van de Van and Poole  acknowledge 
that most organisational studies have objectively viewed time in change as a linear backdrop 
against which change takes place which Clark (1990) describes as ‘massively inhibiting’. 
Further, Amis, Slack, & Hinings (2002) acknowledge that few studies have focused on 
change pace from a longitudinal perspective. Thus, Van de Van and Poole (2005) outline that 
one of the major implications for theory and practice of organisational change is the need to 
explore temporal structures of change at a deeper level. 

This recent interest in time as an organisational change concept seems late in coming given 
time’s historical prevalence in theories and studies of work. The use of time as a managerial 
control mechanism over workers is resonant in the works of Frederick Winslow Taylor and 
Henry Ford where the pace of work was timed to the output of the machine. The aim of this 
paper is to explore perceptions of time and notions of control within an organisational change 
process. The research uses a case study of an organisation undertaking a highly participative 
and rapid change program. The findings are analysed using Legge’s (1998) dichotomy of 
‘hard’ and ‘soft’ Human Resource Management. This provides a framework with which to 
view the coexistence of both ‘soft’, participative change in relation to the ‘hard’ time schedule 
and rigidity of the planned elements of the change. 
 
Organisational change and time  
Organisational change may be said to occur in either a planned or emergent manner (By, 
2005). Within the planned change approach senior management is seen to be the catalyst for 
change based on the notion that organisations are essentially inert and that change must be 
intentionally created (Kerber & Buono, 2005). Emergent change is seen as the alternate model 
to planned organisational change (Dawson, 1996; Kotter, 1996; Pettigrew, 1985). Emergent 
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change is predicated on the assumption that organisations operate within dynamic 
environments and must respond accordingly (Coram & Burnes, 2001). Within emergent 
change the responsibility for change is devolved such that bottom-up action, rather than top-
down control, is emphasised (Pettigrew & Whipp, 1993).  

Within the organisational change literature time has received limited attention except as a 
strategic consideration as to whether planned change should occur quickly (Dunphy & Stace, 
1991) and an assumption that emergent change occurs slowly. Thus there has been little 
consideration as to how individuals experience time within change events. Individual 
perceptions of time have, however, been reviewed in other areas of social science. Typically, 
time has been defined using a dichotomy and is viewed from one side or the other (Gherardi 
& Strati, 1988; Wolfram Cox, 1997). The delineation is founded on the dual nature of time as 
objectively measured or subjectively experienced (Bucciarelli, 1988). Time can be 
categorised as objective or subjective time (Orlikowski & Yates, 2002). Objective time 
(‘clock time’) is abstract, absolute, linear and infinitely divisible into objective, measurable 
units (Ancona et al., 2001; Orlikowski & Yates, 2002). Subjective time (‘event time’) is 
contextual, continuous, organic and a product of the norms, beliefs and customs of individuals 
and groups (Ancona et al., 2001; Orlikowski & Yates, 2002).  

The notion of entrainment has become prevalent within the time literature. In a social science 
setting, Ancona and Chong (1996) define entrainment as the conscious, sub-conscious or 
instinctive adjustment of one behaviour to either synchronise or be in cycle with another 
behaviour. Coming from an institutional view, Gherard and Strati (1988) outline that the 
signal for change (a pacer) comes from a temporal source external to the organisation. 
Organisations then take action based upon these external temporal pacers. From an individual 
perspective Orlikowski and Yates (2002) highlight that individuals become entrained to 
temporal structures which are internal to organisations and that time is experienced in 
organisations through a process of temporal structuring: people produce and reproduce 
temporal structures which guide, orient and coordinate their activities. The repeated use of 
temporal structures reinforces their legitimacy and influence and, as such, temporal structures 
are viewed as objective and independent (Orlikowski & Yates, 2002). 

Pluritemporalism is acknowledged to exist within organisations (Orlikowski & Yates, 2002). 
Tushman, Newman and Romanelli (1986) advocate senior management’s role in 
environmental scanning. Based on this, and in alignment with Gherardi and Strati’s (1988) 
institutional perspective, it could be argued that senior management is entrained to an 
environmental pacer. Simultaneously, as highlighted by Orlikowski and Yates’ (2002) 
individual perspective, staff are entrained to a number of different internal organisational 
pacers. It could therefore be argued that senior management and employees are entrained to 
different pacers representing one form of pluritemporalism within organisations. 

This perspective has a number of implications for organisational change processes. To 
achieve large scale change employees may need to disengage from their current 
organisational entrainment and become entrained to the new environmental pacer. However, 
empirical evidence suggests that such re-entrainment is not automatic and may be 
accompanied by ‘abrupt shocks’ to the system (Ancona & Chong, 1996). Such ‘abrupt 
shocks’ are symptomatic of a number of forces pulling for the status quo. Firstly, for 
employees, there is usually strong entrainment with current internal organisational temporal 
rhythms which has developed and solidified over time (Orlikowski & Yates, 2002). Secondly, 
the environmental pacer is psychologically distant from employees as their focus is largely on 
internal organisational rhythms (Ancona & Chong, 1996). Thirdly, as with any change, there 
remains an unconscious resistance to it (Purser & Petranker, 2005). Given these factors it is 
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not surprising that re-entrainment is not automatic. Indeed, Orlikowski and Yates  assert that 
highly institutionalised and widely recognised temporal structures are usually changed only as 
the result of explicit and considerable effort, investment and groundwork. 

Letiche and Hegemeijer (2004) argue that organisational entrainment is an emergent process 
of shared linkages that enable activities and question the effectiveness of forced entrainment. 
The authors assert that when spontaneous entrainment is replaced with imposed ‘controls and 
commands’ the resulting enforced linkage engenders ‘disjunction, kowtowing and obsequious 
behaviour’ (2004: 370). Their argument is founded on the assertion that centralised decision 
making cannot anticipate the complexity of concrete circumstances and, thus, becomes 
unpredictable. As a means of decreasing resistance, Letiche and Hegemeijer (2004) advocate 
participatory entrainment as it acknowledges the rhythms of organisational activity and 
furthers individual discovery, thought and action. Such a notion is congruent with theories of 
emergent change which advocate bottom-up change and collaboration.  

It is clear that time and change are fundamentally linked, yet very little research has focused 
intensely on the interaction of time (in its various guises), organisational change (Ancona et 
al., 2001) and employee experiences and perceptions of time within organisational change. 
This study explores time through the perspective of those experiencing a change program 
involving planned, emergent and participative elements.  
 
Method 
A longitudinal, processual single case study was undertaken as it afforded the researcher the 
opportunity of capturing a time series of “social dramas”, each one forming a unique and in-
depth case study (Pettigrew, 1979). The research was conducted on a non-participant basis 
with researchers not accountable for the conduct or outcomes of the observed process. 

The case study organisation, Engineering Co., is a public sector organisation employing 
approximately 3,500 staff. A doubling of its works program has occurred at a time of serious 
skills shortages and the organisation faces a crisis in that its current technical capacity is 
unable to deliver the program of works. The dual crisis of skills shortages and doubling of the 
works program has brought political pressure to bear on Engineering Co. and created what is 
described by Gherardi and Strati (1988) as an external pacer. In conjunction with a world-
wide recruitment campaign, the implementation of a rapid, participatory change process, 
“Fastchange”, was seen by Engineering Co’s management as a way to harness the change 
necessary to respond to its dual crises.   

Fastchange was broken into four phases – Discovery, Fastchange Week, Implementation and 
Rollout (see Diagram 1). The Discovery phase (three weeks) involved external consultants 
gathering qualitative (focus groups, stakeholder feedback) and quantitative (performance 
measures) data to identify problem domains that were affecting the capacity of Engineering 
Co to deliver its program. Fastchange Week (one week) saw high-level discussions focused 
on developing solutions to each of the problem domains. A Design Team, consisting of 
diverse participants from across the organisation worked with the consulting organisation to 
tailor the workshop and resulting change process for Engineering Co’s climate and needs. 
Implementation (12 weeks) was an opportunity for participants to work in diverse teams. Six 
Core Teams were developed which each addressed a specific problem domain. To ensure co-
ordination across the six Core Teams so that plans were not made in conflict with other core 
teams, three Integration Teams were formed. These Integration Teams had a combination of 
fixed and revolving membership of senior and middle management as well as a revolving 
membership of representatives from the Core Teams. A central plank of these integration 
teams were three senior executives who acted as ongoing sponsors of the change program. 
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The aim of the Implementation Phase was to flesh out the solutions that had been conceived 
during Fastchange Week. As such, the name is misleading as true implementation did not 
occur until the fourth phase. The fourth and final phase of the program, Rollout, is focused on 
implementing the recommendations developed by the Implementation Teams. This phase is 
ongoing and has been continuing for over twelve months. 

A combination of data collection methods was undertaken to explore the research questions 
posed in this paper. The research sought the views of all Core Team participants. To achieve 
this focus groups were proposed to be conducted with all six Core Teams at their final 
meetings prior to disbanding the Implementation Phase and shifting to the Rollout Phase. One 
Core Team, however, nominated not to participate resulting in five of the six teams being 
interviewed. Six of the seventeen Design Team members from Fastchange Week were 
individually interviewed. These participants had been involved in the Fastchange program 
from the beginning and therefore offered an important perspective on the change process. To 
further triangulate findings non-participatory observation of seven Integration Team meetings 
was conducted, an interview was held with a senior manager involved in an Integration Team 
and internal documents relevant to the change process were perused. 
 
Findings 
Time and time frames were major features of Fastchange as each phase of the change program 
had strict deadlines for completion. As a result, participants’ experiences of the change 
program were dominated by time and the findings evidence various views of time and what 
that meant to involvement in the change process. The main themes arising were (1) 
overlapping entrainments and subsequent dissonance; (2) individual entrainment with the time 
limits; (3) new personal entrainment applied to others. 
 
Overlapping entrainment and subsequent dissonance  

The first organisational participants actively involved in the change program were design 
team members during Fastchange Week. Most design team interviewees acknowledged that 
change within the organisation was necessary and expressed a sense of pride at being asked to 
be a part of the Design Team. One participant noted that he ‘was honoured that a General 
Manager has asked [him] to be involved’ [6] and another commented that ‘[I am] glad to be 
on the Design Team and I’ll contribute in any way that I can’ [3]. Despite these positive 
beginnings, the experience of one participant reflected the general sentiment when the 
comment was made that ‘I didn’t really have any expectations of the Design Team in the 
beginning but became sceptical over time’ [6]. Such scepticism developed for many 
participants and was based on the view that the ‘design’ of the project had already been pre-
set by senior management and the consulting company contracted to undertake Fastchange. 
Employee participation was viewed as merely the means through which to gain organisational 
support to implement the pre-ordained changes. 

Following Fastchange Week, the 12 week Implementation Phase commenced in which six 
Core Teams were constructed from organisational members to devise more detailed solutions 
to the six main issues identified during the Discovery phase. As with the Design Team 
members before them, most Core Team members felt honoured to have been given the 
opportunity to participate in Fastchange. This sense of honour combined with the set deadline 
for completion of the implementation phase drove participants to work hard and fast towards 
achievement of what they saw as the main goal – development of detailed solutions to the 
core issues. 
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However, the entrainment to the new program pacer was operating simultaneously with a pre-
existing entrainment to the pace of work within usual job roles. This duality of entrainments 
to both the change program (which was very quick) and to the usual work environments 
(slower, but normal work pace) engendered levels of dissonance within participants and 
frustration was expressed at being over-committed due to the pressure of participating in 
Fastchange whilst also completing usual duties. Whilst many participants felt the dissonance 
of the dual pacers and identified the time commitment conflict between Fastchange and their 
usual roles, this did not result in frustration or abandonment of the change process. 
Respondents remained committed to Fastchange and, in some cases, so committed that they 
regretted the inconvenience that this caused their teams: 

 

 Some of us have been doing two jobs – I haven’t put in what I know I should 
have put in [to Fastchange] – I couldn’t leave businesses with 20-30 people 
without the direction they needed [N] 

That’s reflected in some people disengaging from the process for a couple of 
weeks at a time … I think the team as a whole suffers. [B] 

 
The commitment to the Core Teams and the feeling that participants should not let their team 
mates down was a major factor in people’s ongoing commitment to the Implementation phase 
of the change process.  

and this 12 week effort on our part first of all was an attempt to get the 
issues out onto the table whether we resolved them or not … and I think 
it’s a very good strategy on Mary’s part to get the staff involved in solving 
the problems and getting some degree of ownership of whatever the 
outcome is. [B] 

As with the Design Team, as time passed some cynicism developed for Core Team members 
in relation to whether their proposed solutions would be entirely accepted and whether, in 
fact, some of the outcomes were not pre-ordained. Non-participant observation of Integration 
Team meetings tended to support this view. Highly complex issues would be discussed and 
multiple solutions and processes proffered by participants. Time was always tightly controlled 
resulting in a single, directed solution needing to emerge quickly. It was often not transparent 
how that single solution was chosen above others, yet in the interests of time, there was 
limited opportunity for participants to reflect on this. Given the view that many solutions were 
pre-ordained, the interviewed senior manager commented that ‘leadership was under the 
counter’ and perceived that others in the focal management team ‘withdrew from the process’ 
and that ‘commitment to outcomes was reduced at a senior level’. A Core Team focus group 
also commented: 

Senior Management went off and had their own little discussions and the 
message we were getting was that they were already making decisions 
about things when we hadn’t given them the solutions … This was where 
elements of doubt existed over management’s commitment. [O] 

Whilst both the Design Team and the Core Teams experienced growing cynicism as to the 
genuineness of the opportunity to create change in light of perceptions of pre-ordained 
outcomes, this was notably less within the Core Teams. The difference in cynicism levels 
appears to be due to the longer period of team membership as well as Core Teams being left 
largely alone without senior management involvement. While the consultancy firm facilitated 
some meetings, some Core Teams chose to dispense with the external facilitators altogether. 
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This appears to have provided a greater sense of ownership over the process as well as greater 
commitment to the team. 
 
Individual Entrainment with the Time Limits 
The tight timeframes of the change program were viewed differently at different stages of the 
Implementation phase (12 weeks). At the outset, the strict time limits of the change program 
were viewed positively by participants and encouraged participation as those who nominated 
to be on the program knew exactly how long their contribution would be required. The rapid 
pace was also viewed positively as it was seen to focus participants’ attention on the 
important issues. However questions also arose as to whether the time allocated to the groups 
to develop solutions was adequate:  

I think also it focused people’s attention, focus on the real issues. [B] 

I think it’s good to have a finite time frame and a target, but I question 
whether what they actually allowed was adequate … I don’t think they’ve 
allowed for the breadth of what we were trying to do. [B] 

 Through observation of the Integration Team meetings it became evident that a 
sense of urgency and hurriedness was a prevailing experience for participants. Many 
participants overtly expressed frustration when they did not perceive that meetings 
were ‘moving forward’ as quickly as they felt that the program deadlines required. 
Such perceptions highlight that individuals were becoming entrained to the external 
pacer which had been set by the tight program deadlines and wished others in the 
team to likewise become entrained. The perception of the pacer was such that it was 
seen as external and uncontrollable with unstoppable momentum. 

“It’s trying to identify the right thing to do quicker rather than going off in 
all these different directions and having to then come back to the one 
place. I guess it’s putting something in place that guides that decision 
making process from day one.” [O] 

 ‘Moving at such a fast pace, you’ve only got to be out of the room for a 
couple of hours and you won’t know what’s going on.’ [B] 

 
New Personal Entrainment applied to others 
The entrainment to the new pacer of the change program became embedded very quickly 
within the core teams and is evidenced by the perceptions of participants that change 
resistance should be quashed. One participant commented regarding concerns about the 
rigorousness of consequences for non-compliance. The participant considered that many 
people within the organisation did not understand Fastchange or ignored it because of a sense 
that it was just a fad and that, with time, it would go away. Another participant commented on 
the need for strong, effective leadership but was concerned with the weakness of the senior 
management team: 

 I actually think that the principal needs to stand up and give a couple of people a 
hiding…There are some leaders who are very strong and they are too few versus those 
who are weak and like that culture of optionality and don’t want to stand on the toes 
of the guys who have been here for 30 years [3]. 

This resulted in significant frustration being expressed when things did not occur in 
accordance with expectations. 

[Fastchange has] fallen away a bit….It’s taken too long. There were promises made 
last December when they closed off the Fastchange sessions’ [1].  
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The challenge now is to keep the momentum going [5]. 

Senior management recognised that if we do what we’ve always done we’ll 
end up with what we’ve always got. [W] 

The talk is that in 3 or 4 years we’ll be back to where we were before ... 
you know, we’ll give it a run and then in 3 or 4 years we’ll be back to 
where we were  … and I’ve heard that comment not only in my district but 
from people here as well so some still believe a lot of this stuff is optional. 
[R] 

But there were some who realised that change was not going to continue to 
occur as quickly as it had during the Fastchange period: 

… and then there’s going to be an implementation phase. It’s not all of the 
answers are going to be rolled out by Christmas and we’re in a new world 
kind of thing. That’s just the start of the change [O]. 

An interviewee commented that Fastchange presents ‘a risk of abandoning things that have 
been good for a long time’. This respondent, a senior manager, promoted an incremental, 
rather than transformational, change approach. The manager commented that Fastchange 
promoted transformational change when an organisation is feeling pressure and thus 
‘[Fastchange] was too big bang’. This was seen to promote undesirable behaviours of people 
responding under stress. The manager expounded upon this viewpoint in inferring that 
Fastchange may cause people to exit the organisation, as it was not perceived as a core 
business activity instead advocating an incremental approach to the change where ‘there is 
change…but change that protects individuals; small changes in steps’. 
  
Analysis 
The literature review highlighted that different parts of organisations can be entrained to 
different pacers and suggested that senior management is entrained to an external pacer whilst 
other organisational members are entrained to different internal rhythms. Orlikowski and 
Yates (2002) assert that temporal structures simultaneously enable and constrain. Indeed, 
within an organisational change context, it could be argued that employees’ strong 
entrainment to internal organisational rhythms enables acceptance of small scale 
(incremental) change but may constrain large scale (transformational) change which may 
require major changes to temporal structures.  

According to this understanding, within the case study organisation, it could be argued that 
senior management was aware of the need for change in response to an evolving environment 
pacer (the new plan of works) and recognised that large scale change was required and thus a 
‘shock’ was required to change employees’ focus and rhythms. Fastchange was seen as the 
‘shock’ that could interfere with current organisational rhythms and allow entrainment to a 
new pacer (Ancona & Chong, 1996) to suit new organisational needs. The rapid pace of the 
program further suggests that senior management were hoping that the use of objective 
‘clock’ time would result in a quick internalisation and acceptance of the changes – subjective 
‘event’ time.   

However, the resulting design and implementation of Fastchange set up a situation where 
dichotomous and, arguably, competing change processes were in play through the 
simultaneous use of planned and emergent change. The change process was planned by senior 
management and each stage was overseen and approved by them. However, the content of the 
change was purportedly emergent and determined by the participants. In addition, the pace of 
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the change set up a tension between participants’ work within the change program and their 
usual jobs which also needed to be done.  

Such tensions will be diagnosed using Legge’s (1998) analogy of hard and soft HRM which 
focuses on control within relationships. Hard HRM stresses the quantitative and calculative 
aspects of managing people in as rational a way as any other factor of production (Legge, 
1998). Within hard HRM control is imposed on employees through external means such as 
performance systems (Legge, 1998). The assumptions that underlie planned change align with 
the notions of ‘hard’ HRM with a focus on control maintained at the senior levels of 
organisations. Conversely, soft HRM focuses on commitment, flexibility and quality where 
competitive advantage is seen as being maintained through the inimitability of human 
resources (Dunphy & Stace, 1991; Legge, 1998). Trust and communication are central to soft 
HRM and, as such, control is self-regulated (Story and Sisson, 1993 in Truss, 1999). Soft 
HRM practices include teamwork, flexible job design, training and development, involvement 
and ownership and performance linked to pay (Legge, 1998). Emergent change shares similar 
underlying tenets with soft HRM with a focus on devolved control throughout the 
organisation. 

There was a duality of change processes evident within the case study that was 
simultaneously planned and emergent and raises questions of control within the process. 
There is no debate that the planned elements of the change program placed control firmly into 
the hands of senior management as per the Hard HRM perspective. However, whether control 
lay within the emergent, soft HRM elements of the change is contentious given the strong 
self-regulation of team environments and the way set time frames force individuals to deliver 
on managerial expectations. No matter what altruistic intentions are attributed to involvement 
within the change literature, at the end of the day its main appeal lies in its ability to engender 
ownership over change through the belief that the changes are made by the employees 
themselves. Given that such beliefs are malleable the possibility is raised that soft HRM 
means can be used for hard HRM ends. 

Iles, Wilson, & Hicks-Clarke (1998: 189) argue that soft HRM’s unitarist perspective ‘takes 
the politics out’ which creates mechanisms for denial and control. Further, Black and McCabe 
(1996: 537) purport that modern day ‘sophisticated paternalism’ can exist within soft HRM 
where ‘caring’ policies are used to legitimate authoritarian control (Purcell and Sissons in 
Black and McCabe, 1996: 537). As such, soft HRM has been described as a wolf in sheep’s 
clothing (Keenoy, 1990 in Greenwood, 2004) and an ‘iron fist in a velvet glove’ (Hart, 1993) 
with a rhetoric and reality that are incongruent (Legge, 1998). What is interesting from the 
case presented was that although there was enthusiasm among participants in the beginning of 
the program and pride at being asked to be involved, over time these sentiments turned to 
cynicism. Few participants maintained the view that the involvement of staff in the change 
program was a genuine attempt to elicit ideas and many felt that it had been a manipulative 
attempt to engender acceptance of senior management’s change agenda. As such the iron fist 
was caught without the disguise of the velvet glove. While this deterred further formal 
participation in the change program, as evidenced by the few participants who volunteered for 
further involvement, it did not stop commitment to the change. This suggests that 
participation in change programs need not be genuine, or even viewed as genuine, to gain 
employee support. Rather, sufficient employee effort needs to be gained so that, having 
expended the effort, employees are then loathe to see it wasted. The tight control of time 
seems central here. Participants worked diligently and swiftly to deliver the requested outputs 
because they were driven to deliver at a set time.  This differs little from Taylorist principles 
of management control through controlling the pace of work. 
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Linked to soft HRM is the idea of corporate culturalism which systematically recognises and 
rewards individuals for identifying with organisational values (Willmott, 1993). Like the case 
organisation, Willmott (1993) identifies that cultural strengthening is often infused into 
corporate change programs - even those that are focussed on improving ‘quality, flexibility 
and/or responsiveness to customer needs’ (1993: 516). The corporate culturalism notion of 
rewarding individuals for their association with organisational values seems to be evident 
within the case organisation through the control created through the interplay of time and 
involvement. The case study evidences how time can be tightly controlled in participative 
change programs so that decisions are made quickly and can be guided through the limited 
time available and limit exploration of other options. Tightly controlled timeframes create a 
potentially false sense of urgency.  Staudenmayer, Tyre and Perlow (2002) argue orchestrated 
rhythm changing events can change actors’ perceptions of time pressures, time horizons and 
competing time demands. The case study demonstrates how tight timeframes can change the 
view on time horizons so that change participants not only themselves become entrained to a 
new pacer, but that an expectation is set that other organisational members also comply. 

The establishment of an orchestrated sense of urgency sets up a new dilemma which could 
also be argued to be ‘incipiently totalitarian’. The findings show that it did not take long for 
Implementation Phase members to become so entrained to the change program pacer that 
there was an unfounded belief of wide-spread organisational acceptance of the change and a 
view that those organisational members that did not comply with the change direction within 
the time frames set should be forcefully brought on line or punished. It would therefore 
appear that a combination of employee participation and rapid pace in a change program 
combine to create a change with unstoppable momentum such that those who perceived that 
the changes were not in the organisation’s best interest may stay quiet on the matter so as not 
to be seen as a dissenter. Orlikowski and Yates (2002) propose that through the repeated use 
of temporal structures their legitimacy and influence are reinforced resulting in temporal 
structures being considered as objective and independent. This case demonstrates how 
temporal structures can be purposefully and artificially constructed by management to control 
employees within a supposedly participative change. 
 
Conclusion 
The aim of this paper was to explore perceptions of time and notions of control within an 
organisational change process through a case study of an organisation undertaking a highly 
participative and rapid change program. The findings were analysed using Legge’s (1998) 
“Hard/Soft” dichotomy of HRM. The case demonstrates how ‘hard’ HRM elements, in 
particular the strict time placed on activities, act as overt controlling mechanisms. 
Simultaneously the set change pace acts on the ‘soft’ HRM elements of participation and 
teamwork to stimulate employee commitment to both the process and outcomes of change. 
Thus the case demonstrates how the rapidity of a change program combined with extensive 
employee participation may foster organisational acceptance of change and change direction 
even where participants see through the sheepish disguise of soft HRM to the wolf beneath. 
The case indicates that Taylorist principles of management control through setting the pace of 
work are alive and well within the organisational change field and that; indeed, Taylorism 
may be the less insidious given its lack of guile. 
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