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ABSTRACT 

Empowerment is an exciting and valuable concept in 

which more and more people take an interest in and try to 

practise it. However, little research has examined explicitly the 

influence of the organizational context on individual 

empowerment. The project discussed in this dissertation was an 

intervention in a small family business - a small hotel operated in 

Darwin, Australia by a Chinese immigrant entrepreneur with his 

wife. They bought the business in November 2000. The research 

approach used was an action research and the methodology was 

based on constructivist research principles, emphasizing 

collaboration, emergence and reflective critique and the 

expected action outcome was the empowerment of the owner 

manager. 

The project identified serious challenges facing the small 

business owner especially the cultural differences between the 

mainstream Australian culture and the owner manager's Chinese 

culture. It highlighted issues including values and attitudes, the 

management practice and leadership style, communication 

pattern and perception of customer services; and the 

implementation of organizational change. 



The intervention occurred when the target group - both 

the owner manager and the employees were engaged in a 

sequence of tasks with the author of this dissertation where the 

task goals were related directly to organizational change. The 

dissertation outlines how the process intervention approach was 

carried out. Through various intervention processes, the owner 

manager and his employees  were empowered to learn, to 

enhance their self-efficacy; and to be more competent in the face 

of obstacles. 

Two fundamental theoretical questions emerged: does 

small mean deficient in terms of resources, quality, management 

and growth? is the owner manager of small business powerful 

or powerless because he or she is the only person to manage the 

business? A local theory was developed - ways to actualize the 

success of a small business. With the local theory, a model of 

self-empowerment of the owner manager is created. There are 

three aspects of self-empowerment - psychosocial, cultural, and 

intellectual. Since empowerment is a reciprocal process, there is 

a looping of encouragement between the owner manager and his 

employees. in other words, when the owner manager became 

an empowering manager, he could empower his employees  so 

that organizational change would be implemented effectively. 

A reflective evaluation of the project explores the validity 

of the process. Validity includes both internal and external 



validity. Apart from the evaluation, substantial personal 

reflection and learning were identified. 

The project achieved the planned outcomes - helped the 

owner- manager to become an empowering manager and a local 

theory of actualizing the success of a small business was 

developed. 
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PART I 
INTRODUCTION TO THE 

STUDY OF ACTION 
RESEARCH 

IN SMALL FAMILY BUSINESS 



CHAPTER ONE 

INTRODUCTION 

SMALL BUSINESS ENTERPRISE IN AUSTRALIA 
Small business enterprises contribute significantly to the Australian economy 

through increased employment and output. Between 1983-84 and 1988-89, the number 

of small businesses increased by 71.4% which is equivalent to an increase of 3.7% every 

year. In 1998-1999, small business in Australia provided employment for an estimated 

47% (over 3.1 million people) of the economy's private sector workforce (Australian 

Bureau Statistics, 1321.0, 2000). 

The increasing proportion of immigrant entrepreneurs among the 

small business 

Among the small business enterprises, the proportion of immigrant entrepreneurs 

has increased substantially over the past decade (Australian Bureau Statistics, 1321.0, 

2000). One of the main reasons is attributed to the impact of current immigration policy. 

The immigration policy of Australia is gradually shifting toward an increased emphasis 

on economic immigration with a corresponding de-emphasis on family and humanitarian 

immigration. Certain entrepreneurs from developing countries or from less advanced 

countries with their own capital and business skills are likely to establish small or self-

employed business with their family in Australia in order to fulfill the immigration 

conditions (Hoffman & Marger, 1991). 

Chinese entrepreneurs have been increasing in Australia 

Among the Asian immigrant groups, the number and proportion of Chinese 

entrepreneurs from Hong Kong have been increasing in recent years. The political and 

economic uncertainty before and after 1997 when the sovereignty of Hong Kong 

returned to China, contributes to the continuing transmigration and transnationalism 



amongst many Chinese entrepreneurs. The main aspirations of Chinese immigrant 

entrepreneurs are to avoid political uncertainty and to obtain what they perceive to be a 

better quality of life. A majority (over 70%) of the entrepreneurs indicated that the 

political situation in their origin place was an important factor in their decision to 

migrate to Australia to start a new business (Seligman, 1999). 

THE STUDY OF A CHINESE IMMIGRANT 

ENTREPRENEUR IN THIS THESIS 
This thesis was to study a small family business entrepreneur, a Chinese 

immigrant entrepreneur from Hong Kong, Peter, with his Filipina wife, Donna, to start 

their business, a small hotel named A. C. Lodge in Australia. Of course all names used 

including the entrepreneur's business name in this thesis were fictional names. Since 

Donna was a very traditional Filipina, she followed most of her husband's decisions. In 

this thesis, the focus was mainly on the immigrant entrepreneur - how to help him 

empower himself so that he could run his business more effectively. 

Although immigrant entrepreneurs have their own capital to start their business 

and enjoy the autonomy of management, they may face a lot of challenges. Because of 

the size of their business and the new cultural environment, the manner and the 

performance depend primarily on the skills and attitudes of the owner-managers. 

Although there are many variables to determine the success or failure of a business, 

managerial competence, attitudes and performance are crucial (O'Neill, 1983; Baum et 

a!, 1998). A lack of supporting resources and skills usually leads many small businesses 

to rely on intuitive decision making, to be reactive, and to avoid difficult decisions. 

Problems faced by the immigrant entrepreneurs 

Entrepreneurs of small business are usually not interested in seeking external 

advice and use support services due to a lack of awareness of the type of information 

available. Limited time and money also restricts them to access and use relevant 

services (Strahan & Luscombe, 1991). Because of the cultural and language differences, 
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small business immigrants are likely to suffer more problems than other small business 

of local entrepreneurs. Although starting up a small business has been an important 

vehicle through which immigrants establish themselves in the economic and cultural 

milieu of Australia, inexperience with the Australian business context and time 

constraints cause them to give little attention to long-term planning. They seldom 

identify and contact appropriate external advice even though they endure considerable 

hardship (Strahan & Luscombe, 1991). The researcher in this research played the role as 

a consultant and worked with a Chinese immigrant entrepreneur and with his wife who 

had just purchased a small hotel in Darwin. They came to Australia by means of 

investment immigration. 

Before starting to work with the client, the researcher attempted to collect more 

information about supporting services for those immigrant entrepreneurs. However, 

there was very little literature about the business issues faced by small business 

immigrants and about access to business support services. Like all other small local 

businesses, small business immigrants reacted to immediate day-to-day problems and 

seldom engaged in systematic examination of their problems. Contact with consultants 

was extremely limited. Some of them did not know enough about what consultants did 

and most even reflected an ignorance of their services (Strahan & Luscombe, 1991). 

Immigrant entrepreneurs therefore tended to rely on their own resources to solve 

problems. Research showed that due to the feeling of insufficient resources, the 

intention of small business to close down the business in 1997 was 7.8%, six times that 

of large enterprises (Australian Bureau Statistics, 8127.0, 1997). 

The successful operation of a small business requires organising, negotiating, 

coordinating, communicating, knowledge of the business context and a range of 

management skills. In the context of the hospitality industry, it was found that most 

hotel owners were reluctant to use the services of consultants (Boer, Thomas & Webster, 

1997). Many small hotels were being incompetently managed, yet still continued to 

survive. A manager might thus be able to manage a hotel incompetently in an economic 

boom, but might not have the flexibility to manage the business in an incompetent way 
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during an economic recession. The former led to continued survival, the latter to failure. 

Management incompetence, absence of planning and lack of consultation were the major 

causes of minority business failure (McKinlay, 1979). In other words, most small 

business failures were caused by internal mismanagement, not outside forces. In fact, 

such failure could be avoided if sound management techniques were applied. 

AIMS OF THE RESEARCH: SELF-EMPOWERMENT OF 

THE ENTREPRENEUR AND THE DEVELOPMENT OF 

LOCAL THEORY 

The client of this research project, as a business immigrant with his wife, needed 

help not only in his business, but also in his adjustment in the new environment. The 

researcher not only played the role of a researcher, but also had a role as a consultant. 

Although the owner manager presented many problems and difficulties to the researcher, 

after the diagnosing process, two main problems were identified: 
* how to survive and succeed in his business; and 
* how to overcome his fear of uncertainty of the future. 

For example, the owner manager mentioned he wanted to upgrade the service quality, to 

devise a strategic plan and to fix daily operation problems. The major concern was to 

find ways to survive and succeed in the business. The owner manager also worried 

about adaptation to the new cultural environment and the loss of customers when the 

United Nations withdrew from East Timor. Such worries were about uncertainty. The 

best solution was to empower the client's entrepreneurial mindset. Entrepreneurial 

mindset refers to an entrepreneur who: 

- has a future vision to set clear long-term goals and short-term objectives; 

- has confidence not only in oneself but also in his or her products or services as 

well as people around the entrepreneur; 

- gets ride of arrogance, defensiveness and desperation and; 
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- makes progress towards goals and decisions even though lacking one or several 

critical resources or data. (McGrath & MacMillan, 2000) 

Since nobody knew what the future would hold, a vision could navigate the 

client's business. Confidence boosted his persistency. Defensiveness and desperation 

shut down the client's opportunities and decisions. Progress towards goals prevented 

the client from losing direction and to give up in the face of adversity. When the 

client was empowered to have his entrepreneurial mindset, he was able to perceive his 

prospect favourably if he believed that he could control his own destiny. Through the 

self-empowerment process, successful business outcomes could be achieved if he kept 

pace with customers' change and demands by continuous service improvement. The 

appreciation of his own abilities helped him get along well with customers, employees 

and maintain a good relationship with different people. He could adapt to a new 

cultural environment and remained optimistic even in the face of adversity. 

The research process not only helped the client to be empowered, it also served 

the purpose of developing a local theory. The data, experiences, interaction process and 

phenomena, all contributed to the components of the local theory. 

The research method used in this project was action research. Since action 

research tended to be localized and small scale, the focus was on change at the micro 

level and involved with practical issues. It had both personal and professional benefits - 

to bring about actual improvements in problem solving and to contribute to professional 

knowledge and development by means of local theory (Denscombe, 1998). In short, it 

was expected that after the consulting process, the owner manager would gain 

confidence in managing his business, achieve independence and learn to deal with any 

further change in his business environment. 
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ORGANIZATION OF THE THESIS 
This thesis is divided into five major parts. Part I is the introduction of the study. 

It comprises four chapters. This chapter is the introduction of the whole study and the 

brief description of the thesis. Chapter 2 is the literature review. It defines what is small 

business and small family business. In order to understand more about the 

characteristics of an entrepreneur, five entrepreneurial models are examined and the 

characteristics of Chinese culture is introduced. Then what empowerment and self-

empowerment are defined and action research is explained. Chapter 3 is the theoretical 

framework and research design. The search of different research paradigms is described 

in this chapter. The choice of Action Research and the reason of choosing 

constructivism as the theoretical research basis are explained. Chapter 4 describes the 

whole project in details. 

Part II is the action research process and relevant outcomes. It consists of three 

chapters. Chapter 5 will explain the process of the action research. An initial 

psychological contracting with the client is made and observation to the organization is 

analyzed in the following aspects: organizational structure, leadership and management 

style, human resource, customer services, organization culture, finance and 

communication. Apart from observation, active inquiry and joint diagnosis are used to 

identify the client's organization as well as his own problems. Different types of data 

feedback are reported to the owner-manager. 

Chapter 6 reports on action process - that is the interventions. The interventions 

were focused on the client and the group made up of employees. Through group process 

intervention team spirit is expected to develop. Chapter 7 reports the action outcome - 

empowerment. It includes the empowerment of the owner-manager and the 

empowerment of the organization. Empowerment of the owner-manager is composed of 

building up the client's confidence, development of a long-term vision and the use of his 

own resources. The empowerment of the organization is the moving the A. C. Lodge, 

the small hotel of the owner-manager, in the direction of a learning organization. 



Part III is the reflection on skills, techniques and strategies used in the action 

research process. Chapter 8 is the reflections on the skills and techniques used during 

the consuJtation process. The use of questioning techniques, communication patterns by 

using Transactional Analysis, the balancing status of helping relationship; and the use of 

effective learning activities are reflected. Chapter 9 is the reflection on the intervention 

strategies. The strategies are to fix the process, not the problem; to work with the client, 

not work for the client; and to plan for the future, not to find out the past faults. 

Part IV reports the contributions of the research to knowledge. Chapter 10 

reports the theoretical outcomes. The embryo of the local theory was the emergence of 

two issues - 'Does small mean deficiency?' and 'Is the small business entrepreneur 

powerful or powerless?' Chapter 11 reports the development of 'local theory' - 

actualizing the success of a small business through coding and categorizing different 

data. Using the local theory, a model of self-empowerment is developed. The model of 

self-empowerment consists of three major aspects - psycho-social, cultural and 

intellectual. 

Part V is the evaluation and conclusion. Chapter 12 evaluates the effectiveness 

of the project. Chapter 13 is the personal reflection and learning. Chapter 14 is the 

conclusion of the thesis. 
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CHAPTER TWO 

LITERATURE REVIEW 

INTRODUCTION 
This chapter will first define what small family business is. In order to 

understand how entrepreneurial behaviour achieves successful business, different 

models of entrepreneurship are reviewed. In addition, the characteristics of Chinese 

culture will be explored. Since the subject of this research was a Chinese immigrant 

entrepreneur, Chinese culture might have a great impact on the value, attitude and 

behaviour of a small business owner. The last part of this chapter will explain what 

action research is before the theoretical framework of the project is described in the next 

chapter. 

DEFINITIONS OF SMALL BUSINESS! SMALL FAMILY 

BUSINESS 
Because of the diversity and complexity of the small business sector, there is no 

strict classification of a small-scale business. It is easier to use only one criterion, 

employment, which is a measure applicable to all countries and consequently allows for 

international comparisons. Since many small businesses are owned and controlled by 

members of an immediate family - spouse, parents and /or children - "small family 

business" has the same properties as "small business" except the ownership belongs to a 

family. These two terms are often interchangeably used (Abbott & Meredith, 1984). 

The Australian Bureau Statistics (ABS) defines small businesses as those employing less 

than 20 people, except in manufacturing where businesses employing less than 100 are 

classified as small (ABS, 8127.0, 1997). The use of quantitative criteria when defining 

small business, however, presents a few problems. For example, a company's scale of 

operations may not be related to the number of employees, and vice versa (Gibb, 1994). 
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On the other hand, the differences between industries and countries have to be taken into 

consideration. All is relative, what is small in one industry or country may be 

considered quite large in another. Some Australian authors (Meredith 1985; Williams 

1987; Birt & Sleeman 1995) draw different characteristics of small business. In general, 

a small business has the following features: 

the business is owned by one, two or several persons; 

the owners also manage the business, that is, managers are usually the owners of the 

enterprise; 

the owners frequently work alongside their employees; 

the owner-manager makes all the key decisions; 

the business is independently owned and operated; 

capital is supplied by an individual or small group. Money capital is usually limited; 

the operation of the enterprise is localized, drawing the owner and employees from a 

local community. The owners have limited control over the external environment and 

they often have limited access to finance, necessitating restrictions in areas such as 

research and development, staff training and new equipment. They generally rely on 

labour intensive methods and use limited process and product technology. 

Gibb (1994) then suggests three qualitative criteria when defining small 

businesses: 

task environment 

Small businesses are very vulnerable because of their dependence on the 

environment. For example, a small grocery only serves a particular 

geographical market segment in a particular district. If there is any change of 

the environment like redevelopment of the district, the grocery may face the 

problem of losing customers due to the relocation of the residents. 

organizational configuration 

The structure of small businesses is usually quite simple and less formalized. 

There is no functional division of labour and no complicated hierarchy. 



3. managerial characteristics 

The entrepreneur has multiple managerial roles to play, such as a decisive role 

as a decision maker, a directive role as a manager and an operational role as 

an executive. 

In short, small businesses should not be regarded as a homogenous group. 

Defining small businesses has been relatively complicated and controversial. Although 

many authorities like the European Union still rely on quantitative and straightforward 

definitions, Gibb's three qualitative criteria - task environment, organizational 

configuration, and managerial characteristics - tend to reduce the problems in 

quantitative definitions. The common characteristics defined in qualitative terms 

distinguish small businesses from larger firms. 

MODELS OF ENTREPRENEURSHIP 
Researchers have been inconsistent in their definitions of entrepreneurship 

(Gartner, 1985, Carland et at, 1988, Cunningham & Lischeron, 1991). Some researchers 

focus on the 'person' (McClelland, 1961, de Vries, 1984) while others emphasize a 

broad range of activities (Gartner, 1988), the bearing of uncertainty (Knight, 1921), and 

the exploration of opportunities (Kirzner, 1973). Five entrepreneurial models will be 

discussed in the following paragraphs. The first three models are based on the 

personality development (de Vries, 1984), personality characteristics (Miner, 1996) and 

personal traits of an entrepreneur (McCelland, 1961, Yarzebinski, 1992 & Alexander 

2000), and the other two are dependent upon the entrepreneurial process (Bygrave & 

Bygrave, 1989) and a broad range of activities to create new venture (Gartner, 1985). 

Five entrepreneurial models 
The Psycho-dynamic Model - de Vries (1984) 

The Four-route Personality-based Model - Miner (1996) 

The Trait Approach - McCelland (1961), Yarzebinski (1992), Alexander (2000) 

The Entrepreneurial Process Model - Bygrave & Bygrave (1989). 

The New Venture Creation Model - (Gartner, 1985) 
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The Psycho-dynamic Model 

The Psycho-dynamic model suggests that early life experiences and family 

backgrounds have direct impact on shaping prominent patterns of behaviour amongst 

entrepreneurs. The hardship and adverse conditions of a family affects a person's 

growing-up with a psychological inheritance of various problems. They include a sense 

of impulsivity, a persistent feeling of dissatisfaction, rejection, powerlessness and 

lowered self-esteem. The result is the creation of problems concerning occupational 

identity and choice that may persist throughout life. The entrepreneur thus becomes the 

deviant, drifting from job to job and unable to 'fit in' and who develops a rebellious, 

non-conformist stand. "Distrust and suspicion of everyone in a position of authority 

force the entrepreneur to search for non-structured situations where he or she can assert 

the control and independence" (de Vries, 1996, pp. 49-50). The consequence is to 

create one's own organization and alternative career prospects. 

In brief, this model believes that an entrepreneur is a person whose family 

background and adverse conditions have been formative in shaping a deviant personality. 

He or she is insecure and unable to operate effectively in an imposed and structured 

environment. The solution is the need to start up his or her own enterprise. 

The Four-route Personality-based Model 

Miner's (1996) four-route personality-based model proposes that each 

personality type must follow a particular career route that fits the type in order to reap 

the benefits inherent in the particular kind of entrepreneurial talent. 

For personal achievers this means investing a great deal of energy in the 

business, constantly putting out fires and dealing with crises, wearing many hats 

depending on which crisis is paramount at the moment, and trying to be good at 

everything. 

Keys to success. Energy, Learn whatever is necessary; Plan; Flexibility; Problem 

solving. 



For empathic supersalespeople the appropriate route is to spend as much time as 

possible selling, while getting someone else to handle internal administration and 

management. 

Key to success. Learn to sell, Learn about the product or service sold; Stick to selling; 

Provide backup to handle other aspects of the business. 

For real managers the appropriate route is to manage a business into major 

growth, serving as one's own general manager. To do this people need to find or start a 

business large enough to require their special managerial talents. 

Key to success: Be in a large enough firm; Do not overmanage a small jIrm; Stick with 

managing and resist technical tinkering. 

For expert idea generators the appropriate route is to invent new products, find 

new niches, develop new processes, and generally establish a way to outthink the 

competition. These people need to innovate, think their way through situations, and 

become visionaries for their times. 

Keys to success: Expert knowledge; Freedom to innovate and implement idea; Skills or 

to access skills, that are complementary. 

The idea of Miner's four-route personality-based model is to help people to 

follow an appropriate route and to avoid diverting their energies to activities for which 

they have no talent. 

The Trait Model 

Many investigators attempt to discover a single trait or constellation of traits that 

they claim differentiates the entrepreneur from other groups. For example, the earlier 

study of McClelland (1961) suggested that achievement motivation was a primary 

characteristic of the entrepreneur. Yarzebinski (1992) identified some traits of 

entrepreneurs that were different from other people. Entrepreneurs often: 

• have well-developed ego; 

• have above average intelligence; 
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• have better emotional stability, 

• have a strong desire to succeed; 

• tend to be efficient decision-makers; and 

• avoid being controlled by others. 

Alexander (2000) argues that entrepreneurship is a personality variable. She 

found that comparing with the general population, entrepreneurs have a greater need for 

dominance and to be in control of their circumstances. They are achievement-oriented 

individuals, hard working, and willing to put in the time and effort to reach their goals. 

They display greater achievement motivation, achievement values, persistence and self-

confidence than other groups in society. Moreover, they hold stronger economic values 

and possess internal rather than external locus of control over life events. If they do not 

believe that they manage to control their destinies, they will not choose an 

entrepreneurial career and create their own venture. 

The Entrepreneurial Process Model 

According to Bygrave & Bygrave's Entrepreneurial Process model (1989), 

entrepreneurship is viewed as a process involving all the functions, activities and actions 

associated with perceiving opportunities and creating organization to pursue them. It 

should have a triggering event to give birth to a new organization. Before someone 

embarks on an entrepreneurial career, the person may have no better career prospects. 

Personal attributes are not the only concern of the process: so too are - role models from 

other entrepreneurs, environmental factors, the availability of resources, timing, 

evaluating opportunities for new business and the chance of success, the know-how and 

management experience, understanding the suppliers, sufficient money to start up the 

business, the influence of family and friends, the process perceived by the entrepreneur 

as an opportunity to pursue. An organisation is then being created. The model is shown 

in Fig.2.1 
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Personal Personal Sociological Personal Organisational 
Achievement Risk taking Networks Entrepreneur Team 
Locus of control Job Teams Leader Strategy 
Ambiguity Dissatisfaction Parents Manager Structure 
Tolerance Job loss Family Commitment Culture 
Risk taking Education Role models Vision Products 
Personal values Age 
Education Commitment 
Experience 

Innovation 
_ 

Triggering event Implementation Growth 

\ZN7 
Environment Environment Environment 
Opportunities Competition Competitors 
Role models Resources Customers 
Creativity Incubator Suppliers 

Government policy Investors 
Bankers 
Lawyers 
Resources 
Government 

Figure 2.1 The Entrepreneurial Process Model 

Source: Bygrave, W. & Bygrave, B. (1989),The Portable MBA in Entrepreneurship, New York:John 
Wiley & Sons 

The New Venture Creation Model 

Gartner (1985) develops a conceptual framework for describing new venture 

creation, as depicted in Figure 2.2. The focus of Gartner's framework is on how a new 

enterprise is created through a number of factors in the environment of the enterprise, 

the personal characteristics of the entrepreneur, the type of the enterprise, and the 

entrepreneurial process itself. 
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Individual(s) 

Environment Organ isation 

Process 

Fig. 2.2 Gartner's framework for describin2 new venture creation 
Source: Gartner W. B. (1985), A conceptual framework for describing the phenomenon of new 

venture creation ", Academy of Management Review, Vol.10, No.4, p.698  

The four dimensions are: 

Individual(s) - the person(s) involved in starting a new venture 

Organisation - the kind of firm is started 

x. Environment - the situation surrounding and influencing the new 

organization 

New venture process -the actions undertaken by the individual(s) to start the 

venture. 

The birth of each new enterprise is a unique interplay of a number of factors, 

which may suitably be described, analysed, and explained on the basis of the above 

framework. Analyses of the person or persons behind the establishment of the enterprise 

are not sufficient to understand the entrepreneurial act or behaviour. In other words, a 

number of factors within and outside the enterprise are important to the way a new 

enterprise is established and developed. 

Criticism of the entrepreneurial Models 

The first three models are about the 'person'. They consider the entrepreneur as 

the 'person' to be super human. The success of a business is attributed to the 

individual's characteristics. Passion and perseverance are considered to be important. 



The entrepreneur is often regarded as having a gift that he or she is born with. However, 

personal attributes or personality is only part of the consideration. Gartner (1985) states 

that "Who is an entrepreneur" is the wrong question. What an entrepreneur does is 

determined to be as important as who he or she is. The entrepreneurial process that 

involves all the functions, activities, and actions associated with perceiving opportunities 

and risks have greater impact than persona. Therefore focusing on the entrepreneur as a 

special person is not enough. For example, the Trait Model emphasizes the 

distinguishing traits that are different from members of other groups. But these studies 

resulted in equivocal findings with no evidence of any single trait that can be applied to 

entrepreneurs generally. Even though Miner's four-route personality-based model 

ignores the complication of entrepreneurial process like the external surroundings and 

type of enterprises that demand on the entrepreneur's resources and skills. All these 

variables affect the business. 

The researchers of the last two models suggest that entrepreneur is more than 

individual personality characteristics or persona. For example, Bygrave & Bygrave 

(1989) define an entrepreneur as someone who perceives an opportunity and creates an 

organization to pursue it. The entrepreneurial processes, however, are unique, chaotic, 

and unpredictable and the personality of entrepreneur alone cannot determine success. 

Gartner's framework (1985) describes the creation of a new venture across multi-

dimensions. Therefore, the personal traits and personality are not the only determinant 

of the success of any business. There are different variables to be considered like the 

opportunities, the uncertainty of the environment and the complication of the 

entrepreneurial actions. A number of circumstances must be assumed to influence the 

creation of a business. 

CHARACTERISTICS OF CHINESE CULTURE 
Apart from the models of entrepreneurial characteristics, another significant 

dimension is to understand some of the underlying cultural influences on it. One very 

important influence is Confucianism, the major value in China (Jones & Sakong, 1980). 
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Confucianism is an inherently conservative belief system. It is based on five cardinal 

relations - those between ruler and subject, husband and wife, father and son, brother 

and brother, and friend and friend. Confucianism emphasizes filial piety - junior and 

senior have their ranking. (Seligman, 1999, p.50) There are some characteristics of 

Chinese entrepreneurs (Peterson, 1971, Wu, 1983, Bond, 1991): 

Conform ii)' 
Given the Confucian hierarchy, subordinates are less likely to take individual 

initiative or depart from standard operating procedures without a superior's approval. 

Decision-making 
Decisions are made in private by high status or with high-ranking people in 

Chinese culture. Negotiation or discussions with stakeholders seldom occur. Leaders 

are not required to justify their decisions and submit them to public scrutiny and they 

generally need not to be accountable for their decisions even though the decision is 

wrong. People respect only to those with high status or positions but not their abilities. 

Ownership 
In Chinese culture, it is difficult to trust outsiders. Ownership involves 'hands-

on' management for the Chinese and it is rare to find technocrats and professionals in 

key position unless they are also insiders. 

Leadership 
Given the concentration of power of any position of leadership, Chinese owners 

or managers spend less time consulting in large meetings, defining job specifications, 

developing subordinates and instituting formal systems of control. 

Paternalism 
Paternalism is a typical management style that is centralised, personalized and 

resists explicit formal guidelines. Chinese managers usually spend more time making 
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decisions alone, giving orders, supervising the execution of these directives personally, 

managing the financial aspects of the operation and listening to complaints of 

subordinates about other employees. 

Specialization 

There is a low level of specialization with more people responsible for a spread 

of activities across a number of fields. There is also less standardization of activities 

with fewer routine procedures. What the people in higher positions say will be the order. 

Communication 

In Chinese culture, the communication style usually emphasizes affective 

relationships rather than instrumental. Affective communication means that people 

avoid confrontational, argumentative talk. Instrumental communication, on the other 

hand, means goal oriented and aims to bring the individual into a verbal exchange. The 

Western traditions of instrumental communication like straight talk, open debate and 

disagreement are not common in Chinese culture. 

Chinese business owners outside China may feel vulnerable and combines with 

the Chinese drive to acquire social powers, lead to a preoccupation with accumulating 

wealth. The result is, many Chinese business owners are even more eager to exercise 

their own control and generate wealth for their own business (Bond, 1991, p.80) 

EMPOWERMENT AND SELF-EMPOWERMENT 
People need to empower themselves when they face uncertainty, change and 

huge pressures (Nixon, 1994). Empowerment can be a strategy, a process of change for 

continuous improvement, growth, productivity, problem solving and so on (Nathan, 

1994). There are many different definitions on empowerment and self-empowerment. 
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Multiple definitions of empowerment 

There are different definitions of empowerment and there is a great deal of 

confusion about what empowerment actually means. For example, in sociology, 

empowerment is a process aimed at refashioning those members of the community most 

distant from the social mainstream (Shor & Freire, 1987). Clients are deemed in need of 

empowerment if they display behavioural or attitudinal traits that distinguish them from 

the 'empowered' middle classes. In behavioural science, McClelland (1975) proposes 

that empowerment is viewed as a motivational construct - meaning to enable rather than 

simply to delegate. Delegating is one set of conditions that may enable a subordinate to 

complete the assigned tasks. It is too constrictive in scope to accommodate the complex 

nature of empowerment. Enabling, on the other hand, implies creating conditions for 

heightening motivation for task accomplishment. 

The perspective from organizational sciences 

Empowerment has no agreed-upon definition. Different people have different 

explanations. In organizational sciences, empowerment can be viewed from two main 

perspectives. It is viewed as a cognitive process, with an objective of promoting 

psychological benefits. It is also viewed as a motivational process, a drive to 

accomplish tasks (Thomas & Veithouse, 1990). Empowerment, a construct in 

organizational life that emerged in the 1980s, is the act of building, developing, and 

increasing power through sharing and collaboratively working together (Vogt and 

Murrell, 1990). 

Block (1987) considered empowerment to be essential in creating an 

entrepreneurial spirit within an organization, a spirit in which individuals feel they are in 

the process of creating an organization of their own choosing. 

Cognitive view 

Empowerment refers to "a process whereby an individual's belief in his or her 

self-efficacy is enhanced" (Bandura, 1986). Self-efficacy refers to "one's belief in one's 

capability to perform a specIc task" (Bandura, 1986). Individuals appear to weigh, 



integrate, and evaluate information about their capabilities; they then regulate their 

choices and efforts accordingly (Bandura, Adams, Hardy, & Howells, 1980). 

Bandura (1982) indicated that self-efficacy affects one's choice of settings and 

activities, skill acquisition, effort expenditure, and the initiation and persistence of 

coping efforts in the face of obstacles. 

Motivational view 

Thomas & Velthouse (1990) defined empowerment as intrinsic motivation 

manifested in four cognitions reflecting an individual's orientation to his or her work 

role. The four cognitions are meaning, competence, self-determination and impact. 

Meaning involves a fit between the requirements of a work role and a person's belief, 

values and behaviours (Brief& Nord, 1990; Hackman & Oldham, 1980). 

Competence refers to self-efficacy specific to work a belief in one's capability to 

perform work activities with skill (Gist, 1987) and is analogous to the beliefs of 

personal mastery or effort-performance expectancy (Bandura, 1989). 

Self-determination is a sense of choice in initiating and regulating actions (Deci, 

Connell & Ryan, 1989) 

Impact is the degree to which a person can influence strategic, administrative or 

operating outcomes at work (Ashforth, 1989) 

Based on both cognitive and motivational models, self-empowerment is a 

process to help individuals interpret the opportunities and entrepreneurial activities that 

may affect their intrinsic motivation for task assessments. For instance, to create a 

business website may be interpreted by the entrepreneur as wasting money because the 

business scale is so small that is not worth spending money. If the entrepreneur is 

empowered to interpret in another way that the website can be accessed throughout the 

world, intrinsic motivation changed. Although the creation of the website cannot 

generate immediate cash return, the corporate information is easily accessible. It 

facilitates the marketing of the business. The entrepreneur is motivated internally to 

involve or commit to the task once the cognitive interpretation is altered. Task 
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assessments means individuals make a number ofjudgments or assessments with respect 

to specific tasks (Wilson, 1993). 

Block's (1987) theory on empowerment focuses on the need for individuals 

within the organization to have a sense of autonomy and on the need for them to be able 

to express their autonomy to others. According to Block, individuals must come to 

recognize that the best source of authority comes from within themselves and that they 

need to: 

be concerned with service to others and less concerned about receiving external 

rewards, 

have the courage to take action and do what they think is right; 

express to others their ideas and feelings, 

be willing to take risks and admit their mistakes to others; 

be willing to listen to others and engage in discussions that promote growth 

through knowledge, and 

(I) relate to others in an open, honest, non-manipulative manner. 

This personal power, or self-empowerment, described by Block is similar to 

Maslow's (1954, 1962, 1971) theory of the self-actualized level of psychological 

development, or the point at which individuals seek to develop their full potential and 

become what they are capable of becoming. Self-actualization is characterized by an 

acceptance of self and others, spontaneity, openness, 'democratic' relationships with 

others, and independence. 

As in any organizational life, owner-managers need to develop a sense of 

personal power, that is, to use one's personal resources like talents, knowledge and skills. 

At the same time, to recognize other people's ideas, contribution, and be willing to 

communicate with others are important so that open and respectful organizational 

climate can be experienced. 
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For empowerment to occur, individuals within the organization must become 

self-empowered, or develop a sense of personal power; and they must work to interact 

effectively with one another in order that collective power can be experienced (Block, 

1987; Murrel!, 1985; Vogt and Murrell, 1990). 

Definition of self-empowerment 

Self-empowerment is considered to be a psychological trait that may influence 

human behaviour across a wide spectrum of situations related to organizational life such 

as being able to communicate with others and/or effectively participating in decision-

making. The definition of self-empowerment is based on Maslow's (1954, 1962, 1971) 

theory of self-actualization and Block's (1987) theory of empowerment. Self- 

empowered individuals are autonomous in that they believe the best source of authority 

comes from within themselves and they accept their thoughts and feelings as being 

worthy. They are willing to express thoughts and feelings to others, are willing to take 

risks, are concerned with helping others, are open to learning from others, and 

participate in open, non-manipulative relationships with others (Wilson, 1993). Self-

empowerment, therefore pertains to an individual's perceived personal, internal power, 

and to how the individual expresses his/her autonomy through interactions with others. 

It is conceivable that an individual's self-empowerment may differ from one 

situation to another and that behavior may vary accordingly. Self-empowerment can be 

measured by three factors: 

(I) Courage to take risks - having the courage to take risks in saying and doing what 

they think and feel is important; 

Self-reflection - being reflective by admitting their mistakes, and being willing to 

learn from criticism and from others who have different ideas from themselves; and 

Autonomy - having an internal sense of autonomy. (Campbell and Fiske 1959; 

Underwood, 1957). 
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ACTION RESEARCH 
Kurt Lewin developed the action research model in the mid-1940s to respond to 

problems he perceived in social action (Kemmis, in Kemmis and McTaggart, 1988). 

Although it was developed over fifty years ago, action research did not evolve into a 

unified theory. As a result, disparate definitions and characterizations resulted. Action 

research can be applicable to different levels of change ranging from the group, 

organizational to even societal level (Peters and Robinson, 1984). To address personal 

or organizational constraints, different processes can be emphasized. For example, 

participatory action researchers focus on participation and empowerment. They rely on 

data to transform individual behaviour. Organizational action researchers focus on 

research and data driven decision-making (Dickens & Watkins, 1999). 

Since there is no formally agreed definition of action research, different aspects 

that particular researchers think are important can be emphasized. Kemmis and 

McTaggart (1988, p.8) state the unique characteristics of action research: 

The linking of the terms action and research highlights the essential feature of 

the method: trying out ideas in practice as a means of improvement and as a 

means of increasing knowledge 

The statement emphasizes the importance of the action. The action, drives the research 

and is the motivating force. Action researchers tend to be committed and often 

impassioned about what they are doing. Through action, researchers tend to produce 

knowledge as well as improve practice. Action research, as described by Lewin, 

proceeds in a spiral of steps composed of planning, action and an evaluation of the result 

of the action. The action research process begins with a general idea that an 

improvement or change in practitioner's area of work is desirable. 

Usage of action research 

Research as a contribution to knowledge 

One of the aims of action research is to find out something that we do not know. 

In this sense all research is a contribution to our knowledge. Bassey says that 
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Knowledge means understandings about events and things and processes; it 

includes descriptions, explanations, interpretations, value orientations, as well as 

knowledge of how these can be arrived at; in other words it includes knowledge 

that something is the case and knowledge how to do something; it includes 

theory-in-the-literature as well as the personal theory of individuals which has 

not been articulated in writing. (Bassey, 1995, pp.3-4) 

Research as professional development 

Another important function of action research is for the research to be 

educational in the sense of self-developing. As Lomax mentions, 

• . . action research is a way of defining and implementing relevant professional 

development. It is able to harness forms of collaboration and participation that 

are part of our professional rhetoric but are rarely effective in practice..[it]... 

starts small with a single committed person focusing on his/her practice. It gains 

momentum through the involvement of others as collaborators. It spreads as 

individuals reflect on the nature of their participation, and the principle of shared 

ownership of practice is established. It can result in the formation of a self-

critical community extended professionals in the best sense of the term. (Lomax, 

1990, plO) 

Research as organization development 

Action research is one of the approaches in organization development. It involves 

data collection interventions by an action researcher in collaboration with the client. 

Thus, working together, they can obtain useful information that will enable them to 

jointly: develop and implement action plans for change in the client system; evaluate the 

effects and effectiveness of these action plans. As Frohman et al (1976, p.133) mention, 

The ultimate aims of the changes are increased organizational effectiveness and the 

development of internal organizational resources for creating adaptive, problem-solving 

change. 

24 



Typology of action research 

Chein, Cook & Harding (1948) enumerate four types of action research: 

'Experimental' action research 

It entails a controlled study of the effectiveness of various interventions in similar 

social situation. 

'Empirical' action research 

It involves the accumulation of data from research with a succession of similar 

groups leading to the gradual development of generally valid principles of group 

behaviour. 

'Diagnostic' action research 

It is designed to recommend remedial measures for a problem and to propose a plan 

of action. 

'Participative' action research 

It involves residents of a community as participants in the remedial action. 

Holter and Schwartz-Barcott (1993, p.299) identify four core characteristics of 

action research: 

Collaboration between researcher(s) and practitioner(s); 

Solution of practical problems; 

Change in practice; 

Development of theory. 

Hart & Bond (1995) distinguish four types of action research with seven 

distinguishing criteria. They are 'experimental', 'organizational', 'professionalising' 

and 'empowering'. The seven criteria are: 

is educative, 

deals with individuals as members of social groups; 

is problem-focused, context-specfIc and future-oriented; 
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involves a change intervention, 

aims at improvement and involvement, 

involves a cyclic process in which research, action and evaluation are interlinked; 

is founded on a research relationship in which those involved are participants in 

the change process. 

During the life of an action research project it may shift from one type to 

another as it moves through the spiral of cycles. For example, at the beginning of the 

research phase, it might use a more traditional research design like a survey. During the 

course of the project, the participants may be moved towards a more empowering type 

of action research so that the problem to be explored becomes part of process of change. 

The action research would have shifted from being outcome-led to process-led and from 

being weighted towards research to being weighted towards action. 

Quality criteria of action research 

Gummesson (2000) suggests different quality criteria of action research in 

business companies as well as other organizations. Some of these criteria are essential 

to all action research projects. They include: 

Every action researcher should take action. 

In contrast to the mainstream researcher who is serenely detached, the action 

researcher is deeply involved. Action researchers assume the role of change 

agents of the processes and events they are simultaneously studying. 

Action research has dual goals 

Action researchers must balance and handle both the client's interests and the 

interest of usable knowledge. They must contribute to the general and theoretical 

developments in management or business disciplines. 
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Action research is interactive 

Action research requires cooperation between researchers and client personnel 

and continuous adjustment to new information and new events. According to 

Argyris et a! 

Becoming an action scientist (researcher) involves learning to reflect on 

reflection-in-action, making explicit the theories-in-use that inform it, and 

learning to design and produce new theories-in-use for reflection and 

action. (Argyris et al, 1985, p.82), 

The understanding developed during an action research project aims at being 

holistic, recognizing complexities 

The mainstream researcher usually singles out one or a few factors and 

studies these in detail. The action researcher must focus on the totality of a 

problem, but still make it simple enough to engage those involved. 

Action research is applicable to the understanding, planning and 

implementation of change in business firms and other organizations 

Change processes are often complex, influenced by a multitude of factors 

that are interconnected in seemingly chaotic patterns, verbal and nonverbal cues 

abound, and the informal is as important as the formal. Being a resident in the 

organization and an actor onstage gives the researcher a unique access to change 

processes. 

Action research can include all types of data-generating methods but requires 

the total involvement of the researcher 

Active researchers are active participants influencing the process under 

study. Qualitative, informal, in-depth interviews and the ethnographic methods 

of observation and participation are important as part of action research. A 

variety of existing material as well as quantitative survey techniques and other 

statistical methods may also be useful. 
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Constructively applied pre-understanding of the corporate environment and 

the conditions of business are essential 

Researchers in intervention processes often assume the role of 

midwives - not pregnant mothers - but assist only in the process of birth. They 

do not provide specific expertise on a technical issue as such, but they provide 

specific expertise on how to inspire processes of change. 

Action research paradigm requires its own quality criteria 

Action research should be governed by the hermeneutic paradigm, 

although elements from the positivistic paradigm may be included. It cannot be 

evaluated solely by the criteria emanating from the scientific paradigm, equal 

consideration has to be given to the practical consequences for the client 

organization and the consultant paradigm. 

CRITICISMS OF ACTION RESEARCH 
Although being described as a successful research approach for more than 50 

years (Elden and Chisholm, 1993), there is still plenty being said against action research 

by positivists. One of the main criticisms of action research is that in looking at action 

research strategies in a historical perspective, the development of sound research 

procedures, techniques and methodologies has not been the main goal. Rather, action 

research has been preoccupied with the action itself and its influence on the settings in 

which research is done (Gustaysen, 1993). This often leads researchers into seeing 

action research projects as merely the application of organizational psychology to solve 

practical problems and at best generating normative approaches and methodologies, 

rather than valid research knowledge obtained in a rigorous way. Three main possible 

action research weaknesses emerge from the discussion by Orlikowski and Baroudi 

(1991) about the clash between positivist and non-positivist assumptions, and therefore 

seem to require particular attention in the development of methodological tools for 

improving action research rigour from a positivist perspective: 
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Contingency of the research findings. 

While important links between variables can be unveiled in action research that might 

not by the use of deterministic and targeted approaches (e.g. survey research), action 

research is often seen as inappropriate to produce models with high external validity, 

i.e. that are valid outside the context of the action research project (Cook and 

Campbell, 1976; Berkowitz and Donnerstein, 1982). This is because most action 

research projects involve a small number of client organisations in in-depth and often 

longitudinal studies (Galliers, 1992), and very seldom generalisability assessments 

across a number of organisations or industries. 

Low control of the environment. 

This lack of control is one of the main reasons for action research being seen as 

inappropriate to test or produce strong theories, or build up research models based on 

solid evidence. The influence of a particular variable might take too long to be 

isolated in action research studies testing or refining a causal model where the extent 

to which a dependent variable is influenced by a set of independent variables needs to 

be carefully examined (Jonsonn, 1991). 

Personal over-involvement. 

The usual personal over-involvement of researchers with client organisations in 

action research projects may hinder good research by introducing personal biases in 

the conclusions (Francis, 1991). This is particularly true in situations involving a 

conflict of interests. With respect to this Galliers (1992) points out that action 

research "... places a considerable responsibility on the researcher when objectives 

are at odds with other groupings." (p. 152). 

Other alleged weaknesses have been discussed by Rapoport (1970). One of these 

is action research's typical unplanned and informal structure. The ad-hoc approach of 

action research, where most of the study is done in cycles with temporary reports, 

methodologies and frameworks, may be considered as lacking scientific discipline and 

consequently regarded of low academic interest. 
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Another alleged weakness is action research's interference with the research 

environment that, while potentially beneficial to the client organisation, may bias 

research findings in ways that are difficult to be identified, and make them difficult to be 

replicated by other researchers in different settings. 

A third alleged weakness is the lengthy time required to conduct quality action 

research projects, which may not be acceptable by the research's sponsor or client. Two 

principles, usually followed in case research to avoid this are to perform a careful 

preliminary preparation of the research, and seek guidance from a structured 

methodology (Yin, 1989). These two principles, however, are still not commonly 

practised in action research. 

Action research, in contrast to positivist research approaches, tries to bridge the 

gap between scholars and practitioners. While typically scholars are preoccupied with 

philosophy and general theories, practitioners are more concerned with problem solving 

and bottom-line techniques. Sommer (1994) states that society is the victim of this 

dichotomy as research outcomes often end up forgotten on some dusty shelf without any 

practical application other than support for further theoretical research. This point is 

supported by Jonsonn (1991), who also maintains that the contribution to theory is not 

affected in action research because the study is done much more deeply as the researcher 

has an inner involvement with the environment. Action research is seen as adding 

texture to theoretical notions and food for theoretical speculation, and a way of dealing 

with complexity in the presence of oversimplified and primitive theory. This seemingly 

romantic view of action research, however, apparently has done little to draw support 

from positivists, who often see action research benefits as short of balancing its 

excessively "soft" and imprecise nature. 
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CONCLUSION 

In this literature review, some basic concepts about small business and small 

family business like the definitions, the impacts of culture and various theoretical 

models of entrepreneurial characters, empowerment and self-empowerment were 

identified. The research approach of this thesis - action research method was also 

introduced. The next chapter will go through more details about the theoretical 

framework and research design of action research. 
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CHAPTER THREE 

THEORETICAL FRAMEWORK AND 

RESEARCH DESIGN 

INTRODUCTION 

The approach of the project, the study of how a Chinese immigrant entrepreneur 

empowers his family business. A. C. Lodge, was based on constructivist episternologies. 

This chapter will explain why traditional positivism as well as the dominant 

functionalism paradigm are not appropriate. The postrnodern perspective has a great 

impact on the development of alternative paradigms. Constructivism is one of the 

significant paradigms used in the research project and why action research is chosen for 

the practice will also be explained. 

THEORETICAL FRAMEWORK 

Functionalism is the dominant paradigm of organizational studies for a 

few decades in modernity 

In the field of organizational studies, the dominant paradigm has been 

functionalism for a long time. The fundamental assumptive position of functionalism is 

that organizations are purposive and rational in character (Hassard, 1993, p.48). 

Functionalist research usually seeks 'to discern the regularities and relationships that 

characterise the world of organization' (Morgan, 1990, p.17). Wilmott (1990, p.4) notes 

'orthodox approaches to the analysis of organizations have assumed that their reality is 

objectively given, functionally necessary and/ or politically neutral'. That means it 

embodies the principles of positivism. Positivism rests on the fundamental assumptions 

that 'reality is external and objective' and that 'knowledge is only of significance if it is 

based on observations of this external reality' (Easterby-Smith, 1991, p.22). These 
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assumptions are intrinsically linked to quantitative research as a mode of inquiry with its 

emphasis on establishing causality, hypothesis testing, and operationalisation of 

concepts and large sample testing (Easterby-Siith, 1991, p.27). In other words, 

mainstream organizational studies or research emphasize rational and objective means to 

understand organizations as quantitative approach does. 

The functionalist paradigm is being challenged 

Burrell and Morgan (1985) in their influential book Sociological Paradigms and 

Organizalional Analysis discuss the dualism of subjective versus objective paradigms 

and challenge the functional paradigm to include the theoretical domains of various 

theories in the field of organizational analysis. Alternative paradigms like interpretivism, 

radical structitralism, critical theory and feminist organizational theory which tend to 

favour qualitative approaches to research, are largely seen to be incommensurate with 

the functionalist position. They allow for a reality which is socially constructed and that 

is given meaning by the people within it (Easterby-Siith, 1991, p.24). 

Advantages of the qualitative approach over the quantitative approach 

in studying organizations 

Quantitative research is concerned with testing hypotheses derived from 

theory and/or being able to estimate the size of a phenomenon of interest. Depending on 

the research question, participants may be randomly assigned to different treatments. If 

this is not feasible, the researcher may collect data on participant and situational 

characteristics in order to statistically control for their influence on the dependent, or 

outcome, variable. Qualitative research, on the other hand, is concerned with in-depth 

examination of phenomena. There is no limit of rigidly definable variables. Since the 

study of organizations and companies is concerned with understanding and improving 

the performance of businesses - researchers are expected to give recommendations for 

solutions to the specific problems of a specific organization or industry. Therefore, a 

qualitative approach is preferred to a quantitative approach in studying organizations 

since the research purpose is to understand, to discover or to interpret in context rather 
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than to test any hypotheses within an organization. The outcome is to build new theories 

instead of to test existing theories. 

Positivist paradigm is being challenged 

Positivists believe that objective realities can be discovered, known and 

understood through rational and scientific means of quantitative method. Since reality is 

out there', we can objectively understand reality in rational manner. Postmodernisrn 

rejects the positivist paradigm of objectivity and rationalism. Postmodernists hold that 

the direction of human social life such as truth, beauty, and morality do not exist as 

objectivism and cannot be discovered, known, and understood, through rational and 

scientific means. 

Since positivists believe that reality exists objectively, social life also exists and 

can be studied scientifically. From a postmodernist perspective, social life is not an 

objective reality waiting for us to discover how it works. Even in studying organizations, 

positivists believe that organizations are structured along mechanistic lines with the 

imposition of rational goals and performance targets. To understand the reality of the 

behaviour of organizational players and how the organizations function, we can use 

quantitative measures to study them. Postmodernists argue that what we experience as 

social life is actually nothing more or less than how we think about it. 

The last argument is, positivists believe that human beings cannot only 

understand nature; they can also control it as well (Johnson, 1995). From a 

postmodernist perspective, nature does not have an objective existence beyond how we 

think about it. There are diverse and various ways to understand it. Therefore human 

beings cannot control it. 

Similarly, in studying organizations, no organization exists as fixed entities. 

Organizational life can be understood through an ongoing stream of conversations, 

abstract models and other subjective representations flowing across every level of the 
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organization. That is the major reason why a qualitative approach is preferred to a 

quantitative approach in the research project. 

The characteristics of qualitative methodology 

Qualitative research has the following characteristics (Miles and 1-luberman, 

1994, Smith, 1992) that fitted the research project: 

• It is interpretative, that is, social interaction is a process of interpretation; social reality 

is constructed through interpretation of the actors; social relations are the result of a 

process of interaction based on interpretation, and theory building is a process of 

interpretation. 

• It is naturalistic, that is, it perceives reality as a natural setting; it uses naturalistic 

methods, such as fieldwork, field study and generally methods that are familiar to the 

people living in these settings. Such methods are considered to be mostly descriptive 

in nature, describing people and events in natural settings. 

• It is communicative, that is, it is understood and operates in the context of the process 

of communication, of which it is apart. 

• It is reflective, that is, it should reflect critically the aspects of reality that are 

considered to be a theoretical and practical problem of social research. 

• It is qualitative, that is, it uses no traditional quantitative procedures, but methods 

known to be suitable for the research object. 

In short, when studying organizations, especially organizational behaviour, 

quantitative data cannot tell us the organizational reality since human behaviour is not 

predictable. We cannot control each person's behaviour and individual thinking. What 

we can do is to interpret their behaviour, understand the interaction among the 

organizational members. Only a qualitative method can allow us to do this. 

The differences between positivist and qualitative paradigms 

Besides the positivist paradigm being challenged, as researchers, we should also 

need to distinguish the difference between positivist and qualitative paradigms. Guba 

(1985, pp.73-84) compares axioms of positivist and naturalistic/ qualitative paradigm: 
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Ax joins 

I: The nature of 
reality (ontology) 

2: The inquirer-
respondent 
relationship 
(subject-object 
dualism). 

Positivist paradigm 

There is a single, tangible reality 
'out there', fragmentable into 
independent variables and 
processes, any of which can be 
studied independently of the 
others; inquiry can converge on 
that reality until, finally, it can be 
predicted and controlled. 

The inquirer is able to maintain a 
discrete distance from the object of 
inquiry, neither disturbing it nor 
being disturbed by it. 

The purpose of 
inquiry 
(generalization) 

The nature of 
explanation 
(causality) 

The aim of inquiry is to develop a 
nomothetic body of knowledge; 
this knowledge is best 
encapsulated in nomic 
(nomological) generalizations 
which are truth statements 
independent of both time and 
context; the stuff of which 
generalizations are made is 
similarities among units. 
Every action can be explained as 
the result (effect) of a cause that 
precedes the effect temporally. 

Naturalistic/ qualitative 
pa ra dig an 

There are multiple constructed 
realities that can be studied 
only holistically; inquiry into 
these multiple realities will 
inevitably diverge, so that that 
prediction and control are 
unlikely outcomes, although 
some level of understanding 
can be achieved. 
The inquirer and the object' 
of inquiry interact to influence 
one another; especially is this 
mutual interaction present 
when the 'object' of inquiry is 
another human being 
(respondent). 

The aim of inquiry is to 
develop an idiographic body 
of knowledge; this knowledge 
is best encapsulated in a series 
of 'working hypotheses' that 
describe the individual case; 
differences are as inherently 
interesting as similarities. 

An action may be explainable 
in ternis of multiple 
interacting factors, events, and 
processes that shape it and are 
part of it; this interaction 
manifests itself as mutual and 
simultaneous shaping; 
inquirers can, at best, establish 
plausible inferences about the 
pattern of such shaping in a 
given case. 
Inquiry is value hound in the 
following corollary: 

Inquiries are influenced by 
inquirer values as expressed 
in the choice of the problem. 
Inquiry is influenced by the 

choice of the substantive 
paradigm that guides the 
investigation into the 
problem. 

5: The role of values Inquiry is value free and can be 
in inquiry guaranteed to be so by virtue of the 

methodology that is employed- the 
'facts speak for themselves'. 
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Inquiry is influenced by the 
choice of the inquiry 
paradigm that guides the 
investigation into the 
problem. 
Inquiry is influenced by the 
values that inhere in the 
context- social and cultural 
norms. 
Inquiry is either value-
resonant (reinforcing or 
congruent) or value-
dissonant (conflicting). 

Source: Guba, E. (1985), "The context of emergent paradigm research" in Yvonna S. Lincoln (1985), 

Orgwiizational theory (111(1 inquiry: tizeparadigni revolution, Sage Publications, Inc., pp73-84 

THEORETICAL PLURALISM 
The growth of theoretical pluralism in the postrnodern age may threaten those 

organizational scientists who are committed to well-established models and who wish to 

understand the generation of knowledge as a gradual, cumulative, well-ordered process. 

But those pluralists theorizing different models by using different paradigms to construct 

the social world lead us to see and understand the nature of organization in different 

ways. New paradigms entail new modes of theoretical conceptualization, using different 

research tools and techniques, and pluralists appeal us the new criteria for determining 

the legitimacy and quality of knowledge which they generate. In other words, pluralism 

brings many ways of knowing. The emergence of new paradigms will constitute the 

creation of knowledge. As Habermas (cited in Zuber-Skerritt, 1996, p.142) mentions, 

knowledge is not produced from the 'disinterested' inquiry of minds, it is produced 

because of the basic needs or interests of humankind. Only people with different interest 

using different paradigms may generate knowledge in different ways. The theoretical 

pluralism is beneficial to the generation of knowledge. 
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CONSTRUCTIVISM 
Constructivism in organizational theory derives directly from the postmodern 

concept of the social construction of reality. Constructivism and pluralism go hand-in-

hand. Pluralism in organizational theory suggests that, as there are many socially 

constructed realities, there will be a plurality of organizational theories. Each of them 

has its contribution and legitimacy (Geelan, 1997, plO). Constructivism claims that 

reality is more in the mind of the knower, that the knower constructs a reality, or at 

least interprets it, based upon his or her perceptions" (Jonassen, 1991, p.8). The 

assumptions of constructivism are fundamentally different from those of objectivism. 

Constructivism does not preclude the existence of an external reality; it merely claims 

that each of us constructs our own reality through interpreting perceptual experiences of 

the external world. 

Ontology: Relativist. Realities are apprehensible in the form of multiple, intangible 

mental constructions, socially and experientially based, local and specific in 

nature, and dependent for their form and content on the individual persons or 

groups holding the constructions (Guba & Lincoln, 1994, p.108). 

Burner (1986) states that constructivism began with Kant, who, in his Critique of 

Pure Reason, argued for a priori knowledge that precedes all reasoning. It is what we 

know, and we map it onto aposteriori knowledge, which is what we perceive from our 

interactions with the environment. But what we know as individuals is what the mind 

produces. Kant believed in the external, physical world (noumena), but it is known 

only through our sensations (phenomena) - how the world appears to us. As a result, 

what we know and believe is what we construct by ourselves. 

According to constructivists (Goodman, 1984; Burner, 1986), thinking is 

grounded in perception of physical and social experiences, which can only be 

comprehended by the mind. What the mind produces are mental models that explain to 

the knower what he or she had perceived. Rather than being driven by external 

structures, these mental models are a priori, according to Kant. 
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The important epistemological assumption of constructivism is that meaning is a 

function of how the individual creates meaning from his or her experiences. We all 

conceive of the external reality somewhat differently, based on our unique set of 

experiences with the world and our beliefs about them. 

The theoretical basis of the project is based on constructivist epistemology to 

study organizational life. Apart from the action research, two research approaches, 

cooperative inquiry and grounded theory, are directly influenced by the theoretical 

framework of constructivism that have been chosen. Before discussing these two 

approaches, the reasons why action research approach is chosen for the project will be 

explained. 

WHY ACTION RESEARCH IS CHOSEN FOR THE 

PROJECT 
When studying an organization, we are not only concerned with how to 

understand the organization, but also to improve the performance of a business 

(Gummesson, 2000). If we use basic research, we are only concerned with theoretical 

and philosophical relevance of management disciplines. What we can do is to give 

recommendations for solutions to the specific problems of a specific organization. That 

is what academic researchers do. But most organizations not only need solutions, but to 

improve operations in practice, that is, applied research. Action research can fulll the 

two requirements - to understand the organization and at the same time to help 

organizations to change. 

The theoretical base of Action Research 

Some people criticize action research as primarily an intervention tool': it 

contributes little to social sciences theory building (Porras &Robertson. 1987). Action-

oriented methods are in fact different from normal science that knowledge is not 
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primarily a product of the processing agent, but understanding meanings is more 

important than describing objective' reality (Argyris et at, 1985). By using 

constructivist ontology, social reality is constructed through human actions. Knowledge 

cannot be about a reality since objective reality does not exist 0ut there' Knowledge 

resides in the process of reality construction. The focus of organizational knowledge 

shifts from prescribing rational rules of operation to the emergence of action principles 

for dealing with different situations. Unlike the use of a representative of population in 

the positivist tradition, action research treats cases as sufficient sources of knowledge. 

Through the construction of reality in the human mind, action research is to generate the 

knowledge of right action (action knowledge) rather than to generate or test general 

theory. 

RESEARCH APPROACHES 
In this action research process, three approaches are used. They are cooperative 

inquiry, process consultation and grounded theory. The relationships between the 

research approaches and action research are shown in the figure 3.1. The intervention 

process and the outcomes are explained in later chapters. 

COOPERA TIVE INQ UIR V 

Cooperative inquiry is a way of working with other people who have similar 

concerns and interests to the researcher. It is research with people rather than on people. 

Researchers believe that ordinary people are quite capable of developing their own ideas 

and can work together in a cooperative inquiry group to see if these ideas make sense of 

their world and work in practice. (Reason, 1999) 
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1MIPL 

Qualitative Approach 

Research method: 

Action Research 

Interrention process: 

Individual-focused Group-focused 
Intervention 4 10 Intervention 

Outcomes: 

Action outcome: Research outcome: 
Empowerment 4 No Local Theory 

Figure 3.1The flow chart of the Action Research and the research approaches 
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As a new paradigm for human research 

In cooperative inquiry, there are three interrelated aspects of the paradigm for 

human research: the move to participatory and holistic knowing; to critical subjectivity; 

and to knowledge in action. 

Participatory and holistic knowing 

The aspects of a phenomenon can be understood deeply if we know them in the 

context of our participation in the whole system, not as the isolated dependent and 

independent variables of experimental science. 

Critical subjectivity 

Critical subjectivity is a quality of awareness in which we do not suppress our 

primary subjective experience, rather we raise it to consciousness and use it as part of 

the inquiry process. 

Knowledge in action 

Knowledge is formed in and for action rather than in and for thinking or reflection. 

Knowledge of traditional research is often theoretical through the thinking of 

researchers. Knowledge of cooperative inquiry is not just books and academic 

papers, but creative action of people to address matters that are important to them. 

Researchers seek practical knowledge rather than theoretical knowledge. 

Extended epistemology 

There are four kinds of knowledge cooperative inquiry create: 

ii: knowing how to 

ositional: knowing about 

sentati onal: knowing emerges from 

xperiential: knowing h-v encounter 

Fig. 3.2 The Pyramid of fourfold knowing (Heron, 1996, p.55) 
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They are called "Extended epistemology". Epistemology means a theory of how one 

know and extended because it reaches beyond the primarily theoretical knowledge of 

academia. 

The methodology focuses on establishing a co-operative inquiry group a group 

of people who come together to explore issues of concern and interest. Everyone has a 

say in deciding what questions are to be addressed and what ideas may be of help. 

Finally everybody has say in whatever conclusions the cooperative inquiry may reach. 

It is therefore helpful to regard "cooperative inquiry as an essentially emergent 

process because cooperative process have to be negotiated and re-learned by every 

group in every new instance." (Reason, 1995, p.9) So in co-operative inquiry ideally the 

split between "researcher" and "subject" is done away with, and all those involved act 

together as "co-researchers" and as "co-subjects". 

Validity in Cooperative Inquiry 

The practice of co-operative inquiry is not mere subjectivism. The attention to 

questions of validity is of extreme importance. Heron contends that 

the outcomes of a cooperative inquiry are valid i/they are well-grounded in the 

Jbrms u/knowing which support them. The forms of knowing are valid if they are 

well-grounded in the procedures adopted to free them from distortion, and in the 

special skills involved in the knowing process. The validity of each /orm of 

knowing also depends on how sound it is in the light of standards internal to it, 

of autonomous criteria at its own level (Heron, 1996, pp.5/-58). 

In other words, the meaning of validity is well-groundedness, soundness, and having an 

adequate warrant. 
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PR OCESS CONSUL TA TION 
Process consultation is 

the creation of a relationship with the client that permits the client to perceive, 

understand, and act on the process events that occur in the client 's internal and 

external environment in order to improve the situation as defined by the client 

(Schein, 1999, p.20). 

How things are done between people is more important than what is done. 

Process consultation emphasizes the 'process' rather than problems. Through joint 

participation, clients are given insights into what is going on around them, within them, 

and between them and other people. Clients manage to solve problems themselves when 

they have learned the problem-solving skills. 

Basic assumptions 

The consultant, as a helper, cannot learn enough about the organizations to suggest a 

reliable course of action because only clients know best and own the problems. They 

know what will ultimately work in their organizations. 

Unless clients learn to see problems /br themselves and think through their own 

remedies, they will be less likely to implement the solution and learn how to jlx such 

problems should they recur. 

Most clients in/act have a constructive intent to improve things, but they need help in 

ideniiy5ing what to improve and how to improve. 

The ultimate Junction of process consultation is to pass on the skills of how to 

diagnose and intervene. Any change relies on the clients' decision because they own 

the problems. (Schein, 1999, pp.'  7-23) 
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Steps of process consultation 

The three basic steps of process consultation include Psychological Con/coding, 

Joint Diagnosis and Learning of Pro bleni Solving (Schein, 1999). 

I. Psychological contract 

When process consultation begins, a consultant or a helper and client may achieve a 

psychological state in which there is a workable psychological contract. That is, a 

situation in which each party gives and receives more or less what each expects, and 

in which both parties begin to feel like a team working together first in diagnosing the 

client's problem and then jointly exploring the next steps. 

Joint diagnosis 

Neither the client nor the consultant knows enough in the initial contact to define 

what problems are and what kind of expertise relevant to the situation is needed. The 

main goal of process consultation is to help the client make a diagnosis and develop a 

valid action plan by sharing the responsibility for the insights obtained and actions 

planned. 

Learning of problem-solving 

The saying 'instead of giving people fish, teach them how to fish' fits the process 

consultation model. The consultant's rule is to increase the client system's capacity 

for learning so that they can in future fix its own problems. Therefore the client must 

learn to see the problem for himself or herself by sharing in the diagnostic process 

and be actively involved in generating a remedy. Only when the client learns how to 

diagnose and remedy situations himself or herself, will problems be solved more 

permanently and the client will have learned the skills necessary to solve new 

problems as they arise. 
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GROUNDED THEOR V DEVELOPMENT 
Grounded theory is a qualitative research method that uses a systematic set of 

procedures to develop an inductively derived grounded theory about a phenomenon" 

(Strauss & Corbin, 1990, p.24). The intent is to develop an account of a phenomenon 

that identifies the major constructs, their relationships, and the context and process. 

Thus providing a theory of the phenomenon that is much more than a descriptive 

account (Becker, 1 993). Grounded theory is developed by: 

entering the field work without a hypothesis; 

describing what happens; and 

formulating explanations as to why it happens on the basis of observation. 

Grounded theory requires that theory is emergent from the data rather than being 

abstract and tentative. Research questions are open and general rather than formed as 

specific hypotheses, and the emergent theory should account for a phenomenon which is 

relevant and problematic for those involved. 

Strauss & Corbin (1990) provide four central criteria for a good grounded theory: 

I. it should fit the phenomenon, provided it has been carefully derived from diverse data 

and is faithful to the everyday reality of the area; 

it should provide understanding, and be comprehensible to both the persons studied 

and others involved in the area; 

it should provide generality, given that the data are comprehensive, the interpretation 

conceptual and broad, and the theory includes extensive variation and is abstract 

enough to be applicable to a wide variety of contexts in the area; 

it should provide control, in the sense of stating the conditions under which the 

theory applies and providing a basis for action in the area. 

The basic strategies of grounded theory include theoretical sampling, systematic 

coding, and guidelines for achieving conceptual density, variation, and integration. A 

conditional matrix is used to connect and specify the place of micro and macro 

conditions and consequences in a resulting theory (Denzin & Lincoln, 1994). 
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CONCLUSION 
Postrnodernisrn gives rise to pluralism and constructivism and rejects the 

hegemony of positivism. This leads to a very different approach to study organizations. 

Action research focuses on both understanding the meaning of reality as well as to 

helping organizations to improve business performance. That is most appropriate to the 

project. The next chapter will introduce what was done in the project and what 

outcomes were achieved in the whole process of the project. 
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CHAPTER FOUR 

THE PROJECT 

INTRODUCTION 

The purpose of this project was to study a Chinese immigrant entrepreneur to 

empower his small family business - the A. C. Lodge in Darwin, through action research 

and use of the process consultation approach. At the same time, a grounded theory was 

expected to develop. Action research methodologies are focused in terms of combining 

action, reflection and learning. Further reflection and development of a more general 

theory may be used in subsequent research projects in different settings of organizations. 

It is important for the readers to know more about the background information of this 

research project. 

ORGANIZATIONAL BACKGROUND 

Service standard of the business 

A. C. Lodge is a small hotel that provided budget accommodation. Instead of 

stars, A. C. Lodge is rated three Backpacks!  by the Backpacker Accommodation 

Classification Scheme established by the Australian Automobile Association (AAA) 

with funding provided by the Department of Industry Scheme & Tourism in 1997 

(Appendix II). One major difference between Star rating and Backpack rating is the 

facilities. Star rating required a larger scale of the properties depending on the number 

of rooms, staff ratio and the variety of recreational facilities. 

Assessment rating of the service 

The Backpacks rating system consists of a rating from one to five Backpacks. A 

single Backpack' indicates basic accommodation, while five 'Backpacks' indicate 

accommodation of superior standard. The rating is determined by the points allocated 

under Primary and Secondary categories. Primary represents those items that properties 
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should possess and are essential to guest comfort and well being. For example, common 

kitchen provision in a hotel is primary facility. Secondary represents many of the 

optional elements a property may choose to incorporate for the additional benefit of 

guests. For example, the provision of meals to the guests belongs to the secondary 

category. The assessment system consists of a range of points allocated to items and 

areas with the establishment. If the kitchen, for instance, is assessed as cleanliness, there 

are 20 marks in Primary category. If there are breakfast and dinner provided, there are 6 

marks for the Secondary category. 

Facilities of the A. C. Lodge 

Since A. C. Lodge is a small and old hotel, not all the facilities are provided and 

met the assessment. For example, there is no parking available on the premises, no 

wheelchair access, no BBQ facilities available and no telephone in rooms. It is difficult 

to get five Backpacks. There are 24 rooms including four single rooms, six double 

rooms, seven 3-bed rooms and seven family rooms in A. C. Lodge. Each room has its 

own toilet, shower, small refrigerator and television. Besides the public kitchen, there 

is a laundry room with two washing machines and one dryer, one public telephone. 

There are two video players to rent. 

History of the organization 

The business of A. C. Lodge had been operating for over twenty-five years. The 

first owner was also the property owner. He used his property to operate the hotel but 

the hotel was mismanaged, so he sold it to a Malaysian-Chinese immigrant, Mr. C one 

year after. Mr. C ran the business with his wife for over thirteen years but died in 1987. 

The hotel was resold to a Chinese, Mr. W. Mr. W immigrated to Melbourne from Hong 

Kong with his wife in 1973. He opened a small Chinese restaurant in Melbourne and 

worked for about three years. He felt tired of his business because he needed to work 

for very long hours every day. He then closed his business and went to study hospitality 

management in the university. After lie graduated, he was recruited by the casino in 

Darwin. So he moved to Darwin with his wife. He knew Mr. C for some time because 

they went to the same Chinese church in Darwin. After Mr. C died, his wife, Ah Mui, 
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told Mr. W that she wanted to sell the hotel because she was unable to manage the hotel 

alone. At that time, Mr. W's working contract was almost finished. He hoped to run a 

business again, so he bought the hotel from Ah Mui and she was employed and 

continued to work as a housekeeper. 

The new ownership 

After operating the hotel for over ten years, Mr. W decided to have a change. At 

the end of 1998 when he was on holiday in Hong Kong, he had a dinner with his old 

primary school classmates. Mr. W told them he was tired of operating the hotel and 

wanted to sell it. One of his classmates called Peter was interested in his business. Mr. 

W invited him to visit his business. Peter then came to visit Mr. W during the Easter 

holiday in 1999. Since Peter was eager to immigrate to Australia with his wife as well 

as having a business of his own, he then decided to buy the business. He immigrated to 

Darwin with his wife in September 2000 and the business was formally sold to him in 

November 2000. Peter was an engineer in Hong Kong. His wife, Donna, is a Filipina. 

Donna was an owner of a barbershop in Hong Kong. They had no children. Peter 

worked as an engineer for many years, so he lacked hospitality management experience. 

After purchasing the business, he and his wife committed themselves to the business 

wholeheartedly. The business became a small family business. 

Customer profile 

The greatest advantage of the A. C. Lodge is its location. Although the facilities 

cannot be compared with star-rating hotels, it is located at the centre of Darwin CBD 

and it offers budget accommodation. It attracts different kinds of customers - 

backpackers, holiday-makers, tourists, casual visitors and business travellers. Three 

major customers are tourists and backpackers, Aboriginals from the B.B. College and 

Council for Aboriginal Alcoholic Programmes (CAAPs), and staff of the United Nations. 

The accommodation is always full during the high season (from April to 

September). Even in the low season, there is some constant occupancy rates because A. 

C. Lodge had a long- term contract with B.B. College and the CAAPs. Some rooms are 
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occupied permanently. Recently, because of political unrest in East Tirnor, some staff 

members of the United Nations stayed at the A. C. Lodge because of the lower room 

rates. Those UN staff members from developing countries wanted to find cheaper 

accommodation for saving money. 

The occupancy rate 

The average occupancy rate in high season is over 90 percent. July and August 

are the peak months because it is the summer holidays in the Northern Hemisphere. 

Some overseas tourists calling for accommodation from the airport at midnight are 

common because of the flight schedule. But the rest of the time, that is the low season, 

the normal occupancy rate was only 40 to 50 percent. Most of the customers were from 

B.B. College and the CAAPs. Recent years were different because of the UN staff from 

East Timor staying in Darwin. The average occupancy rate was about 60 to 70 percent. 

The physical layout of the hotel 

The hotel is in a two-storey building. The ground floor is a small shopping 

arcade and the second floor is the hotel. The front desk office is on the ground floor of 

the arcade. Because the hotel was built about thirty years ago, the outlook of the hotel 

was old and unattractive. Moreover, the previous owner-manager, Mr. W, was tired of 

running the business, he did not put much effort into maintaining the hotel. The walls 

needed to be repainted, the carpets needed replacing and the curtains needed repairing. 

Because the hotel was on the second floor of the mall, most of the rooms did not have 

windows. When entering the rooms, the first thing to do was to turn on the light and 

then turned on the air-conditioner. The hotel did not have central air-conditioning: each 

room had a separate air-conditioner; the corridor had no air-conditioning. Inside the 

rooms, there were no pictures, no decorations on the wall. Although the facilities were 

old, each room was cleaned everyday except Sunday and the bed sheets were changed 

every day. 
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Staffing 

The owner-manager. Peter 
and his wife. Donna 

2 full time housekeepers 3 part time receptionists 3 casual workers 
-Jennifer -Andrew -Anita (Cleaner) 
-Ah Mui -Sam -Angela (relief housekeeper) 

-Ben (the researcher) -John (repair & maintenance) 

Fig. 4.1 Staffing of A. C. Lodge 

There were eight staff members employed in the A. C. Lodge. Only two 

housekeepers were full time staff - Jennifer and Ah Mui. Jennifer was an Aboriginal 

middle-aged woman who had been working in the hotel for seven years. Ah Mui was 

the previous owner, Mr. C's wife. Because they worked in the hotel for a long time, 

they were very experienced in housekeeping work. 

The rest of the staff members were either part-time or casual workers. Andrew, 

Sam and the researcher worked as part-time receptionists. Andrew was a university 

student from China. He worked two nights per week. Sam was Chinese but could not 

speak Chinese because he was born in Darwin. He was also a university student and 

worked two days per week. The researcher came from Hong Kong and again was a 

university student: he worked every Sunday night. Another three casual workers were 

Anita. Angela and John. Anita was a Filipina. She was Donna's friend. She worked as 

a part-time cleaner every Monday and Thursday. Angela was a part-time housekeeper 

who worked every Monday and acted as relief worker when Jennifer or Ah Mui was not 

available and when they were too busy in high season. John worked as a casual worker 

to repair and maintain the facilities. He worked only when Peter called him. John was 

an East Timor-Chinese who had lived in Darwin for a long time. 
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The present operation 

The room booking and registration was still dependent upon manual work. 

There were some forms to show the whole week's occupancy. When there was a 

customer to call for room booking, the name of the customers would be written down in 

the form. When customers checked-in, they were required to write down their names 

and where they were from. When customers checked out, the employee needed to check 

how many nights the customers had stayed. Because all data were processed manually, 

mistakes were easily made. Customers often asked for a discount and there was no 

policy to follow, the rate of discount depended on the discretion of individual employees. 

Sometimes customers would complain if they knew that another employee offered a 

higher discount rate to another customer. 

THE SITUATION 

Although the business performance in terms of profit and occupancy rate were 

satisfactory at the time the project started, the owner-manager, Peter worried about the 

future market. The United Nations would withdraw from East Timor in 2002 and if the 

contracts with B.B. College and with the CAAPs were not renewed, a lot of customers 

would be lost. Instead of relying on these sources, Peter wanted to find other sources of 

customers. He had ambitions to improve the outlook of the hotel and to upgrade the 

quality of the service like to install computer system so that efficiency of the service 

could be achieved. However, Peter was a new immigrant, he needed a lot of support. 

Not only for his business, he also needed a lot of personal adjustment like social, cultural, 

psychological and environmental adjustment. The consultant had been working in the A. 

C. Lodge as a part-time night shift receptionist for a year. He had more understanding 

about the business. In addition, as Peter and the project worker also came from Hong 

Kong, it was easier for them to communicate. As a process consultant, the consultant 

needed to provide support and confidence for Peter in the process of empowerment. In 

the whole research process, they worked together through collaboration. Peter was 

expected to empower his own problem solving capacity and to make an organisational 

change. 
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METHODOLOGIES OF THE PROJECT 

One of the aims of action research is to develop grounded theory. The discovery 

of grounded theory involves exploring the multiple realities of the actors in a changing 

social scene by engaging them in dialogue and being open to their interpretations of the 

world (Swanson & Chapman, 1994). In order to have a holistic understanding of the 

problem, the researcher must focus on the totality of the problem by exploring what the 

owner-manager's social construct of his system is. That is, the desire to maintain 

competitive advantage of the business. In the research project, any particular 

methodologies did not be specified until the process of collaborative investigation of the 

problem with client system had been completed. 

Action research is an emergent process, it begins with the study of the 

phenomenon of the organization: how the service facilities or quality affects the 

performance of the business and the owner-manager's confidence to run the business. 

The owner-manager and staff members were consulted through interviews and 

observation, and expected that what was relevant to that area would emerge. After the 

real problems were confirmed (the fear of uncertain future, and how to survive and 

succeed in the business), appropriate research methodologies and intervention were 

selected. 

Research processes 

Kemmis's action research protocol (cited in Hopkins, 1985) was used as the 

research processes - plan, action, observation and reflection [refer to the figure 4.2 on 

the next page]. 

The cyclic process was repeated in order to foster deeper understanding of the 

situation and move through several interventions and evaluations. In the first cycle of 

protocol, single-loop learning took place within the existing paradigm. Single-loop 

learning meant incremental change. The values that the people based remained 

untouched. When the protocol is iterative, double-loop learning occurs when error is 

detected and corrected. Double-loop learning refers to people critically reflects on their 

54 



taken-for-granted assumptions. The way they defined reality might result in changes to 

their values. In other words, transformational change was achieved when their 

assumptions and values were changed (Ellis & Kiely. 2000). A new paradigm emerged 

after reflection and fine-tuning has taken place within the existing paradigm. 

II 

CYCLE 1 

Observe 

11 

CYCLE 2 Observe 

Fig. 4.2 Action Research protocol 

Source. Kenimis & McTaggart (1988), The Action Research Planner, Gee/ong: Deakin 
University Press 

Frohman, Sashkin and Kavanagh (1976, p.135) propose various phases to capture the 

action research cycle: 

• scouting to identify an organization and possibly a problem that would 'fit' both 

researcher and client needs; contact with the organization is preliminary 

• entry or orientation when the researcher needs to work on establishing a strong, 

collaborative working relationship with the client; it may involve some initial 

exploration of a problem and methodology and the negotiation of a contract 

• data collection making an assessment of the situation - where the client can be 

involved in both designing methodologies and collecting information 
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• data feedback to the client for discussion and diagnosis 

• diagnosis of the problem and opportunity identification 

• action planning to develop specific action options based on the diagnosis 

• experimentation when various options are trial 

• analysis of the experiments and refinement of action options 

• action and implementation of the plans 

• evaluation of the effectiveness of the implementation, and decisions about recycling 

THE APPROACH OF THE PROJECT 
The approach oF this action research project had six key characteristics: 

It was participatory. Owner-manager and staff members were involved in most 

aspects of the research and action, and the potential problems. Possible interventions 

were identified by the researcher and the employees together, not just by the theories 

of the researcher (Brown & Kaplan. 1981). 

It was co-operative. Owner-manager, staff members and researcher engaged in a 

collaborative joint process in which both contributed their expertise (Kemmis, 1983, 

Peters & Robinson, 1984). 

It was co-learning process. The researcher attempted to insert his knowledge of 

management and also recognized and built on owner-manager's 'local theory', and 

that understanding was used by the owner-manager to change the organization (Elden, 

1986). 

It involved system development. Through the action research process, a system 

(organization) developed the competencies to diagnose and analyse problems and to 

plan, implement, and evaluate interventions aiming at meeting identified needs. 

(Kemmis, 1983). 

It was an empowered process. ThroLigh participation and reflection, the owner-

manager learned and experienced how to increase influence and control over his own 

life (Elden, 1981). 
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It achieped a balance between research and action. Researcher and the owner-

manager jointly determined and strove to maximize both their knowledge and 

understanding of the organization problems and their capacity to take concrete actions 

to change the situation. 

The action research approach was chosen for three reasons. First it was the 

academic requirement of the DBA course. Second, it emphasized establishing a coequal 

and interdependent relationship between researcher and the owner-manager. Third, its 

long-term intent was to transfer ownership and control of the process to the owner-

manager himself. 

Project design 

Based on Burke's idea (994) of organizational change, the intervention model 

of the project consisted of the following elements: 

To act as a change agent and a consultant 

The gathering of information from the client system for purposes of understanding 

more about the inherent nature of the system, determining major domains in need of 

change (problems), and reporting this information back to the client system so that 

appropriate action could be taken 

Collaborative planning between the client system and the consultant for purposes of 

change (action). 

Implementation of the planned action which would be conducted by the client system 

Institutionalization of the change 

Phases 

The project was divided into six phases. Because of the cyclical nature of the 

process consultation, they blended, overlapped and did not always follow one another 

when being implemented in practice. 
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Pre-intervention phase 

• Exploration 

Before formal contact with the new owner-manager, some informal contacts were 

made. The owner-manager's greatest intention was to upgrade and to improve the 

quality of his business. 

• Meeting with the owner-manager 

A formal meeting with the owner-manager explaining the project and consulting his 

expectations, ideas and comments was scheduled. 

• Agreement 

An agreement concerning what the owner-manager wanted and how the consultant 

planned to proceed was reached. 

Contract phase 

• Entry 

The owner-manager was invited to have tea in a coffee shop with the researcher. 

The owner-manager was explained the importance of contracting to clarify both 

expectations and the responsibilities of each party when the project was proceeded. 

• Contracting 

After mutual explorations, a contract with the owner-manager was negotiated. For 

example, a meeting once a week for the three months period was scheduled. In each 

session, the progress and the process of intervention were discussed. Both parties' 

expectation was clarified and the owner-manager's participation for the whole 

research process was agreed. Through the client's involvement, different tasks were 

achieved. This contract was informal and sought the commitment of the client and 

his support. Such a contract was called 'psychological contracting' (Schein, 1999). 

Planning and assessment phase 

• Diagnosis 

Diagnosis began at the entry phase where relevant data were collected through the 

observations, intuitions and feelings of the consultant. Later, unstructured 

interviews, reading of relevant documents were conducted. Finally, all the 
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information was organised so that the client could easily understand how to set 

goals and solve his own problems. 

• Reflection and review 

Through individual reflection and sharing the ideas with the client and employees, 

appropriate approaches were devised. Sometimes the approaches needed to be 

adjusted such as using different questioning skills. This will be discussed in 

Chapter Eight. Actions that were the best suited to meet the clients' needs were 

reviewed. 

• Feedback 

After the diagnosis, reflection and review, feedback were provided to the client 

system, that is, the owner-manager, so that what actions to be taken were discussed 

in order to get the expected outcomes. 

• Action plan 

Once the diagnosis was understood and deemed accurate from the client's feedback, 

action steps were planned immediately. The purpose of the action plan was to 

generate alternative steps for responding correctly to the problems identified in the 

diagnosis, and to decide on what steps and in what order they should be taken. 

4. Intervention phase 

The intervention phase involved implementation of the best action to help the 

client system change. When implementing any intervention, the client's response was 

observed. The effectiveness of the intervention was analysed so that immediate 

correction could be taken when necessary. 

The intervention was focused on two client systems - the owner-manager and all 

the employees. The intervention with the owner-manager was to help the client to 

adapt to the new culture and develop his communication skills with his employees. 

The intervention with the employees was concerned with how to develop team spirit. 

For example, the owner-manager was asked to have staff meetings every fortnight. 

During the whole research process, the researcher attended five staff meetings. 

Through the staff meetings and individual interviews, the researcher helped the 
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employees to change the working habits and to empower their personal capacities at 

work. The details of intervention are discussed in Chapter Six. 

Evaluation phase 

Evaluation was important not only at the end of the project but was an ongoing 

process. Only through reflection and evaluation, could single-loop and double-loop 

learning be attained. 

Disengagement phase 

Learning and improvement are a continuous process in every successful 

organization. Without learning, there is no improvement. Only when an organization 

improves its performance continuously will reach the success of the business. The 

project was completed when the objective was achieved - that was, the client system 

was empowered to own and solve their problems or to change. 

DOMAINS OF LEARNING 
The most transformative learning in the project was to re-examine the 

consultant's fundamental beliefs, attitudes, assumptions and values in three domains 

(Bunning, 1995): 

I. The content issues 

How the work and life experiences influenced the consultant's views? 

The process issues 

How should the consultant go about addressing social and organizational problems 

and change issues? 

Personal functioning issues 

What was the consultant's role in relationship with the owner-manager and the 

members of his staff? Did the consultant's role as a part-time employee conflict with 

the role as a consultant? 



This project offered the consultant a good opportunity for learning about the 

process of intervention and the empowerment of the new owner-manager. If possible, 

the researchers practical managerial knowledge and communication skills could be 

shared with all members of the small business enterprise. 

RESEARCH ETHICS 
Action researchers, like all other disciplined researchers, must pay attention to 

ethical principles. Winter (1996, p.16) proposes the following ethical principles for 

action research fieldwork that to be observed: 

All relevcint persons, committees and authorities should be consulted in advance; 

All participants must be allowed to influence the work, and the wishes of those who 

do not wish to participate must be respected; 

The development of the work must remain visible and open to suggestions from 

others; 

Permission must be obtained be/öre making observations or examining documents 

produced/br other purposes; 

Descriptions of others' work and points of view must be negotiated with those 

concerned before being published and; 

The researcher must accept responsibility for maintaining confIdentiality. 

All the actions and data collected in this research project were based on the 

principles of research ethics. Without the permission of the client and the consent of his 

employees, no research action was done or no data was released outside the organization. 

All data information is protected by following the research ethics and the research 

project is absolutely ethical. 
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ROLES IN THE RESEARCH PROJECT 
Action research methods include both a 'content' and also a relationship' 

component. The content aspect refers to generating research questions, designing 

methods, collecting and analyzing data and so forth. The relationship component refers 

to the nature of the interactions and the dynamics between researcher and organizational 

members. There were different possible roles for the project worker to play in the action 

research process and such roles were changed when the process changed. For example, 

the consultant acted the role as collaborative investigator when the project started, but he 

became an interventionist during the intervention phase. In different situations different 

roles were played. 

The dual employee/ researcher roles 

Since the consultant was a part-time worker of the hotel and at the same time 

acted as a consultant-researcher, was there any role conflict? The answer is 'no'. The 

consultant worked only on a Sunday night. Although all the staff members were known 

before, he seldom had a chance to meet them because he only worked one night per 

week. To safeguard that the consultant did not confuse the dual roles, he did not do 

project work during his working hours. Most of the time the consultant worked as a 

consultant-researcher at daytime so that most of the staff members could be met. The 

staff meetings were held at 10:30am on Wednesday mornings fortnightly. He only met 

all the employees at this occasion because all the part-time workers were invited to 

attend. They all knew that the consultant had dual roles. Even the owner, also the client, 

did not find any problem with the consultant's roles. 

The role as a researcher 

The action research could be seen as a cyclical process as mentioned before. It 

involved a number of phases: analysis, fact-finding, conceptualization, planning, 

execution, evaluation and identifying learning. Since the paradigm of action research is 

different from the positivist paradigm, the human mind is seen as the originator of 

knowledge and a source of construction of reality. So this research project is to respond 

the problems and needs of the organization and to create new theory locally rather than 
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to prove or to test any hypothesis. As a qualitative researcher, the role is to concentrate 

on words that are consistent with the body language, to observe how the client system 

express their reality and their reactions in different situations of the organization during 

the cyclical process rather than to generate or test a general theory. 

The role of collaborative investigator 

The action researcher in an organizational setting would draw the researcher and 

the owner-manager into a joint process, aimed at meeting both research and intervention 

objectives. The researcher and the client system (that is, the owner-manager and the 

staff members) came together and identified potential problems; underlying causes and 

the possible interventions. The problems were defined after dialogue between the 

researcher and the client system and a mutual understanding was reached, 'Praciical 

action research seeks to improve practice through the application of the personal 

wisdom of the participants" (Grundy, 1982, p.357). 

The role of reflective practitioner 

The key component involved in action research is the notion of praxis. Action 

research is intended to be the reflective counterpart of practical diagnosis (Elliott, 1978). 

Schon has provided an individual, self-directed, experience-based professional learning 

and developmental process for the practitioner with the concept of the reflective 

practitioner (Schon, 1991). As reflective practitioners, reflection can be used to generate 

models from a body of previous knowledge. These models are used to re-frame a 

problem; then experiments are performed to bring about outcomes which are subjected 

to further analysis. This model (called reflection-in-action) frames means and ends 

interdependently and recognizes that there is little or no separation of research from 

practice, little or no separation of knowing and doing. 

The role of management consultant 

Consultant in this project refers to management consultants who are concerned 

with the problems of running a business (Gummesson, 2000, p.34). Schein (1990) 

distinguished 3 models of consultancy: doctor-patient model', 'expertise model' - 
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providing expert information; and 'process consultation model'. Since the aim of 

action research is concerned with problem solving for the particular organization, the 

role of the consultant is to help the client system to develop its own resources. The 

expert role creates a kind of dependency that does not lead to internal skill development. 

The consultant should therefore stay out the expert role and act as a process consultant 

(French & Bell, 1995, p.273). Through intervention in the process of consultation, 

client participates in the diagnosing process and insights will be spawned so that they 

are empowered to solve the actual management problems. 

WAYS TO GAIN SUPPORT DURING THE RESEARCH PROCESS 

The aim of the researcher was to understand the participants' perspectives and 

ways of making meaning. The research process was not one-off,  short-term activity but 

an on-going process adapting as far as possible to the dynamic events occurring in the 

local environment. Getting people's support was very important. The best way to gain 

support was to develop a friendly relationship with the staff members. When the 

research started, rapport was developed during all possible occasions such as chatting 

with employees during tea break, lunch and participating in their informal social 

activities. Although the consultant had dual roles to play as an employee and a 

consultant - there was no chance to work with them because the researcher only worked 

one night per week. Anyway, in doing so the staff should not feel threatened to check 

or to evaluate their performance by the presence of the researcher. After they managed 

to accept the consultants work, the subsequent research process and intervention were 

implemented very smoothly. 

To gain trust from the owner-manager and employees was another way to 

facilitate their support. Trust was based on understanding and social norms. It 

encourages openness and honesty in communication and thereby provides a secure 

foundation for any collaboration (Rura-Polley & Palmer, 1998). Where informal social 

norms guided behaviour, formal sanctions became less important. (Berger & Luckrnann, 

1967). Thus, the researcher should understand and follow the employees' social norms 
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such as to share and exchange informal information by means of chatting in order to 

gain trust from them. A high level of trust might experience lower time costs and higher 

efficiency in collaboration action (Etzioni, 1988). 

CONCLUSION 
This project was an intervention in a small hotel operated by a new immigrant 

entrepreneur who bought the business recently. The hotel was an old hotel which had 

been operating for about thirty years. Because the immigrant owner-manager lacked 

experience in hotel management and the hotel needed a lot of renovation and 

improvement, the research aims were to strengthen his management techniques in order 

to reduce the fear of uncertain future and to succeed in his business. The methodology 

of action research used was collaborative inquiry with process intervention. Through the 

owner-manager's participation, he was empowered to solve his own problems and at the 

same time, the emergent theoretical theme was how a small business owner became self-

empowered. More detail on developing the local theory will be discussed in Chapter 10 

and 11. 
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PART II 
THE ACTION RESEARCH 

PROCESS AND 
RELEVANT OUTCOMES 



CHAPTER FIVE 

THE RESEARCH PROCESS 

INTRODUCTION 

A research process is significant to any type of research. During the research 

process, different research methods and techniques can be used. In qualitative 

methods, it yields general descriptive information and seeks concepts, insights and 

understandings (Henderson, 1991). In this action research project, unstructured 

observations, open-ended interviews, joint diagnosis and active inquiry were used. 

(Refer to the diagram of the research process on the next page.) 

In order to get the respondent's commitment and permission (that was the owner 

manager) before starting the research, an agreement was negotiated. In technical 

term, a psychological contract was made. 

THE PSYCHOLOGICAL CONTRACT 
The psychological contract is an unwritten agreement between the 

consultant and the manager spelling out each party 's expectations and obligations 

for the duration of the organisation development project" (Boss, 1985, p.285). The 

qualities of a good psychological contract are - honest, realistic, thorough, 

interpersonal sensitive and make the project succeed. Unlike a formal contract, the 

purpose of a psychological contract is not for the legal safeguard of either party but 

to initiate and enhance the commitment when the client and the consultant work 

together (LaGrossa & Saxe, 1998). Psychological contracting is the beginning phase 

of the research process in this project (Fig.5.1). 
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Interventions 

A 

c) 
L 

V 

Fig.5.1 Research process of the project 
Source: LaGrosva, V. & Saxe, S. (1998), The consultative approach: partnering for results, 

San Francisco: loss ey- Bass/P/fftr Inc. 

People commit themselves to things only when they believe that they have 

direct benefits or interests. As a consultant, there was no direct control over any 

implementation of change or no authority to order the client to take action. It was 

very dependent on the client for getting results. If the owner-manager felt that 

something was important to him and he managed to handle a change, he would be 

motivated to exert his effort to make things work. In other words, only internal 
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commitment would be the key to consultation leverage and impact. To get the client 

to be involved and committed, both parties needed to reach an agreement in 

contractual terms stating what the client and the consultant expected from each other 

and had mutual consent of how they were going to work together. Whether the 

contract is verbal or written, such initial contracting was called a psychological 

contract. 

The initial contract of the project defined the organization's problems from 

the client's point of view. Through discussion and negotiation, the owner-manager 

recognized that his problem would be modified by the subsequent actions and 

interventions. The contract also identified what each party expected the consultancy 

to accomplish and thus realism together with clarity of communication was essential. 

The contents of the contract can be seen in Figure 5.2. It includes: 

The boundaries of the study 

The research project dealt with how to survive and succeed the client's 

business and how to overcome the fear of the uncertain future. The project 

was concerned with the organisation's overall performance and finding out 

the areas of improvement. The research process was a collaborative 

consultation process. To reduce the employees' resistance, employee 

individual appraisal would not be conducted. 

Objectives of the project 

In order to help the client identify what the project hoped to achieve, 

and its limitations, the objectives of the project were clarified so that the 

owner manager could have a realistic idea about the progress of the project. 

Since a consultant was not a magician, it was necessary to emphasize that the 

consultant could not handle everything but only worked on certain specific 

areas. The main objectives were: 

to find ways to survive and succeed in the client's business; 

- to empower the owner manager how to overcome the fear of the uncertain 

future. 
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Client Consultant 

Psychological contracting 

•Helping client understand: 

The boundaries of the studies 

Objectives of the project 

How data was collected 

The consultant' s roles 

The importance of the client's support 

and involvement 

The consultant's expectation 

Giving feedback, not criticism 

•Helping consultant understand: 

The client's expectation 

•Both parties should know: 

Time schedule 

Confidentiality 

Fig.5.2 Psychological contracting between the client and the consultant 
in this research project 

3. The data and data collection methods 

Qualitative methods were used for data collection and analysis by 

means of observations, interviews and reading relevant documents. To have 

accurate analysis of the whole service, interviewing employees, 

understanding their attitudes, reading policy and procedural documents, 
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observing the daily operation of the enterprise and knowing how employees 

to deal with customers were necessary. Getting the owner-manager's 

permission was needed when the relevant data was accessed and relevant 

people were contacted. 

The establishment of a working relationship with the client 

The personal relationship between the client and the consultant was 

critical to the project's success. Because the consultant had worked in the 

organization as a part-time worker for over a year, the client knew him before 

the project started. The consultant emphasized that he had informed all the 

people of the organization that his role was a consultant when he worked on 

the research project. It should not be confused with his role as an employee 

when he was on duty during his working hours. Clear ground rules should be 

established for clearer communication with each other. To work with the 

client as a consultant, the consultant played a collaborative role. He was not 

to solve problems for the owner-manager but to apply his knowledge and 

skills to help the client solve problems. In other words, problem solving 

became a joint undertaking. Implementation responsibilities were to be 

determined by discussion and agreement. It was hoped that with this client-

consultant relationship, greater trust and client's commitment would result. 

The importance of client's involvement and support 

The client was invited to participate whole-heartedly in every step of 

the implementation. To achieve the desired outcomes, collaborative effort 

was very important. It was stressed that the project worker would not work 

for the client, but worked with the client. The consultant also requested the 

client to give him full support since he had no authority or power to demand 

employees to cooperate with him. Only having the owner-manager's support, 

the project could be carried out smoothly. 

The consultant's expectations of the client 

At the contracting meeting, the project worker also explained what he 

needed and wanted. If the client refused to promise something that was 

essential to the success of the project, negotiation with the owner-manager 
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was made until reaching a consensus. First, the consultant was entitled to 

expect the owner-manager's full support of the project. Second, both parties 

were expected to behave honestly. The owner manager should agree to tell 

the consultant the truth: if he was dissatisfied with the project, he should tell 

the consultant openly and directly. If the consultant made a mistake in 

handling a subordinate, or did inadvertently something to damage the project, 

the consultant should be informed. If the client intentionally suppressed 

important information, the project could fail. Third, the owner manager was 

asked if he was willing to hold fairly regular meetings to evaluate the 

progress of the project effort and the performance of each party. Lastly, the 

consultant requested to have a right to make independent, informed 

judgments about the organization's problems and therefore needed access to 

its files. In all probability, the consultant helped the employees learn and 

change the organizational culture throughout the research project. 

Giving feedback, not criticism 

Throughout the diagnosis process, different feedback would be 

provided to the owner manager continuously. The types of feedback will be 

discussed at the end of this chapter. Whether the feedback given to the 

owner-manager and the organization were positive or negative, it was only 

information describing some of the behaviour or the performance observed in 

the organization. Such feedback was not criticism. The client was free to 

accept or reject it. Anyway, through honest feedback, the owner-manager 

understood the strengths and weaknesses of his management style and the 

overall business situation. By reflection of the feedback, he learned how to 

improve his performance and how to implement management change. 

The owner-manager's expectations of the consultant 

The owner-manager had no experience with organizational 

development. He did not know what to expect until the probing questions 

forced him to define just what he had in mind. For example, he had different 

ideas on how to upgrade the existing facilities. How could his ideas be 

implemented systematically? How could he plan for the future? A series of 

questions were asked to help the client reflect. 

72 



Before making this contract, the owner manager saw the consultant as 

an extra pair-of-hands'. He thought that the project worker could assist him 

in repairing furniture, fixing some electrical appliances or in purchasing 

goods. At the contracting meeting, it was clarified how the project worker 

expected to apply the specialized knowledge and skills in helping the owner 

manager to implement action plans and to achieve the project goals. It was 

stressed that through collaborative relationships, the owner manager had to be 

actively involved in every step, in setting goals, in developing action plans 

and in sharing responsibility for success or failure 

Time schedule 

The owner-manager agreed that the consultant could start the project 

if everything was clarified and agreed. It was expected that the consultant 

could use about three months to study the organization and to make an 

appropriate intervention. 

Confidentiality 

One area of the owner-manager's worry was the handling of 

information collected in the course of the project. The owner-manager feared 

that the consultant would violate employees' individual privacy or disclose 

information that would damage the organization. More likely, he might 

expect the consultant to assume ownership of all information collected, 

without regard to protection of confidentiality. As the research ethics 

mentioned in chapter 4 and the psychological contract in this chapter, it was 

guaranteed that all information collected were kept confidential. In 

paraphrasing the client's answers, the owner-manager's fear and expectations 

were clarified. 

In short, the psychological contract was a preliminary definition of the 

organization's problems from the client's point of view and an agreement 

concerning what each party might expect of the other. 
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OBSERVATION AND ANALYSIS 

In the action research approach, there is no hypothesis. The research 

questions cannot be tightly framed. All phenomena are understood through 

observation and participation and the processes of data collection and analysis are 

cyclical (Bullock, 1993). Participative observation and interviews as the data 

collection methods were used. Before making any intervention, the whole 

organization was observed in the following aspects: organization structure, 

leadership and management style, human resources, finance, communication, 

customer service and organizational culture. 

ORGANIZATION STRUCTURE 
Many small organizations usually do not a have well-organized structure. In 

A. C. Lodge, it would be difficult to make an organization chart because there were 

no clear division of labour. 

Observation 
Although every employee had to serve as a specialist in one area, they 

frequently did a number of different things. It might be said that the structure was 

flexible, responsive to client needs when required. For example, when a customer 

complained that the light in the room was not functioning, the receptionist was 

required to fix it such as to check the fuse or to change a new light bulb. The 

receptionist sometimes helped the housekeeper to clean up rooms when many 

customers were waiting to be checked-in. Employees could develop new areas of 

skills and knew the operations of different area simply because there was no other 

way to get things done. Anyway, it was obvious that the owner manager was less 

concerned with job demarcation or with a person's job description than on getting the 

job done. 

Analysis 
Because of the limited number of staff, there was no job demarcation and no 

clear job descriptions. Employees needed to do a great variety of works when 

requested. In large companies, the major functions of the businesses - such as 

finance, marketing, personnel, research and development, production or customer 
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service - are generally departmentalized, with a person experienced in the function 

assuming responsibility for its accomplishment. In A. C. Lodge, the owner manager 

was the only person to give orders, assign tasks to employees. There was no clear 

functional division of labour. 

LEADERSHIP AND MANAGEMENT STYLE 
In most small and family businesses, management tasks are usually 

concentrated in the hands of the owner-manager or their family members. They do 

not let anyone else have any authority. Goss (1991) suggests four types of employer 

control in small business: 

Fraternalism - the boss works alongside the employee 

Paternalism - the employer (who is of a significantly higher social standing 

than the employee) is responsible for the well being of the employee. 

Benevolent autocracy - the employer emphasizes the closeness of links with 

the employee, whilst at the same time stressing that poor performance could 

endanger the livelihood of all working for the enterprise. 

Sweating- the employee is exploited and does not even have a token 

involvement with the management of the business. 

Observation 

The management style of the former owner of A. C. Lodge, Mr. W and the 

existing owner, Peter was Paternalism'. They did not have any policy documents 

but all decisions were centralized. They seldom delegated authority to their 

employees. Typically, most small business owners have too much to do with too 

little time. The owner-manager, Peter, and his wife worked seventy hours or over 

per week. They spent all their time on every operating activity, keeping an eye on 

every worker and solving every small problem. The failure to delegate and assign 

appropriate chores to subordinates, they seemed to waste a lot of time on trivial 

matters. The Paternalism style of leadership assumed that subordinates would follow 

all his orders, but seldom thought about the delegation of authority. 
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Apart from that, the owner-manager superficially has absolute power to 

command order and influence subordinates, in reality the flow of influence or 

authority was relative and flowed two-ways. For example, the most experienced 

worker in A. C. Lodge was Ah Mui'. She was respected by all staff members but 

she was sometimes hot tempered. Theoretically the owner-manager had authority 

over every employee and could order her to do many work related activities. In 

practice the owner-manager was fear of her temper and would often change his 

leadership pattern to accommodate her. The client was undoubtedly unhappy about 

this, but he felt there was little he could do. 

Analysis 

The centralization of the owner manager's authority made him become 

autocratic. Subordinates did not have loyalty to the organisation if they only followed 

the top-down commands without any autonomy in their work. Only satisfying the 

owner-manager's commands would induce employees to avoid responsibility, 

initiative and innovative productivity. Since management was only a part of the 

whole, the success and failure relied heavily on the staff performance. There was no 

initiative of work. Unbalanced relationships between the owner-manager and 

subordinates occurred and it showed that autocratic management was not the best 

management style for a small business. It also reflected that the owner-manager 

lacked management skills by means of delegation. Appropriate delegation increased 

the employees' commitment as well as saved the owner-manager's time and efforts. 

HUMAN RESOURCES 

Small business owners usually have little background in management theory 

and practice. They operate by handling individual problems as they arise, and they 

see no connection between the decision they make in a specific instance and the 

establishment of a policy that will govern the outcome of similar situations in the 

future. They view policies as something that managers in large companies are 

concerned with but not to be important to their businesses. They expect employer 

and employee to be personally acquainted, frequently on a first-name basis. The 

relationship is informal and close (Boer, 1997). 
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Observation 

In A. C. Lodge, there was no policy in human resources like recruitment, 

training and staff evaluation. The owner-manager spent most of his time in 

maintenance, finance and daily operation, and neglected the matter of personnel 

needs. 

In recruitment, because there were no recruitment policy and selection 

procedures, selecting an employee was usually based on the owner-manager's 

intuition. The owner-manager believed that the employee selection process like 

arranging time for interviews, preparing questions, comparing the applicants' 

strengths and weaknesses and informing unsuccessful applicants was time-

consuming. Because the owner-manager was too busy, he thought it often forced 

him to make hasty and ill-judged decisions. From the consultant's observation, the 

former owner-manager often recruited an employee by random selection among 

friends, relatives or the applicants introduced by someone else. He believed that it 

would be dependable and trustworthy to employ someone he was acquainted with. 

Even though the performance of a new recruit was not satisfactory, he assumed a 

dictatorial stance: I have my way to run my business. If any staff does not fit, I can 

fire him or her. If they don't like me, they can leave'. Of course employees might 

have a different attitude. They expected their employer to be considerate, fair and 

show concern. 

In training, on the job training was the most common method used when a 

new employee was recruited. This was done by Peter in a non-systematic and 

haphazard way which meant that training was fragmented, inconsistent and difficult 

to follow. 

To evaluate the staff performance, the former owner-manager Mr. W seldom 

conducted staff appraisal. Only when staff members requested a raise did he try to 

evaluate their performance to justify the level of raise. If staff members had clear job 

descriptions, their duties and responsibilities, the owner-manager could perhaps more 

easily to evaluate their performance. For example, to what extent did the employee 

perform his or her duty well? In which areas did the employee need to improve? 

With a systematic evaluation guideline, staff appraisal would be easy and effective. 
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Anyway, Mr. W usually used his personal judgment to measure abilities, potential 

and limitations of staff without any systematic appraisal interviews. 

Because there were no personnel records, the owner-manager only retrieved 

his memory of personal facts about them. Sometimes staff members argued with 

him and queried his judgment. In such circumstance, staff evaluation became very 

negative being criticized by the owner-manager's subjective judgment, no 

guidelines and no formal recording. A housekeeper told the owner-manager twice 

that some beds had no castors. This made it difficult to move the beds and clean up 

the dust under the beds. But in staff evaluation, the owner-manager mentioned that 

her work was not satisfactory because he found some rooms were not really clean. 

Dust was on the floor under the beds. The housekeeper was frustrated and upset. 

Without keeping records and marking the progress of employees' performance, 

everything relied only on the owner-manager's memory, which was not fair to them. 

Analysis 

Because there was no clear human resource policy, the owner-manager did 

not keep any written record in the personal files. Besides, all the full-time employees 

in A. C. Lodge were female workers and the nature of work was usually manual 

work. They belonged to unskilled occupations like housekeepers and cleaners, and 

they worked individually. Interpersonal conflicts seldom occurred, but employees' 

commitment was not high because of the limited career path and the centralized 

authority of the owner-manager. No teamwork was developed. Even though there 

were some arguments between staff, they did not settle them frankly and openly. 

Grievance procedures and mechanisms for conflict resolution that exist in large firms 

were not appeared in the client's business. 

FINANCE 

Every business requires a flow of cash. Without cash, insolvency occurs and 

trading ceases. Like most small business, the A. C. Lodge was self-financing. The 

owner-manager operated it by relying on his personal capital. He sold all his 

properties, used his savings and early retirement settlement in Hong Kong to buy the 

business. Of course, banks were the obvious source of financial assistance like 
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personal loans and overdrafts. Since Peter was a new immigrant and just started up 

his business, it was difficult for him to get any help from banks. 

Obsetion 

Finance is a very sensitive area to every organisation. How much did the 

owner-manager buy his business for? What was the previous return of A. C. Lodge? 

Such information was strictly confidential. As a sole trader, Peter was cost-

conscious because he was responsible for all profits or losses. Without any external 

financial assistance, he needed to be cautious of spending every dollar due to the 

limited source of capital. From the consultant's observation, although the funding 

source was limited, the client managed to use his capital appropriately. For example, 

he never cut any operational expenses or labour costs for saving money. On the 

contrary, he spent a large amount of money as working capital to replace the hotel 

carpets, some furniture and equipment. Besides, he employed an additional part-time 

employee to clean up the corridor, windows and stairs weekly. He told the 

consultant that if he made a profit in the first two years, he would reinvest all the 

profits in his business in order to upgrade and improve his business facilities. He 

believed that customers would come back only when they felt comfortable and were 

satisfied with the service. 

Analysis 

Although the main financial source of A. C. Lodge was the owner manager's 

personal capital, he was willing to spend money to reinvest in his business and 

desired to make the organisational change including renovation and aggressive 

promotion of the hotel. He had a positive attitude to his business. To upgrade his 

hotel was the ultimate goal to motivate him. Having a future vision, Peter had 

devised long-term financial planning. 

COMMUNICATION 

In communicating with employees, it seemed that the employer in their small 

business had an advantage over large corporations, since it was easier for an owner-

manager to communicate with fewer employees than it was for a management team 
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to communicate with hundreds of workers. Because of the small number of 

employees, informal one-way communication was commonly used. 

Observation 

In the client's hotel, the owner-manager chatted and assigned tasks to 

employees individually. Such talks were very important since they presented an 

opportunity to pass on information to them and seemed to be effective means of 

getting to know what was on an employee's mind. In fact, the owner-manager 

implicitly assumed that his message being sent was clear and ignored whether the 

messages were understood or not. For example, the owner-manager briefed a new 

staff member, Andrew who worked as a night shift receptionist in the front desk 

office. The client told Andrew that he needed to make sure that all the doors were 

closed. Next morning, a housekeeper told the owner-manager that she found a tramp 

sleeping on the ground inside the rear door. Andrew said he just checked all the 

doors of the main entrance but did not know that the rear door needed to be closed 

too. This incident showed that Andrew, as a newcomer, might not be aware of the 

rear door and the owner-manager assumed that Andrew was sensitive enough to 

understand his message. In the employee's mind, the owner-manager also had faults. 

Since Andrew was a new employee, the owner-manager should have given written 

instructions to him. Verbal instruction alone was not clear and insufficient. 

Another problem was lack of a staff manual. A customer who was UN staff 

had complained that he was given 5% discount only for staying five nights but his 

friend had 8% discount offered for staying three nights by another staff member. 

Since there was no policy or instruction on how to deal with customers' request on 

offering discounts, the ways to treat different customers would be inconsistent. 

Analysis 

The owner-manager often assumed his message was clear. Giving instruction 

without checking the receiver's feedback might cause message distortion, 

misinterpretation or misunderstanding. Not only the message should be clear, the 

provision of communication channels was also important. For example, staff 

meetings are needed in every organization. But in A. C. Lodge, they did not have 
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any staff meeting. The owner-manager thought that staff meetings incurred the cost 

of working time, but did not see what benefits they brought to the organization. Only 

through regular formal meetings, staff members could have an opportunity to interact 

and to share information. Team spirit could then be developed. The owner manager 

relying on daily face-to-face personal contact to convey his message was not enough. 

If one of the employees was on leave or the owner manager forgot to tell one of his 

employees, his message could not be received and appropriate actions could not be 

taken immediately. It would be hard to get the job done efficiently and effectively. 

Besides, employees' manual and formal company policy are important documents to 

guide the employees how to follow. When there was insufficient information about 

how to behave, staff members usually worked on their own ideas. Mistakes and 

disputes with the owner-manager were sometimes caused. In short, regular staff 

meetings were recommended and company policy should be developed. 

CUSTOMER SERVICE 

There are widespread misconceptions about the quality of customer service. 

Many believe that quality only apply to those large hotels with high room rates. 

Quality service in fact simply means " service that consistently meets or exceeds 

customer expectation" (Woods & King, 1996, p.93). Quality service is one of the 

critical factors for success in any business. To attract and retain customers, we 

should not only satisfy our customers' expectation, but also give them a memorable 

experience. The greatest success of business results from customer retention, loyalty 

and repurchases rather than new customer acquisitions. 

Observation 

Every employee is a different entity with different attitudes, experiences, 

perceptions, values, thoughts and so on. Without proper staff training, the service 

quality will vary and inconsistent. From observation, although employees with 

cheerful and outgoing personality traits could easily develop better customer 

relationship, care and concern about customers' need were more important to earn 

customers' loyalty. For example, Angela told the consultant that about a year ago a 

European tourist told her that he lost his purse when he was checking out. He would 

leave Australia and went back to England but had no money to take the shuttle bus to 
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the airport. Then Angela gave him ten dollars. A month later Angela got a letter 

from that customer to thank her and there was a £100 cheque inside. Angela was 

surprised because she did not expect the customer would give her back the money. 

Another case was different. Once a Japanese tourist customer asked Andrew, 

a part-time staff member, whether she could use the office telephone to make a local 

call to her friend saying goodbye. Because she had no coin to use the public phone, 

she requested Andrew to give her forty cents if she could not use the office telephone. 

However, Andrew refused both of the requests. The customer looked very 

disappointed on leaving the hotel. 

Analysis 

Both Angela and Andrew did not receive any staff training, but had different 

attitudes towards customer services. In order to develop consistent service quality, 

staff training, especially to those employees with rigid attitude, was significant. 

Whether the employees cared enough about customers' needs focused on the so-

called 'little' things it took to keep the customers coming back. It determined how 

loyal customers were and how likely they would use the service again. Loyalty was 

bought when service exceeded what the customers thought they were getting. 

Customers would consider the quality of service and personal interaction, not 

necessarily the size of the hotel. If employees were rigid and paid no attention to 

quality and customer service, the organization was going to suffer. When a customer 

was disappointed with service like the air conditioning not being cool or the water in 

the bathroom not hot, the customer would be upset because he or she expected to 

have a comfortable stay. Instead of telling the customer 'I can't help you, tell our 

manager to fix it', we should empower our employees to satisfy the customer to 

ensure that all customers had a totally satisfying and positive experience. So the 

owner manager needed to provide training to employees in order to develop positive 

attitudes towards customer service. If employees understood the importance of 

individual customer needs, better service quality would be rendered. 
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ORGANIZATIONAL CULTURE 

Organizational culture or corporate culture is extremely important in 

understanding an organization. It refers to all aspects of the working environment 

including rites, rituals that can be seen or the shared values and beliefs that cannot be 

easily seen (Alvesson, 1995). There are four major elements of a corporate culture - 

basic assumptions, values, norms and artifacts. Before any diagnosis was made, the 

consultant attempted to observe the organisation culture of A. C. Lodge from the four 

major elements: basic assumptions, values, norms and artifacts. 

Observation 

Basic assumptions 

Basic assumptions are the invisible and implicit assumptions that tell staff 

members how to perceive, think about, and feel about things. They are unconscious, 

taken- fo r- granted assumptions about how organizational problems should be solved 

(Alvesson. 1995). The former owner-manager of A. C. Lodge had a far-reaching 

influence on how employees perceived and felt about their tasks. The casual workers, 

who were usually students, worked only for a certain period of time for hourly rate, 

their turnover was high. They had no great commitment to the hotel and did not 

assume any responsibility for serious matters. If a problem could not be solved, they 

would call the owner-manager. On the contrary, permanent full-time workers were 

more loyal to the organization compared with other employees. They were more 

committed and had greater responsibilities than the casual and part-time employees 

because they all had been working in the organization for a long time. Despite the 

basic assumptions of employees' commitment, some of them shared a basic 

assumption about customers "all customers are always right". They understood the 

importance of customer relations - to satisfy customers' needs as much as possible to 

compensate for the inadequate and unfashionable facilities of the hotel. Without 

customers, the business could not survive. 

Values 

Values, according to Dose (1997, pp227-228), 'are evaluative standards 

relating to work or the work environment by which individuals discern what is 'right' 

or assess the importance of preftrences'. Values have a higher level of 
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consciousness than basic assumptions. They tell members what is important in the 

organization and what they need to pay attention to. If values develop, it affects 

what a staff member does. Even in different situations, a person's value is difficult 

to change once it is developed. Because the former owner-manager, Mr. W, stressed 

the value of customers for the survival of the business, every staff member knew that 

losing a customer meant losing business revenue. If the business had difficulty in 

surviving, their jobs would not be secure. Besides, they also knew that the business 

sought to survive more than to expand. The business strategy was cost saving rather 

than reinvestment. The present owner-manager, Peter, had different strategy and 

value. He preferred expansion of the business to just survival. He would reinvest 

what he earned in the first two years. He also hoped to change the employees' value 

towards the service - not only to survive but to expand the business aggressively. 

Norms 

Just below the surface of cultural awareness are norms guiding how members 

should behave in particular situations. At A. C. Lodge, it seemed that every staff 

member used their own ways to work with customers independently, or to follow the 

tradition - 'it has always been done this way'. If a decision was required like 

customers asking for more people to stay in one room, staff members, especially 

casual workers, usually consulted the owner-manager. Only permanent full-time 

workers made their own decisions if the owner-manager was not in the office. Thus, 

besides the owner-manager's instruction, asked senior employees or followed the 

tradition were the organizational norms. 

Artifacts 

Artifacts are all the phenomena that one sees, hears, and feels. They are 

visible and audible manifestations of the corporate culture (Alvesson, 1995). The 

cultural manifestations observed and heard were: physical architecture of the 

organization, system and technology, staff behaviour, historical stories about the 

organization and visible traditions. 

Physical architecture - The location of the hotel was in the Darwin City and was 

very convenient. It was very close to the Mall and most of the shops and restaurants. 

The geographical advantage helped the organization to capture a lot of customers. 
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But the physical layout was old and facilities were inadequate. The dark grime in the 

carpets could be seen. There were no decorations like pictures or small plants in the 

reception area and the corridor. There were no seat or sofa in the lobby. The interior 

arrangement could not give customers a home like feeling. Besides, because of the 

limited space, the reception and the office were in the same area. Although the office 

was small, communication between staff members in the office was rare because the 

working schedule of every employee was different. Any message to circulate or to 

convey was relied on reading the work diary and the verbal communication with the 

owner-manager. 

System and technology - The organization still relied on a manual system for room 

booking, reservation, issuing receipts and guests credit audit. There was no cash 

register and computer. Mistakes occurred frequently especially during the peak 

seasons such as room overbooking, overcharging or undercharging customers' bills, 

missing replying and confirming customers' bookings; and misinforming room 

numbers to housekeepers to clean up rooms. 

Staff behaviour - Since there was a value that the business sought to survive rather 

than to expand the organisation, most of the staff members work by following 

tradition. Even though they had any creative or innovative idea, they kept silent 

because they knew that the former owner-manager did not make any changes. They 

did their own work individually and as far as possible maintained the status quo. 

From the consultant's observation, the commitment of staff members was not high. 

Although staff members were friendly and maintained a good relationship with 

customers, they could do better if proper training was provided. As none of the full-

time or casual staff has had any hospitality training, the service quality would be hard 

to attain any professional standard. Only the former owner-manager Mr. W had 

some experience working in a four-star hotel before. In the past, all the work 

depended only on his supervision and his past experience to guide the employees. 

But it did not happen at present. The owner-manager never provided any training or 

supervision to the employees. 
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Historical stories 

A. C. Lodge had been operating for over twenty years. The property owner 

was the first owner who started up the business a long time ago. Because of a lack of 

management experience, the business was sold (not including the property) to a 

couple, who operated the business quite well for some time until the husband died 

fifteen years ago. The owner's wife, Ah Mui' sold the business to Mr. W. the 

former owner-manager. Ah Mui continued to work in the hotel as a housekeeper 

since the hotel was sold. So she became the most experienced housekeeper and was 

respected by the present owner-manager. Mr. W then worked in the hotel for fifteen 

years. One of his friends, Peter showed interest in his business. Peter was working 

as an engineer in Hong Kong at the time. He wanted to start a business rather than 

being employed. In September 2000, Peter resigned from his job and sold all his 

properties in Hong Kong to take over A. C. Lodge with his wife. Peter's philosophy 

of operating a business was extremely different from Mr. W. He had many ideas to 

improve the hotel (both the physical layout and customer service). The only 

deficiency was the lack of experience to operate his business in a culturally different 

country. With sufficient support and encouragement, Peter would make every effort 

to improve his business. 

Visible tradition 

Leadership exercises far-reaching influence on the way in which employees 

perceive and work for their jobs. The visible tradition was fighting fires rather than 

fire prevention. For example, the televisions in two rooms were out of order. One 

was in a four-bed room and the other was in a six-bed room. That meant two rooms 

were without television. When one of these rooms was sold, the owner-manager 

would ask the staff to move a television from any of the smaller rooms that was 

unoccupied to the sold room. The problem seemed to be solved. One day when all 

rooms were fully occupied, the customers of the two rooms without television 

complained. The owner-manager of course needed to apologize to the customers. 

Next day he went to buy two televisions immediately. Such fire fighting tradition 

was harmful to service quality. In addition, the former owner-manager seldom 

provided any guidelines, instructions or supervision to staff members. Such laissez-

faire spirit made employees put minimal efforts into the work. Without management 

support and guidance, employees only followed the rule-of-thumb. 
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Analysis 

The four elements of the organizational culture of A. C. Lodge lead to the 

following analysis: 

• Lack of sharing responsibility by casual workers. Because most casual workers 

were students, they regarded their jobs as temporary employment to earn pocket 

money. The high turnover hindered their commitment in the organization. 

• The shared value from the former owner-manager was to survive, not to expand or 

improve the service quality. Employees only valued their jobs as a mean to earn 

their livings or pocket money. There was no motivation to improve their working 

attitudes and to implement any change. 

• It seemed that senior employees were more experienced to handle problems and 

were respected by the junior employees. The norms indicated that those senior 

staff had more authority to make decisions. 

• Finally the former owner-manager, Mr. W had a great impact on the corporate 

culture. Since Mr. W felt tired in his hotel business, the mission of the hotel was 

to survive. There was no future vision. The motivation and commitment of the 

employees were seriously affected. 

ACTIVE INQUIRY 

Definition of active inquiry 

Apart from personal observation and analysis, the most direct way to 

understand the client's needs or problems was to listen to his or her story. Of course 

the client might not be comfortable and not secure enough to reveal all the pertinent 

elements of his story at the very beginning when he felt the relationship or the status 

was unbalanced. As a result, the client was unwilling to disclose any data to the 

consultant. So during the inquiry process, the consultant paid attention to listen to 

the client's story. During different stages of the process, different questioning 

techniques were used to help the client better understand his own problem and 

develop trust with the consultant so that the working status between the client and the 

consultant could be more balanced. Schein (1999) termed this process as the active 
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inquiry process, which means a process of initiative but nonjudgmental listening to a 

client's story. Active inquiry is more than good listening; it is a multi-purpose 

inquiry process involving understanding of the psychological dynamics of a client as 

well as the impact of consultant's questions on his mental and emotional state 

(Schein, 1999). 

The purposes of an active inquiry process 

The purposes of an active inquiry process are: 

To build up the client's status and confidence. 

To gather as much in/b rmation as possible about the situation. 

To involve the client in the process of diagnosis and ciction planning. 

To create a situation for the client in which it is safe to reveal anxiety- 

provoking information andfeelings. (Schein, 1999, p.43) 

Four types of active inquiry 

There are four types of active inquiry: Pure Inquiry, Exploratory Diagnostic 

Inquiry, Confrontive Inquiry and Appreciative Inquiry (Schein, 1999). 

Pure Inquiry means to prompt the client's story and to listen neutrally without 

having comfortable relationship established. Exploratory Diagnostic Inquiry is to 

explore how the client feels about the issues when the client feels comfortable and 

ready to reveal the issues. Confrontive Inquiry means the consultant inserts his own 

ideas and suggestions that help the client to think through the problems more 

critically. Appreciative Inquiry is the inquiry from an appreciative focus or from a 

positive perspective to build the client's capacity to learn so that the client manages 

to fix his problem when it recurs (Schein, 1999). 

Use of Active Inquiry 

Pure Inquiry 

At the beginning stage of the inquiry process, that was when the client started 

to tell his story, Pure Inquiry' was used. The consultant used his body language like 

head-nodding and eye contact to show he was interested in listening to the client's 

story. Occasionally the client was o prompted and stimulated with some eliciting 
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questions like 'It's very interesting, tell me more', 'Can you give me some examples 

of that?' to continue his story. The consultant listened carefully and did not give any 

opinions and advice. Most of the time the client's story was listened to silently. 

Exploratory Diagnostic Inquiry 

About forty minutes later, the client was noticed to feel comfortable as the 

conversation progressed. The consultant-client relationship became more balanced. 

Then 'Exploratory Diagnostic Inquiry' was used. The client's mental process was 

influenced by focusing on issues rather than just allowing him to tell story. The 

consultant responded to ask 'How do you feel about that?' after the client told that he 

quit his job in Hong Kong and sold all his properties to emigrate to Australia. The 

client was also asked 'What are your planning to do next?' At this stage, the client's 

problems were diagnosed after his issues and feelings were revealed. That was, the 

client's thinking was raised to a more diagnostic level. 

Confrontive Inquiry 

When the consultant shared his own ideas and reactions about the process and 

content of the client's story. 'Confrontive Inquiry' was applied. The consultant 

responded to the client's story with some questions like 'Did you think about what 

measures you could employ to improve your business in future to increase the low 

occupancy rate during the low season?' The owner manager, Peter was confronted 

to view his story by using more critical perspective. 

Appreciative Inquiry 

When the client told the consultant that he worried about the cultural 

adjustment such as lack of support network in a new environment and the problem of 

inter-cultural incompetence, Appreciative Inquiry' was appropriately used. The 

client was guided to think about his past successful or positive experiences such as 

when he managed to spend three years in a new environment when he was studying 

in England long time ago. He had no adjustment problems at that time. A similar 

experience could be shared when he thought positively in his present situation. Such 

insights helped the client cope with his problems. 
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In short, Active Inquiry helped the consultant to listen to the client's story 

carefully and to induce a different perspective of his story by asking different 

questions in different stages. To be nonjudgmental, the consultant always reminded 

himself to be aware of his own assumptions and metaphors. The use of an 

appreciative inquiry of capacity building instead of problem orientation helped the 

client to fix his problems independently. Even though the client's problem was not 

complex to fix to, the consultant's role was to extend the client's capacity to solve 

his problems by his own when it recurred. Through the process of active inquiry, 

accurate information and the client's situation could be understood. At the same 

time, the client was involved and ready to prepare himself in further diagnosis and 

intervention. 

JOINT DIAGNOSIS 
Neither a client nor a consultant knows enough about every situation of the 

organization. A consultant usually comes into an organization for a very short time 

and the client is not ready to disclose any information before a trust relationship is 

established. Without having a clear picture about the organization, it is not easy to 

define problems. A client sometimes senses something is wrong in the organization 

based on his own perception without a clear idea about the strengths and weaknesses 

of the organization's present situation. Like human beings, every organization has 

strengths and weaknesses. The client feels something is wrong because the business 

or employees are not performing how it should. It may not be a real problem. If it is 

not a real problem, specific actions may not be needed. 

When the client starts from an incomplete definition of the problem, his 

initial attempt to describe the cause of difficulties is called a presenting problem 

(Block, 1981, p.144). In some cases, clients can manage their problems by 

themselves but just get the consultant's attention or support that they are doing is 

right, like a child comes to his father asking for help with his assignment. Maybe the 

child wants to spend some time with his father and the assignment problem is to get 

his father's attention. If a consultant work with the client's presenting problems 

immediately without exploring the real facts of what is happening, it will waste time. 

mm 



Use joint efforts to diagnose the employees' operation problem 

A consultant was not assumed to know the answer to any problem, nor that he 

knew what the best or better solution might be. This was because the consultant 

seldom learned enough about the nature of the client's difficulties since every 

person's perception, thinking and reaction were different. The consultant alone 

cannot know what a better course of action would be for his client. Joint diagnosis 

helps the client learn how to manage organizational processes better. 

The client once complained that some employees often forgot or 

misinterpreted his instructions. He did not know how to change their behaviour. 

Then the consultant discussed with him what happened to them. The client was 

asked how he gave instructions to his employees. Peter replied that he usually used 

verbal instruction like telling every employee to register every customer's name 

when they checked in. But he always found some customers' names were missing 

from the registration lists. Of course the employees refused to admit it was their 

fault. Anyway, the client was told that there might be other possible causes like his 

message was not clearly received or customers' mistakes. As the consultant knew, 

some customers like members of Council for Aboriginal Alcoholic Programmes 

(CAAPs) came at different times. They arranged to share rooms with different 

members and they knew in advance what their room numbers were. Thus latecorners 

might go to their rooms directly without being registered at the front desk. The client 

agreed with the consultant and would like to explore the solutions. One evening 

when he was talking with another customer in the corridor, he met two new CAAPs 

customers who had just arrived and entered a room. Peter then asked them whether 

they had registered at the front desk office. They all answered no. By joint 

diagnosis, the consultant did not give any solution to the client but guided him to 

think about the possible causes so that the client managed to learn diagnostic and 

problem-solving skills. As a result, he became capable of discovering the area of 

ignorance and solved problems for himself. 
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DATA FEEDBACK 
Giving feedback should be analogous to holding up a mirror where an 

individual can see oneself as others see him /her and learn how one's action has been 

affecting others or the surroundings. It is not challenging what is wrong but to 

provide more alternatives to the individual that he or she may not be aware of. 

After observing and analyzing the organization, the consultant could inform 

his client which areas of the organization were the main concern and what aspects 

might require adjustments through the feedback. The consultant used two levels of 

feedback - individual feedback and organizational feedback. Individual feedback 

referred to those messages disclosed personally only to the client. At this level, the 

messages focused on the client's personal behaviour, his management skills, his 

emotions and other responses. Organizational feedback referred to those messages 

that could be disclosed to employees or the organization as a whole. All the analysis 

and observations from the consultant addressed to organizational performance could 

be disclosed publicly. Four types of feedback were used in this whole research 

project. They were: informative feedback, immediate feedback, positive feedback 

and negative feedback (Dwyer, 1999) 

Informative feedback 

The purpose of informative feedback was to help the client understand his 

business more objectively by providing factual information about the current 

situation so that he could plan his business direction more precisely. For example, 

the client asked whether his decision to buy the business was right or wrong. He was 

given the informative feedback from the consultant's analysis of the business 

situation. He was told that based on the factual information - past data, the business 

performance was satisfactory. It had the potential to grow if the quality services 

were improved. As a consultant, he should be value free and not give any personal 

comment. The consultant focused only on the facts and shared the observation with 

the client in order to help him make his own analysis objectively. 



Immediate feedback 

Immediate feedback was provided promptly when something had been done 

or some events had occurred. For example, once a customer paid a hundred dollars 

as deposit for staying three nights but checked out on the last day without paying the 

remaining fifty dollars. The owner-manager was upset about the customer's 

behaviour but blamed the front desk receptionist for allowing the customer to 

abscond without paying the bill. The consultant then gave immediate feedback to the 

client saying that it was not the employee's fault. In fact, it was the problem of the 

control system - how to prevent customers from not paying their bills when they 

checked out. The client was told to calm down and review the problem before 

blaming anyone else. Immediate feedback was to provide prompt response and 

concern to the client's actual behaviour so that he could examine his behaviour and 

find a better way to behave. 

Positive feedback 

The purpose of positive feedback was to reinforce or to encourage the 

repetition of some behaviour. Such feedback might be provided in an appropriate 

context. For example, when a customer checked out, she praised staff members for 

being helpful in finding her lost wallet and returning it to her. No money was lost. 

The consultant told the owner-manager this was good news because customers' 

praise would help build up a good image and goodwill. The honesty and helpfulness 

of the employees were the organization's assets. He should announce it to all 

employees. The customer's positive feedback made the owner-manager and all 

employees feel proud and happy. 

Negative feedback 

Negative feedback should not be personal or involve personal comments. It 

was not necessarily bad. The use of negative feedback was to correct or change 

unsatisfactory behaviour or action. For example, the owner-manager complained 

that some employees were not inclined to help housekeepers when they were busy. 

The consultant responded that the reason was the unclear organization structure. 

There were no formal job descriptions for each employee. Employees might be 

confused or did not know what exactly their duties and responsibilities were. After 
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hearing the feedback from the consultant about his complaint, the owner-manager 

tried to reflect on what the problem was. When giving negative feedback, the 

consultant needed to be very careful to keep the feedback oriented on the task or fact 

rather than criticizing the personal characteristics of the client or any other person. 

In general, in order to maintain a good client-consultant relationship, some 

basic guidelines were followed as outlined by Beck (1999). First, the client's 

readiness to receive feedback should be considered. When he was angry, looked 

tired, or appeared to be emotionally unstable, feedback was withheld. Second, the 

feedback was neutral to describe rather than to comment or to evaluate the client's 

behaviour. Third, the feedback was dealt in specifics, not generalities. Every time 

when feedback was given, concrete instances or events were provided. Four, the 

feedback was given promptly except when the client was not ready to listen or when 

he was very upset. Lastly, the client's response was observed while receiving any 

feedback. Since feedback was a two-way communication process, the consultant 

knew whether he understood the feedback or not. 

In short, feedback was the best way to communicate and develop trust with 

the client. Whether the feedback was positive or negative, the client was encouraged 

to see all feedback as neutral and as a means of knowing the perception of others. 

The greater the extent of receptiveness, the greater would be the chance of change 

and improvement. 

CONCLUSION 
This chapter has discussed the research process in details. It includes 

psychological contracting, observation and analysis in seven areas of the 

organization (organization structure, leadership & management style, human 

resources, finance, communication, customer service and, organizational culture), 

active inquiry, joint diagnosis and, data feedback. After having a clear understanding 

and analysis of the organization, intervention would be implemented in order to 

empower the owner manager as well as his employees. The next chapter will discuss 

how interventions are made. 
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CHAPTER SIX 

THE ACTION PROCESS: 

INTERVENTION 

INTRODUCTION 
Schein (1999, p.122) states that everything the consultant does is an 

intervention. Intervention occurs when individuals or target groups engage in a task 

or a sequence of tasks where the task goals are related directly or indirectly to 

organizational improvement or stimulate, produce insight, and eventually facilitate 

change in beliefs and behaviour. 

In the process consultation with the client and his staff,  different occasions 

and skills to intervene were used. The occasions included formal interviews with the 

owner manager, informal chats with the employees and the use of staff meetings. In 

this chapter, it will discuss how interventions have been carried out and the impacts 

on the client and the employees. Various intervention skills and techniques as well 

as the strategies used will be reflected on Chapter 8 and Chapter 9. The following 

paragraph will explain the concepts of intervention in details. 

CONCEPTS OF INTERVENTION 
In the sense of organizational improvement, intervention means anything 

done in development intervention (OD intervention). French & Bell (1995, p.156) 

define intervention as "the planned activities clients and consultants participate in 

during in the course of an organization development program. These activities are 

designed to improve the organization s functioning.. ". Cummings & Huse (1989, 

p.126) refer intervention as 

planned change activities intended to help an organization to become more 

effective in solving its problems... Interventions derive from care/ti! diagnosis 
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and are meant to resolve specific problems and to improve par/ice/ar areas of 

organizational functioning identified in that diagnosis. 

Areas of intervention can be problem solving, decision-making, communication, 

leadership, goal setting, relationship, learning or attitude change. 

Types of interventions 

Blake & Mouton (1976) refined the nature of interventions. In their 

Counselcube model, there are five types of interventions: 

Acceptable, in which the consultant is simply 'there and caring', providing non-

directive passive support which permits clients to explore problems and /èelings 

un/il they experience catharsis; 

• C'ataly/ic, in which the consultant stimulates clients ' self examination by providing 

feedback data, process consultation exercise, modeling and other methods which 

motivate clients to solve their own problems via active research; 

• Con frontative, in which the consultant changes client attitudes or procedures by 

asking probing questions, presenting discrepant data, theories and value 

orientation, and proposing alternatives which motivate client to act; 

Prescriptive, in which the consultant functions as an expert, controlling the 

situation, collecting data and recommending a solution (in effect telling clients 

what to do) and; 

• Theory and principles, in which the consultant teaches clients a specifIc theoretical 

approach, diagnoses clients' problems, using this approach, and gets clients to 

internalize the theory by having them use it to solve simulated, then real problems. 

(Blake & Mouton, 1976, p.4) 

In this research project, the first two types of intervention were used to help 

the client as well as the employees to be more independent to cope with their 
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problems. When the consultant intervened with his client individually, it was 

classified as an individual-focus intervention. When the consultant intervened for 

changing the employees' perception and commitment, it was referred as a group-

focus intervention. 

INDIVIDUAL-FOCUSED INTERVENTION 

During the whole action research process with the client, the consultant 

intervened in different situations like informal chats, formal personal interviews and 

discussion and so on. Such interventions aimed at changing the client's perception 

and behaviour in three major aspects - culture, leadership and visions. 

BETTER ADAPTATION OF THE MAINSTREAM CULTURE 

Culture usually has a great impact on new immigrants. The client, Peter, was 

facing the problem of cultural adjustment when the consultant started to work with 

him. Peter told the consultant that he did not experience any problems when he was 

in England long time ago. Because he knew that his stay was temporary, he 

managed to endure even if there were adjustment problems. But the present situation 

was different. He stayed permanently in Australia and lived in a different culture for 

the rest of his life. Psychologically, he was facing the problem of personal 

adaptability. In his business, he was inter-culturally incompetent. 

Problem of personal adaptability 

Personal adaptability refers to the individual ability of a person to adapt to the 

mainstream culture and environment (Lloyd & Michele, 1998). Adaptability 

includes three aspects: psychological, physical and social. The psychological aspect 

relates to personal feelings and emotions like feelings of loneliness, anxiety, feelings 

of uncertainty and emotional distress. The physical aspect refers to the physical 

environment like housing, climate, work environment, entertainment and so on. The 

social aspect means interpersonal relationships with the host-nationals. When 

exposed to an alien cultural environment, some people may experience certain stress. 

Such stress is termed culture shock. 
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Culture shock is a stress reaction where salient physiological and physical rewards 

are generally uncertain, dfJlcult to control or predict. A sojourner remains anxious, 

confused and sometimes apathetic or angry until he or she has had time to develop a 

new set of behavioural assumptions that help him or her to understand and predict 

the social behaviour of the local natives. (Furnharn, 1989, 
p314) 

Although Peter did not appear to have any adjustment crisis, he needed to 

take time to adapt his cultural habits. For example, Peter used to have Chinese food 

and steamed rice everyday when he was in Hong Kong. He liked going to Chinese 

restaurants and having Dim Sum too. But in Darwin, he found that Chinese food was 

expensive and the choice of Chinese restaurants was limited. He complained a lot 

when he had meals with the consultant together. 

Problems of inter-cultural incompetence 

When working with his customers and some Australian employees, the client 

was inter-culturally incompetent. Inter-cultural incompetence refers to the inability 

to function effectively in another culture. Usually there are three dimensions of 

competence: affective dimension, cognitive dimension and behavioural dimension 

(Ratiu, 1983). 

The affective dimension 

The affective dimension refers to personality traits and attitudes. The 

characteristics of an inter-culturally competent person are self-confidence, patience, 

optimism, independence, initiative, self-possession in the face of adversity and 

criticism. Those people whose personality traits are open, flexible and tolerant will 

find it easier to adjust to another culture (1-lawes & Kealey, 1979). Peter's 

personality trait was not so strong and feared for the failure of his business. He was 

not competent in the sense that he needed the social support. He needed someone to 

assure that he made the right choice to his business investment. However, 

personality traits cannot be the only factor to determine intercultural competence 

since they are not defined and evaluated in the same ways in different cultures, so we 

need to consider the other two dimensions. 
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The cognitive dimension 

The cognitive dimension implies knowledge that a person has about other 

cultures. The more the knowledge a person has, the more the understanding of the 

culture will be. It includes ways of thinking and ways of behaviour. Anyway, to 

know and to understand a culture well does not mean a person will adapt and act 

according to that culture. So it only facilitates people to adjust more easily when 

they know something about it. Although Peter had knowledge about Australia and 

its social culture, he still needed time to adapt and adjust. 

The behavioural dimension 

The behavioural dimension refers to the expression of one's knowledge about 

local culture. Culture and communication are very closely connected. Culture, to a 

great extent decides with whom we communicate, how and what we communicate. 

The ability to use effective communicative behaviour is a behavioural dimension of 

intercultural competence. Peter felt being isolated and did not take active role to 

communicate and participate in any social activities in the community. 

Behaviourally he did not establish any connection with local people. 

Establish inter-cultural competence 

Lacking one of the above dimensions may be regarded as interculturally 

incompetent because the three dimensions are interrelated and interdependent (Ratiu, 

1983). As Australia is a multi-cultural country and the hospitality industry is to serve 

people with different races, a manager should be inter-culturally competent. It was 

observed that the client was not competent in this aspect. For example, every time 

when the Aboriginal customers of CAAPs (Council for Aboriginal Alcohol Program) 

stayed in the hotel, they had many visitors like relatives and friends. The owner-

manager was disgusted by those visitors because they were noisy and disturbed other 

customers. Peter did not understand that the family ties of Aboriginal people were 

very strong and most of them were very friendly. 

The customers of CAAPs usually came from Katherine, their relatives living 

in Darwin would visit them. One day when the same thing happened. Peter looked 

unhappy. The consultant asked Peter whether he had talked with them. Peter replied 
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no. Then the client was advised to go out and explained to them that their noise 

would disturb other people. He might request them to speak softly. Peter then 

followed the suggestion and talked to them for some time. The noise stopped. The 

customers and their visitors were very cooperative. The consultant suggested Peter 

to spend more time to understand and communicate with Aboriginal people. They 

were in fact very nice and friendly. For example, Aboriginal people loved their land 

as their God. They attempted to preserve it and were unwilling to develop it. Such 

culture was sustainable in the protection of environment. When talking with 

Aboriginal customers, the owner-manager should not make any fun about their 

beliefs. He needed to respect their God even though he did not believe land was God. 

However, as a hospitality practitioner as well as an owner-manager, he should learn 

to be sensitive to the values and attitudes of people in different cultures. 

Problem of lacking social support 

One of the underlying causes of the client's adaptability problem was lack of 

support. Some scholars believe that people who moved to another culture went 

through various stages. Oberg (1980) lists four stages: honeymoon stage, crisis or 

culture shock, recovery and adjustment. It seemed that the crisis or culture shock 

usually occurred around six months after arrival in the foreign culture (Torbiorn, 

1982). Although the client did not go through all the stages and did not experience 

serious culture shock at all, it was observed that his social circle was very limited. 

He worked and lived in the same place - his hotel with his wife. The only people he 

contacted were customers and employees. He was so isolated from the outside world 

and did not establish strong social network. 

Birley (1985) found that entrepreneurs relied extensively on the informal 

network of family, friends and business people and less on the formal network like 

banks, consultants and lawyers. Though free of a boss, they depended upon a 

number of people who could be very useful to them. Dollinger (1985) reports that 

entrepreneurs spent 59% of their time with people outside their own company in 

various kinds of boundary spanning activities. Dollinger also found that financially 

successful entrepreneurs were particularly active in networking with business people 

and peers. They needed to keep abreast of current trends if they were going to adapt 

and implement their business successfully. As a result, the social network was a 
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significant source to an entrepreneur for support and encouragement to maintain 

long-term motivation and overcome obstacles. 

Build up social networks 

The consultant suggested Peter to take an initiative to expand his social 

network and to know more friends. For example, to join the Hong Kong Club, 

Chung Wah Society so that he could know more people from the same cultural group. 

He could participate in activities like attending free business workshops organized by 

the Department of Industries and Business, seminars organised by some trade 

associations like Northern Territory Tourist Commission (NTTC) and the Australian 

Tourist Commission (ATC) to know more friends in the same industry. The ability 

to develop long-lasting friendships with local people emerged as an important factor 

in successful cultural adjustment (Abe & Wiseman, 1983). Hammer et al. report that: 

Sojourners or immigrants who are able to establish meaningful relationships with people 

from the host culture are more likely, it would appear, to integrate themselves into the 

social flibric of the host culture and to more efjectively satisfy their own basic needs and 

concerns offriendship, intunacy, and social interaction (1978 p.3  88) 

Understand and appreciate the culture of other people 

Besides the social support, the ability to understand the mainstream culture is 

also important. Without understanding, people make attribution about the behaviour 

of other culture only based on their perception, but do not know the real reasons and 

causes. For example, Muslim customers from Jordan, Iran and other Middle East 

countries pray five times a day. The owner-manager felt that it would cause 

inconvenience to other guests because they prayed outside their rooms in the corridor. 

The client was annoyed when he saw them down on the floor with their own carpets 

to pray for a certain time. Peter could not interfere because one's religion was sacred 

and they were his customers. The consultant told Peter that Islam was the second 

largest religion after Christianity and he should respect their religion. Peter was 

encouraged to talk with them, asking whether they needed a better place to pray and 

knew more about their religion. A few days later Peter told the consultant that the 

problem was solved. Those Muslim customers agreed that at one end of the corridor 

was the best place for them to pray because it was the direction facing to Mecca. 

They would not disturb any people. It was happy that the client could talk with the 



customers. He was told only when he opened himself, he would become more 

flexible in accepting different culture. 

One way to appreciate and adapt to other culture is reinforcement substitution. 

Reinforcement substitution involves replacing activities that bring pleasure and 

happiness in the home culture with similar activities that existed in the host culture 

(David 1976). For example, Peter only valued steamed rice, cooked vegetable and 

meat as his major food. Australians might prefer fresh vegetable salad, fish and 

chips or steaks as their meals. If the owner manager were able to find parallel 

substitutes for his food, it would be more likely to be successful in adjusting to the 

Australian culture. Thus appreciating fresh vegetable salad, fish and chips rather 

than rice and cooked vegetable might be one of the important adaptation processes to 

him. 

The entrance into an unfamiliar culture and environment produces stress 

within the new immigrants. For example, feeling of loneliness, insecurity and 

uncertainty might induce psychological discomfort. Since everyone has different 

methods to relax, expatriates had to find their own ways to reduce stress. Ratiu 

(1983) reports that well-adjusted people seem to have a "stability zone" to which 

they could retreat when conditions in the host culture became overly stressful to them. 

Examples of such "stability zones" are engaging in favourite pastimes like listening 

to music, having favourite food or watching a sport game, and religious worship. 

Making use of relaxation help to cope with cultural stress. The consultant advised 

the client to take time to relax with his wife like fishing, picnicking or going to 

movies. There were many methods for them to relax. 

BUILDING CAPABILITY OF EFFECTIVE LEADERSHIP 

Although there are a lot of studies about leadership, no consensus of rules 

for leadership' is found. Traditional models of leadership believed that people would 

not do things well or improve unless the leader rewarded, threatened, criticized or 

punished them subtly. They focused on the leader to exercise power with various 

forms of manipulation (Nixon, 1994). These models implied low expectations, low 

trust and a need to keep control. This might disable and disempower both the leader 
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and the employees. In organizations today, we need people at every level to act 

powerfully and offer their initiative, energy and intelligence. To empower 

employees, the leader or the owner manager should provide opportunities for people 

to learn and to change by doing things in a different way (Nixon, 1994). 

A good leader should not be sapped his courage by criticism 

The day before the second staff meeting, the owner-manager looked unhappy. 

He told the consultant that he received some informal feedback. Some staff 

members criticized staff meetings as the manager's means to increase their workload 

by seeking their agreement. Such negative feedback sapped the client's courage. 

The consultant then helped him learn to live with criticism and explained to him how 

people usually react to change. To most people change was uncomfortable and often 

threatening, even when it was a change for the better. Therefore the status quo might 

had its resolute defenders who resisted change for no other reason than that it was 

change and who saw the leader as being an instigator of their discomfort. A leader 

was dealing with the future and working towards goals and objectives that lay in the 

future, therefore the present was always incomplete and the objectives were only 

beginning or partially accomplished. Thus, there would always be criticisms and 

complaints (Marshall, 1991). 

Another reason that criticisms and questions often arose because people could 

not see the future as clearly and so compellingly as the leader could. Nor were they 

to be expected to, otherwise they would not need a leader. The difference between a 

leader and others is that the leader had not only an interest in the future he also had 

the capacity to deal with the future. The leader's task is to articulate the vision and 

keep on pointing the way ahead. The existence of criticism might only mean that he 

was not doing this job adequately. A leader who does it best is one who has 

developed an on-going flow of both formal and informal two-way communication 

between him and his people. A good leader is always talking with, and listening to 

his people. So the major function of the client as a leader is to facilitate the group's 

movement from where it is to where it could potentially go. 
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People's criticism and feedback must be listened to positively 

Being consistent, both in actions and moods is the essential requirement of a 

leader. People trust leaders who act out of known principles and not out of impulse 

or whim. Moodiness is emotional inconsistency. It is very difficult to trust someone 

whose emotional reactions are unpredictable. People usually react personally against 

the critic and reject the person as well as the person's views or opinions (Marshall, 

1991). The consultant advised the client that if he did not provide a safe 

environment to the employees, people would not give their feedback. A leader had 

to have the courage and strength to keep on course even in the face of negative 

criticism. The consultant advised the client to develop a positive attitude on criticism. 

A leader should always listen to both positive and negative comments, even though 

there may be suspect motive behind such criticism. Although Peter did not say 

anything, he looked more cheerful than before. 

Encourage people's participation 

At the second staff meeting, the consultant observed that the client tried his 

best to explain and clarify his goals. During the meeting, Peter attempted to know 

each employee's reaction carefully. He invited employees to speak out openly if 

they found any problems or difficulties in managing their workload or their time. He 

had learned how to cope with negative feedback and in being genuinely interested in 

staying in touch with his employees. In short, he developed a participative climate. 

In a participative climate, the acknowledgment, creation, and liberation employees 

are valued, whereas in non-participative climate control, order, and predictability are 

valued (Evered & Selman, 1989). Participative climates emphasize individual 

contribution and initiative rather than top-down command and control (Lawler, 1992). 

Such a climate recognizes the critical value of human capital to the success of an 

organization and the importance of employees' creativity and initiative for 

organizational responsiveness in a competitive external environment (Bowen & 

Lawler, 1992). Thus, the participative climate could facilitate empowerment. 
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GAINING INSIGHT ON VISIONS AND GOALS 

Visions and goals 

Developing a vision helps an individual create a sense of meaning and 

purpose (Conger & Kanungo, 1988). Every leader needs a vision of his or her 

organization - not only today, but also in years to come. Some leaders feel isolated 

and overwhelmed because they have no clear sense of the future and cannot see the 

meaning of what they do. Having a vision, a picture of the future is created. A 

vision can be described as 

a living picture ofajiilure, desirable stale. It is living because it exists in the 

thoughts and actions 0/ people, not just in a written document. It is a picture 

because it is composed not of abstractions but of images (Burnside. 1991. 

p.45). 

The focus of a vision is on a desirable future, where circumstances are different and 

better than current ones. The core of the vision might focuses on service, market, 

organization or ideals; its circumference involves the rhetoric and metaphor of 

persuasion. The more it is held as a common picture, the more powerful it can be in 

helping overcome the inertia of the present state. A vision enhances an individual's 

ability to make and influence decisions that are appropriately aligned with an 

organization's goals and mission (Lawler, 1992). 

Empowerment is at its most effective when it links one's vision or picture of 

the desired future to achieving goals (Cook, 1994). As futurist Joel Barker (1989, 

p.25) states: "We 'd better pay attention to the future because that's where we 're 

going to spend the rest of our lives ". By establishing future goals, it could give 

meaning to current thoughts and actions. When it is shared by people within an 

organization it helps define a direction and overcome confusion. A vision, 

accompanied by a sound plan of action, can produce lasting results. The envisioning 

process used in the intervention was to question the client by introspection. 

When Peter was asked what his vision was towards his business, it seemed 

that he did not understand what visions were. The consultant changed his question to 

ask what he would expect his business to look like in three to five years time, Peter 
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managed to reply more easily. He wished the A. C. Lodge would become a one- or 

two-star hotel. At present, it was rated 3 'backpacks' by the Australian Automobile 

Association (AAA) and the Department of Industry Science and Tourism (see the 

assessment form in Appendix II). The client also hoped that his hotel could be fully 

computerized - guest registration, reservation, guests' data, accounting system and 

other related information. The computer system could be accessed through the 

internet too. Customers from other countries or from other states within Australia 

could get the hotel information and make advanced bookings through the internet. In 

addition, Peter wished his hotel could provide some entertainment to his customers 

like cable TV, video, TV games and internet service. 'That's fine. You want your 

hotel to provide better accommodation service with computerized technology. That 

is your vision!' The consultant replied. But how do you transform your visions into 

reality?' The client was challenged. 1 think I need to renovate the hotel and install 

some modern facilities. Then I will install a computer system. But it's only my 

wishes. I can't afford to have such a large amount of working capital'. Peter sighed. 

'You may set a goal to organize your finance every year to renovate parts of the hotel 

and install some of the equipment. That means you start with some basic goals', the 

consultant said. 

To turn the client's wishes into goals and to ensure the best chance of success, 

the criteria his goals should have jointly analysed. 

His goals should be specific 

To make his wishes specific, he ought to articulate precisely what he meant and 

exactly what he wanted to achieve. Were his goals to expand the business 

rapidly, to achieve higher status in the accommodation industry or to earn as 

much money as possible? 

His goals should be measurable 

He should be able to count the outcomes of his goals. If his goals were to expand 

his business, how much profit did he estimate to earn every year? 
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His goals should be attainable 

His goals should be attainable according to his personal profile. Was it possible 

for him using the existing capital and assets to expand his business all over 

Australia? Did he have experience to manage nation-wide hotels? In other 

words, his goal should be within his realm of capabilities. 

His goals should be realistic 

Was it realistic to turn a small business into a national-wide corporation within a 

few years? If he believed in his heart that he had the capacity to make miracles 

happen, then, by all means, set extraordinary goals. If not, he should be more 

practical and set reality-based goals. 

His goals should be time-based 

He needed to anchor his statement of outcome in a time frame. Every goal 

should have a completion date attached. If a date was not attached, it was an 

intention rather than a goal. 

At that moment, the client started to understand what the consultant was 

talking about. In the intervention process, he understood the importance of visions 

and goals and their differences. Visions and goals were first cousins of the same 

family. They both described what the client wants and what he pictured in his 

mind's eye. Visions described how the client saw his organization in the big 

picture - the images he created were visions. They provided the inner landscape of 

his desires and acted as a compass guiding him in the direction that he wanted to go. 

Goals, on the other hand, were tangible. Goals were specific, targeted, and 

measurable within a certain period of time. They were statements of calculable 

results to be achieved. After this consultation, the owner-manager understood how 

to create his visions, transformed it into reality by setting goals with actual results. 

Peter aimed to achieve the five backpacks' for his hotel as his goal within three 

years. 
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GROUP-FOCUSED INTERVENTION 
To achieve an organizational objective, the owner-manager's effort alone was 

not enough. It should involve contribution from all staff members in order to 

succeed. Another type of intervention discussed here was the group-focused 

intervention. 

ENLIVENING WORKING RELATIONSHIP 

A group or team approach could be used to develop team spirit. The owner-

manager was encouraged to organize regular staff meetings to communicate and 

delegate relevant tasks to the group. Since there was no staff meeting being held 

before, the first intervention task was to facilitate interpersonal processes. If people 

did not listen to one another, argue or keep silent in the meetings, task process would 

be difficult to manage. Thus the interaction and relationships among team members 

were extremely significant. The concept of content and task/ maintenance process is 

crucial to the development of a productive group (Reddy, 1994). The 'content' is the 

task or the work to be done. The 'process' is how which included the approaches, 

procedures, rules and styles of interaction. The 'task process' is how the task is to be 

accomplished through the group - use of time frames, decision-making techniques, 

problem-solving steps and so on. The maintenance process is how to get the task 

done efficiently and effectively through group members' participation and how to 

satisfy their interpersonal relationships or their psychosocial needs. A staff meeting 

for the first time needed help in getting members acquainted. The owner-manager 

needed to establish a warm, accepting climate that would facilitate interaction and 

communication because an acquaintance of a group of friends had a higher degree of 

communication than groups of strangers. 

Three types of process- content, task and maintenance process 

To A. C. Lodge, the content' was the group task - to improve the service 

quality and to upgrade the hotel facilities. The 'task process' was to decide how to 

implement and got the task done: what kinds of customer services needed improving? 

Which facilities need replacement or renovation? How to set the priorities? What 

was the time frame to complete the improvements? The 'maintenance process' was 
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how to make people committed to the task and to put their maximum effort to the 
task through the team or the group. 

Interaction 

An effective group should have high rates of interaction. Interaction is a key 

dimension to group development, for the more members interact with one another, 

the more likely the group would develop and accomplish its tasks. Groups with high 

rates of interaction tend to be healthier and more productive than groups where there 

is low interaction or just interaction among sub-groups. Generally, the more people 

interact with each other, the more likely they are to be attracted to each other and 

developed solid relationships. Before the first staff meeting began, the consultant 

told the client that interaction could be encouraged by arranging the physical set-up 

so people could see and talk easily to each other, and selecting activities that 

facilitated members interacting and working together. For example, to divide 

members into pairs for discussion would be more effective than having a large group 

discussion. Schutz (1958) proposed that people had three basic interpersonal needs 

that are shown in behaviour and feelings towards others. They are inclusion, control 

and affection. 

Inclusion 

Inclusion refers to the need for togetherness. People like to attract the 

attention and interest of others, and to feel of some value so that other people will 

care. The person who has a strong need for inclusion will reveal it through strivings 

for prominence, recognition, prestige and so on. 

Control 

Control refers to the feeling of competence, intelligence and practicality. The 

need for control varies from the needs to dominate others to the need to be controlled. 

The person with a high need to control displays rebellion and refusal to be controlled. 

The person with a high need to be controlled is compliant and submissive to others. 

Affection 

Affection refers to close personal and emotional feelings between two 

individuals such as love and hate. The person with a strong need for affection will be 
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friendly, make overtures to others, and try to establish close emotional ties with 

others. At the other extreme, the low-need person will avoid close interpersonal 

relations. So the interaction patterns of any two individuals may be either 

compatible or incompatible. 

Interpersonal relations are closely related to interaction. Members who are 

compatible with other group members may feel secure and accepted in a group 

setting. They are comfortable to interact with others and express some of their real 

feelings, problems and concerns. On the other hand, people who are incompatible 

with other group members may hesitate to interact with others. With low rates of 

interaction, misunderstanding and communication problems may appear easily. So 

the consultant suggested and encouraged the owner-manager to have more 

interactions and communication with his employees in order to develop better 

interpersonal relationships. 

At the third staff meeting, when Peter initiated a group discussion on some 

strategies to improve the service quality, it was observed that not all staff members 

were committed in the discussion. Some staff members rarely participated in the 

discussion. Then the consultant said, Now we've had a few opinions, it would be 

helpful to hear some of the others'. The consultant only invited other group 

members to give their opinions rather than calling on individual member's opinion. 

After the meeting, employees' performance and participation in the meeting were 

evaluated and discussed. 

As Schein (1999) mentions, there are three things to be borne in mind when 

starting a new group: 

A new group functions best when members feel as equal as possible. So not only 

the opinions of senior staff members are significant, all members' opinions and 

ideas were considered. 

A group leader must guarantee that everyone would have his turn and space. All 

members should be helped to encourage interaction in the group. When the 

consultant invited other silent members or low participants to express their 

opinions, they might feel being care and respected. 
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3. Early in the group's life, the primary concerns of group members are themselves 

and their own feelings. When the group climate is permissive, nonjudgmental, 

they would feel being important if their opinions are considered and accepted by 

the group. 

Peter prepared some snacks and drinks for every staff meeting. If staff 

members felt the atmosphere more relaxed and informal, they would be more likely 

to 'open-up" and interact with each other. As a result, it was found that at the fourth 

staff meeting, the group atmosphere was totally different from the first one. 

Employees were able to share their ideas even outside the staff meetings. The 

interaction and communication was increased and thus the whole organisation 

seemed to be open and enlivened. 

DEVELOPING OF A LEARNING CULTURE 

People will believe more in knowledge they have discovered themselves than 

in knowledge presented by others. Lewin (1947) believed that a person 

behaviourally validates or disproves a theory through experimental procedures. 

Learning is therefore more effective when it is an active rather than a passive process. 

When a learner takes a concept, practice or theory and tries it on for size', he or she 

will understand it more completely, integrate it more effectively with past learning, 

and retain it longer (Jolmson & Johnson, 1987). 

The consultant made use of staff meetings to create a learning atmosphere by 

motivating employees to share and discuss some practical issues. In the staff 

meeting sessions, the consultant attempted to create a participative climate by raising 

some issues for discussion, not only to improve their task skills by sharing their ideas 

but aimed at empowering their task management skills. The Skills Iceberg Model 

(Field & Ford. 1995) states that employees are not only required to attain task skills, 

there are numbers of situations that demand high-level task management skills. 

There is a distinction between task skills and task management skills. Task skills are 

the skills necessary to perform the most routine aspects of work. Task management 

skills go well beyond just handling routine activities. It involves: 



• analyzing a range of issues and links between them; 

• making decisions; 

• approaching problems with an open mind; 

• being able to reflect on problems and consider options; 

• critically appraising proposals and; 

• dealing with problems that require a long term perspective. (Field & Ford, 1995, 

p.1 '3) 

In other words, task management skills apply to work across a broad spectrum, 

including responding to crises, variations in non-routine situations that employees are 

able to handle the tasks independently. 

The consultant encouraged employees to discuss an interesting issue - how to 

handle prostitutes who were disturbing the customers in the fourth meeting. Some of 

them might have encountered this issue. The topic was to raise their curiosity and 

thoughtfulness in order to help the employees learn how decisions were made 

through group efforts. Four pairs were grouped and requested to give formal 

presentation in front of the large group so that they could experience how to accept 

other members' challenge in order to achieve the best decision. 

Four approaches of learning 

According to Mumford et al (1990), there are four approaches of learning: the 

Intuitive, Incidental, Retrospective and Prospective. 

The Intuitive Approach 

The Intuitive Approach involves learning from experience, but not through a 

conscious process. The person using intuitive learning sees learning as an inevitable 

consequence of having experiences. People using this approach will find it difficult 

and unnecessary to articulate what they learn or how they learn it because they 

believe that learning occurs naturally'. They learn as a natural, effortless process. 

The Incidental Approach 

The Incidental Approach involves learning by chance from activities that 

something has not gone according to plan or something unexpected has happened. 

112 



An individual learns only because of the mishaps and frustration of the mistakes. 

Through thinking over what has been happening, the individual learns in an informal 

and unstructured way. One difference from the Intuitive approach is that people 

using Incidental learning find it easier to specify and talk about what they have 

learned from the mishaps or mistakes with someone else. 

The Retrospective Approach 

The Retrospective Approach involves learning from experience by looking 

back over what happened and reaching conclusions about it in a more structured way. 

The Retrospective approach reviews mistakes and mishaps so lessons are drawn from 

routine events and success. Learning is extracted from a diverse range of small and 

large, positive and negative experiences. The sequences is: 

ethin- 
h s it is Conclusions 
happened 

L 

reviewed V01 are reached 

Fig. 6.1 The sequences in Retrospective approach 
Source: Muinford, A., Honey, P. & Robinson, G. (1990), The four approaches to managerial 

learning from experience source ", the Directors' Development Guidebook, Director 
Publications, 1990 

The Prospective Approach 

The Prospective Approach involves all the Retrospective elements, but 

includes an additional dimension - the timing. Whereas Retrospection concentrates 

on reviewing what happened after an experience, the Prospective Approach includes 

planning to learn before an experience. Future events are seen not merely as things 

to be done, but also as opportunities to learn. 

ggg 
Plan to learn Implement f1 Review the Reach L 

the plan i, plan conclusions 

Fig.6.2 The sequences in Prospective approach 
Source: Mumlord,  A., Honey, P. & Robinson, G. (1990), The four approaches to managerial 

learning from experience source ", the Directors' Development Guidebook, Director 
Publications. 1990 
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Use of Retrospective and Prospective Learning 
Both Retrospective approach and Prospective approach were used to 

intervene during the staff meetings. For instance, in the second staff meeting, the 

consultant asked the employees what kind of responsibilities they had, in order to 

empower them to learn through looking back over their experiences. In the third 

staff meetings, a case was prepared for the employees to discuss what kind of 

customer services to be considered if quality improvement was implemented. Since 

Prospective learning focuses on planned learning before people experience the 

situations, such an approach was useful to equip employees to predict how they 

would perceive and react to future events. In this session, it was observed that staff 

members had more commitment to their groups than the last time. Throughout the 

process, they learned how to listen and respect each other during the discussion. 

Although there was not enough time for the whole meeting, they enjoyed the 

discussion very much. 

Although two employees were on leave for holiday in the fifth staff meeting, 

there was no influence on the outcome of the meeting. The purpose of this staff 

meeting was to empower employees in their decision-making. From the observation, 

it was found that when they understood that caring for customers was the most 

important criterion, they would be more competent to make their own decisions. If 

caring for the customers became the norm, they were empowered to provide better 

service quality even if authority was not delegated to them. 

As Garvin (1994) suggests, an organizational learning culture can only be 

developed when employees go through three overlapping stages: cognitive, 

behavioural and performance improvement: 

Cognitive stage 

When staff members of the organization are exposed to new ideas and new 

knowledge, they began to think differently. 

Behavioural stage 

Employees begin to internalize their new insights and alter their behaviour. 
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Performance improvement stage 

With changes in behaviour lead to performance improvement - superior quality, 

efficient service and other higher standard gained. 

The consultant helped the client and the employees to internalize new insights 

by exposing new ideas through case discussions and sharing in the staff meetings. 

The organization learning culture was developed so that organizational change could 

be facilitated. 

CREATING EMPLOYEES' SENSE OF COMMITMENT 

THROUGH GROUP DECISION MAKING PROCESS 
Effective decision-making is one of the most significant determinants of 

organizational success. The traditional boss-subordinate reporting structure 

encouraged powerlessness because it does not fully respect people. People become 

disempowered when they only stay passive, without deciding and they avoid the 

responsibility of making their own choice (Moller, 1994). Empowerment would only 

work when employees are given room to operate and trusting them to make decisions. 

The inflexible and traditional style of management and paternalistic approach to 

leadership is inappropriate (Cook, 1994). 

Group decisions are more effective 
Although owner-managers in small businesses usually make most of the 

important decisions, no single person in any organisation can expect to have all the 

information necessary to make a decision. Group decisions are more effective than 

individual decisions because they often stimulate ideas and provides more 

information that may not occur to the individual working alone. Individuals working 

in a group often tend to be more motivated to make a high-quality decision than do 

individuals working alone. Zajonc (1980) found that a person working in the 

presence of others often performed better than when working alone. In cooperative 

decision-making groups, Johnson & Johnson (1987) also found that there was 

usually more support and encouragement for contributing to high-quality decision 
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making than when individuals working alone. In a group, other members could 

remedy one's mistakes and the individual could remedy others. 

Make use of problem-solving exercises 

People usually work together effectively if they have a common goal or a 

common task to work with. As Schein (1999) mentions, one of the task processes of 

a group is problem solving and decision-making. The basic purpose of a process 

consultant is not to take on the role of expert, but to help the group understand how 

to choose a decision-making method that would be appropriate to the group and 

share in its own diagnosis when making their own decision. 

In the fifth staff meeting, the owner-manager encouraged employees to 

express different opinions about how they made their decisions. Since employees 

often thought that decisions were made by the owner-manager, they seldom thought 

that they had the responsibility to make any decisions. This staff meeting was to 

empower employees to make their own decisions. The purpose of group decision-

making was to decide upon well-considered, well-understood, realistic action 

towards goals that every member wished to achieve. The details of the meeting can 

be referred to the Appendix. 

In brief, people would be more committed when they felt they were being 

respected. If their contributions are accepted in the decision making process, self-

esteem would be enhanced. They would then be more committed. 

CONCLUSION 
In this chapter, individual-focus and group-focus interventions were 

discussed. Individual-focus intervention mainly focused on the client, Peter, and 

group-focus intervention was referred to all the employees. The purposes of the 

interventions were to stimulate, produce insights of both the owner manager and his 

employees, and eventually to facilitate change in beliefs and behaviour. In the next 

chapter, the action outcome - empowerment - will be explained and evaluated. 



CHAPTER SEVEN 

ACTION OUTCOME: EMPOWERMENT 

INTRODUCTION 
Jf people are not empowered to act, change is unlikely to be adopled' 

(Rothwell, Sullivan & McLean, 1995). The outcome of the process consultation was 

to enable the owner manager to be self-empowered so that he could empower his 

employees for the organizational change. After the intervention process as discussed 

in the last chapter, the outcome of the project - empowerment - was achieved. The 

following paragraphs will examine the impact of empowerment on the owner-

manager and the impact on the organization as a whole. 

EMPOWERMENT OF THE OWNER-MANAGER 
To the owner manager, there were two outcomes of empowerment to build up his 

self-confidence and the use of his personal resources effectively. 

BUILDING UP CLIENT'S SELF-CONFIDENCE 

The influence of the owner manager's mother 

Self-confidence is one way in which self-esteem has frequently been 

operationalized. It represents a generalized sense of a person's ability to perform 

adequately in new situation (Wells & Marwell, 1976). Twenty-three years ago, after 

Peter graduated from a British University, he went back to Hong Kong and worked 

for one year. He then decided to make a change. He liked Australia very much 

because of the good living environment and weather. It was better than Hong Kong 

and Britain. He planned to emigrate to Australia and was granted permanent 

residence. When he discussed it with his family, his mother strongly opposed his 

decision. He felt frustrated because he could not decide his own life. 
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The owner-manager decided his life after twenty-three years 

Last year, when Mr. W, the former owner, was on holiday in Hong Kong and 

mentioned that he wanted to sell his business, Peter's idea came up again. After 

working for so many years, he had his own savings. He liked to have his business 

and he also like living in Australia. So he decided to buy Mr. W's business. When 

he discussed his planning with his mother, she challenged him a lot of questions - 

Do you have experiences in hotel management?', 'Are you sure you can earn your 

living in the business?', 'Are you sure you can give away your lucrative career as an 

engineer in Hong Kong?'. At first, he wavered. But his wife, Donna, reminded him 

this was his second chance. If he gave up again, he might lose it forever. With the 

support of his wife, Peter finally made up his mind. But even now, he was not sure 

his decision was right or wrong. He seemed to feel sorry for his mother. The 

consultant had asked Peter, 'Putting aside the opposition of his mother and without 

regard for the outcome, if you could do anything you like in this world, what would 

it be?' Without hesitating a second, Peter answered. To have my successful 

business.' The consultant said, 'You are clear what you want to do. You will have 

no regrets if you follow what you want to do.' 

To have a direction is the basic step of self confidence 

Before building up self-confidence, an essential step was to know the 

direction. After Peter knew where he was, he understood what he wanted. When he 

knew what he wanted, he could be sure which option was right for him. When he 

knew his direction was right, he should trust himself. Self-trust not only guides a 

person to his or her own direction, it also helps the person overcome obstacles. 

Peter' s mother might not be happy when Peter made the tough choices himself. 

Anyway, when he felt confidence, he was able to decide the best course of action. 

Positive self-concept is another basic element of self confidence 

Besides self-trust, the consultant suggested Peter to focus on positive self-

concept and put behind negative feelings. What a person sees and hears tends to be 

selective and sometimes involves a degree of distortion shaped by the influence of 

other people. For example, if Peter believed that he was incompetent because his 

mother said he lacked experience in hospitality management, his self-concept or self-

image would be low. Thus self-confidence would be affected. Confidence is inner 
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faith. It is a feeling of sureness to accomplish whatever task one set out to 

accomplish. If Peter did not trust himself and perceived himself as being 

incompetent, he would focus only on his shortcomings and failure. A confident 

person, on the contrary, always trusts himself, has a positive belief system towards 

success and puts all his energy into achieving his goal. 

Use self-talk to replace negative thought 

In psychology, there are two concepts that affect a person's self-concept. 

They are 'self talk' and 'locus of control' (Waters, 1996). We are frequently 

influenced by other people's ideas, behaviour or negative comments, like Peter's 

mother's discouraging comments on his decisions. When his thought was full of 

failure, he would lacking confidence to run his business. If his thought was negative, 

he would not perform well in his business. Self-talk was mentally telling himself 

something positive like 'I can do this. It's not a 'big deal" ' to replace the negative 

thought. When he put himself down in the negative thought again, self-talk would 

tell him stop and replaced positive thought instead. 

Use of internal locus of control 

Locus of control is where we perceive the control centre of our lives to be 

located. If we are an 'internal', then the position of control resides with us. We are 

likely to be self-directed, to attribute little to fate or external environment, to believe 

that we can control our destiny and accept personal accountability for who we are 

and what we do. If we are an external', then we will perceive it to lie outside 

ourselves. We believe that we are largely at the mercy of fate, other people and other 

forces beyond our control. We are other-directed and we accept little personal 

accountability. If we do not believe in the control of one's life, we negatively 

perceive our lives and our work (Gist, 1987). Peter then understood that people 

could control their own destinies. With an internal locus of control, he could believe 

that he managed to exercise control over the environment and ultimately his destiny 

rather than letting events control him. 
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Experience smaller success to increase confidence 

To strengthen the client's inner faith and confidence, Peter was suggested to 

experience small successes as a way to rebuild the trust of self. Just like playing a 

jigsaw puzzle. Such a task might seem difficult to a person who had never done it 

before and hence the person might not feel confident about his or her ability to do it. 

Only when one began with something small, like completing a few pieces of the 

puzzle and managed to see a very small part of the picture did his or her interest and 

confidence increased. When more pieces of the puzzle were completed and larger 

part of the picture was seen, the feelings of confidence would be stronger. After 

chairing the first staff meeting, Peter had more confidence to chair the coming 

meetings. Peter was excited to see his employees became more committed and more 

responsible to their work. From such smaller success, Peter's self concept enhanced. 

Although he was a new immigrant entrepreneur, he managed to communicate with 

his employees of different races and different cultures 

A person's self-efficacy affects his or her effort, persistence and goal 

fulfillment. Self-efficacy is a person's belief in his or her capability to perform in a 

specific situation (Bandura, 1983). Peter had harboured positive thoughts because 

self-efficacy was a good predictor of his choice and performance. When he trusted 

himself and thought he would be successful, he could. The self-fulfilling prophecy 

occurs when our expectations become the final outcome. As Peter gained confidence 

in operating his business, he was empowered to trust himself, and focused on 

positive perceptions and expectations. 

EFFECTIVE USE OF PERSONAL RESOURCES 

We all have been given a certain amount of resources. Some are tangible, 

such as money, assets and capital. Others are intangible like relationships, talents 

and time. Such personal resources will enhance our success if we use them wisely. 

Improper use of them may impede our chance to succeed. 

Tangible resources management 

Throughout the intervention process with Peter, he understood the importance 

of his own resources and put his greatest effort to manage them. The obvious 
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tangible resource was money. He knew that four major financial criteria of failure to 

most small business are: 

Earnings 

An enterprise fails if its return on capital is significantly and consistently lower 

than that obtainable in similar investment. 

Solvency 

A business will be ceased operations when its unpaid obligations are serious. 

Bankruptcy 

Bankruptcy is normally accompanied by an insolvent liquidation. 

Loss cutting 

An enterprise fails even though cost cutting had been launched to avoid further 

losses. 

To prevent the occurrence of any of the above failures, the client was cautious of 

utilizing his working capital. 

Intangible resources management 

Apart from the financial resources, the client was empowered to manage his 

intangible resources. It included good relationships and social network, time 

management, and talents. 

Relationships and social network 

Good human relationships and social network would get him psychological 

support. Peter's relationships were not confined to his family, relatives and friends, 

but also organizational members and his neighbours. Whether positive or negative, 

each relationship offered him numerous resources and experiences. The tangible 

outcomes might be financial help or physical care. The intangible outcomes were 

emotional support, esteem support and social support. For example, after Peter 

showed willingness to communicate and showed concern for his employees, their 

relationships improved. Since human relationships were reciprocal, when employees 

felt valued by the owner-manager, they might in return commit themselves to their 

work and develop loyalty to the organization. 
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Time management 

Time is another important personal resources for everyone, but use of time 

well is one of the skills for success. Owners of most small businesses are usually 

busy all the time. They have many unfinished tasks to do. In fact, no one is born a 

master time manager. Managing time is learned through trial and error and through 

specific lessons. Last Christmas, three employees were on leave; two of them were 

the housekeepers. If casual or temporary workers were employed, they had double 

pay because of the Christmas holidays. To save more costs, Peter and his wife 

decided to work for them. Because of the heavy workload and long hours work, both 

of them were ill for over one week. Then Peter and his wife learned that they could 

not do everything. If they did not manage the time properly, they lost more time than 

before. They understood that setting priorities in the use of time was extremely 

important. 

Talents 

The last resource is talent. One of the client's talents was the creativity the 

ability to produce different ideas that generated new opportunities for his business. 

Creativity is defined as 'something to do with ideas, with spontaneous inspiration, 

with new thoughts, with the unusual, with bringing something new into being' 

(Morgan, 1993, p.19). Creativity is directly related to innovation. Ideas are the basis 

of organizational innovation and ideas come from the creative individual. As 

Schumpeter (1987) mentioned, 'the entrepreneur initiates change and generates new 

opportunities. Until imitators force prices and costs into conformity, the innovator is 

able to reap profIts and disturb equilibrium'. But 0' Farrell (1986) stated that in 

reality, few small firms could be classified as innovative. However, when something 

is produced differently through the ability to relate previously unrelated things, 

comparative advantage will be created. 

Peter managed to use his creativity to make innovation of his hotel service 

and planned to induce some changes. For example, he had a clear understanding of 

some customers' preferences - entertainment. Of course he understood that all small 

hotels did not afford to provide facilities like swimming pools, gymnasiums or bars. 

He planned to provide those services that were affordable like installing cable TV 

and providing video rental service. Besides, he knew that many customers 
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(especially those who came from developing countries) like using the internet. So he 

planned to use one storeroom to renovate as a computer room for internet usage. Six 

to eight computers would be installed. In addition, he would organize some 

introduction sessions every week (about half an hour) for those new internet users. 

Although the service on offer from his hotel and other small hotels in Darwin looked 

identical - to provide economical accommodation, with his own resources - 

creativity, the provision of something extra might make his business different from 

other competitors. 

EMPOWERMENT OF THE ORGANIZATION 
The major outcome of empowerment to the organization was to empower 

people to learn throughout the organization. If people do not develop new skills, 

increase their capabilities, knowledge and then alter what they do, any change will 

not be possible. Only when learning is to persist, knowledge could be spread quickly 

and efficiently within the organization (Appelbaum & Reichart, 1997). 

Definition of organizational learning 

Numerous authors offer definitions of a learning organization. The most 

cited is that of Senge, who defines a learning organization as "an organization that is 

continually expanding its capacity to create its future" (Senge, 1990, p.10). Gravin 

(1993, p.19) suggested that a learning organization "is an organization skilled at 

creating, acquiring, and transferring knowledge, and at modijjing its behaviour to 

reflect new knowledge and insight". Field & Ford (1995, p.24) gave a more specific 

definition that "a learning organization with a well-developed capacity /br double-

loop learning, where there is ongoing attention to learning how to learn; and where 

key aspects qf organizational Junctioning support learning 

Field & Ford (1995) view learning as a continuum from haphazard learning to 

double-loop learning as in Figure 7.1. 
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haphazard goal-based double-loop 

learning learning learning 

Fig. 7.1 A continuum from haphazard learning to double-loop learning 

Source: I1e/d, L. & Ford, /3. (/995, Mnwging orgaizizuliolial leariziiig:fro;n rhetoric to rca/ny, 

Sydney: Longrnan Australia Ply. Ltd. 

As enterprises learn more about organizational learning, they progress along 

this continuum. In haphazard learning, goals are hazy. Learning is not deliberate 

and it takes place without the benefit of the kind of frame of reference that goals 

provide. When management understands that haphazard learning is rarely productive 

and is willing to improve it, then goal-based learning occurs. 

To become more like a learning organization involves establishing goals and 

feedback mechanisms that indicate progress. Argyris and Schon (1996) called it 

single-loop learning because the feedback is focused on how the established goals 

are achieved. When an organization faces different changes and becomes more 

complex, goals need to be revisited. If employees start to develop their abilities to 

question what they are doing, introduce ideas from other contexts, or whether goals 

have become obsolete, it is called double-loop learning. Feedback is not only from 

goals, but also from the environment like customers, competitors, markets and so on. 

That means there are two feedback loops. 

MOVING A. C. LODGE IN THE DIRECTION OF A LEARNING 

ORGANIZATION 

A. C. Lodge was moving along the continuum of the learning organization from the 

following evidence. 

Haphazard learning 

Because of the shift duties, A.C. Lodge employees seldom met and interacted 

with each other. They seldom had any sharing and there were many frustrations: 
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• the paper work was inadequate often no records and files were opened. Most 

messages were verbal. 

• employees never got any feedback about their work, or more broadly, about how 

the hotel was going. 

• there were no written guidelines about work at all - no procedures, no policy on 

handling customer complaints and no staff manual. 

• there were no organizational goals, no strategic plan, not even goals for customer 

service. 

• it was never quite clear that the owner-manager was in charge of everything, and 

management's expectations about people's responsibilities seemed to change from 

the owner manager's order. 

From the analysis, plenty of learning occurred but it was mostly negative 

learning - that was, learning that contributes to poor service quality and customer 

dissatisfaction. For example, employees learned to mind their own business, to avoid 

taking any initiative and to do their jobs with the minimum of effort. They learned 

that A. C. Lodge is in the business of providing budget accommodation, not 

satisfying customers. The result of these negative lessons was low commitment and 

a lack of shared responsibilities. 

Goal-based learning 

After the process consultation and intervention through staff meetings and 

individual interviews, the owner manager understood that organizational learning 

was one of the strategies of empowerment. To move A. C. Lodge in the direction of 

a learning organization, goals were to be established and feedback mechanisms had 

to be put in place. 

A. C. Lodge developed goals at all levels - for individuals, teams and the 

organization as a whole. For individual employees, goals were taken in the form of 

personal objectives that were compatible with the organisational objectives such as to 

develop professional knowledge and the quality standard of customer services. For 

teams, goals were mainly to include quality improvement such as how to market the 

service, how to upgrade the facilities and so on. For the organization as a whole, 
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goals were to include strategic plans, the organization mission and specific quality 

objectives. 

For goal-based learning to occur, feedback was needed about whether an 

effort was on target. Once goals were established, employees were trying to achieve 

them and there was a feedback mechanism that indicated progress relative to goals. 

Feedback came from co-workers who had to deal directly with customers, from peers 

and from the owner manager. 

Double-loop learning 

In a perfectly stable environment, once goals are established, outcomes can 

simply be monitored. Obviously, such an unchanging work environment is never the 

norm. Employees need the ability to question and kept updated customer 

expectations on enterprise operations. Double-loop learning occurs when employees 

put learning related to progress towards established goals and at the same time put 

learning related to critical questioning of the goals themselves (Field & Ford, 1995). 

Although A.C. Lodge employees moved from haphazard learning to goal-based 

learning, there was a capacity for double-loop learning when the learning culture was 

strong enough to become more like a learning organization. 

The learning culture 

A learning organization has a culture that promotes learning. There are four 

areas that most commonly frustrate learning (Field & Ford, 1995, p.22): 

employee relations; 

work organization including various forms that an organization can take 

and the roles of manager; 

skills, training and learning; and 

technology and information management. 

Since the above four areas that might frustrate organization learning were 

starting to improve, A. C. Lodge moved in the direction of a learning organization. 

For instance, staff meetings were initiated and face-to-face interactions were 

encouraged, formal policies and guidelines were written by the owner-manager, 
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shared responsibilities were promoted; and employees were empowered to make 

their decisions. It was discovered that use of written records reduced the 'verbal 

culture' gradually. The employees' tasks were being achieved on a more consistent 

basis. Although there was still lack of formal training from the employees, when the 

goals and visions of the organization were clearly understood and supported by all its 

members, the learning culture facilitated the organization becoming more like a 

learning organization. 

CONCLUSION 
To enable the owner manager to build up his self-confidence, to use his 

personal resources, and to move the organization in the direction of a learning 

organization were the desired action outcomes of the project. Only when the owner-

manager developed his entrepreneurial mindset - using writing as a work habit - in 

the routine work - employees were then urged to follow instructions consistently and 

standardization of performance outcomes could be achieved. The next chapter will 

evaluate the skills and techniques used during the intervention process through 

reflection. 
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CHAPTER EIGHT 

REFLECTION ON THE SKILLS AND 

TECHNIQUES BEING USED DURING THE 

INTERVENTION PROCESS 

INTRODUCTION 
Reflection is significant to think back what we have done to discover what errors 

we have made and what successes in order to improve or to enhance our work more 

effectively. Our reflection may indirectly shape our future action (Tsoukas, 1994). In 

this chapter, reflection on the whole process of consultation will be highlighted and what 

improvement was made during the whole research project will be discussed. The four 

major areas are: questioning techniques, communication patterns, the helping 

relationship between the client and the consultant, and the effective means of learning 

for small business owners. 

REFLECTION OF QUESTIONING TECHNIQUES 
Asking the right questions was an essential step during the consultation and 

intervention process. As LaGrossa & Saxe (1998) suggest, there are some basic 

principles to observe when a consultant asks questions of a client. They are: 

Maintaining curiosity, not asking why 

Talk outcomes, not problems 

Focus on the future, not the past 

Questions must be specific, not general 

Focus on the client by asking value-based questions 
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Asking 'why' questions seemed finding a client's faults 

Before starting the research project, the consultant was unaware that such 

principles were important until the first meeting with the client, Peter. When the client 

told the consultant that his mother did not support him when he planned to emigrate to 

Australia twenty years ago, Peter was questioned why he took his mother's advice 

instead of not making his own decision. It was observed that the client appeared to show 

discomfort and lapsed into silence. Then the consultant changed the topic of the 

conversation. After the meeting, the consultant evaluated and reflected upon what he 

had said during the interviewing process. The consultant also read some textbooks 

especially LaGrossa & Saxe's questioning principles about consultation skills and 

finally realized what mistakes were made. Most of the time, the consultant had asked 

Peter 'why' questions that were not conducive in solving the problem and it seemed that 

the researcher was fault finding. 

After evaluating what mistakes needed to improve, the consultant applied the 

questioning principles. He followed the first principle of maintaining curiosity rather 

than questioning the client to explain his actions or decisions. So when Peter met the 

consultant in the next session and told the consultant that his business needed some 

improvement, the consultant then asked him 'I-low will you do that?' instead of asking 

him 'Why haven't you done that?' The 'how' questions helped the client to think about 

what actions or steps he would have to take. It was believed that this approach could 

develop or enhance the client's planning capability. If he managed to figure out the 

planned actions, he was then empowered to do what he planned to do. If, on the 

contrary, the client was asked 'why?', he would have justified or defended his responses 

with some reasons why he had not done something to improve his business. This was 

not constructive or not helpful to the client. Having curiosity about what things would 

be done and how things were done better would be conducive rather than seeking the 

explanation of what was right or wrong. 
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Asking desired outcome, not problems 

LaGrossa & Saxe (1998, p.72) state that clients are far more interested in 

reaching desired outcomes than in just solving a problem'. When the consultant first 

saw Peter and asked him, Can you tell me of any problems that you have encountered in 

your business?', It focused only on solving problems to the exclusion of desired 

outcomes. So the consultant changed his questions when they met again. Peter was 

asked 'What do you hope to accomplish?' and 'What result do you want to achieve?' 

when they talked about upgrading the hotel facilities and customers service. Peter 

expressed more interest in answering the questions what he had done so at their earlier 

meetings. For instance, Peter had found some quotations for the carpets. He was 

excited when he was telling the consultant about his plan to install the Internet. He told 

the consultant a lot about the trend of computer models. Anyway, the focus was on 

possibilities rather than on remedy. Uncovering the client's desired outcomes enabled 

the consultant to understand and diagnose what factors were blocking the attainment of 

optimum results and furthermore to gain more insights into what the client wanted to 

achieve. 

Asking about future, not the past 

Since LaGrossa & Saxe's first principle suggests to ask 'how', the second 

principle asks 'outcomes' and the third principle - focuses on the future, not the past. It 

was thus concerned about what steps should be taken to achieve future success when 

Peter was asked some questions. When the client talks in clear practical terms about his 

desired outcome, there is a greater chance of success because the future gives people 

hopes and motivation to change. When asking 'why' and talking about problems, 

people's focuses are usually on finding out the causes or the sources of problems. 

Conversations about the past generally focus on problems that arose. What are the 

possible causes? Who are the persons responsible for the creation of the problems and 

so on? But asking 'how' and 'outcomes' are totally different. They are future-oriented. 

So the nature of the consultant's questions focused on asking the client about future 

change rather than looking back to the deficiencies of the past. 
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Focusing on specific and value-based questions 

The remaining two principles were also very useful when asking clients more 

detailed and specific information, insight or feelings. If these types of questions are 

asked - specific questions' and 'value-based questions' - the consultant should be sure 

that a good relationship with the client has been developed. Without trust, the client 

might not be ready to answer or might not give truthful answers. From the reflections, 

'value-based questions' should only be used after working with the client for some time 

and having established a good relationship with them. For example, the client was asked 

'What concerns have you about improving the quality of your business?' He answered 

the consultant frankly that before applying for permanent residency, he would run his 

business for at least twelve months. He felt if he could convince the Immigration officer 

that he was running his business successfully, he might have greater chance in gaining 

permanent residency. Besides, he wanted to prove to himself that he had made the right 

decision. However, the client was proving himself to his mother more than to himself. 

Asking right questions are conducive to collect information 

In sum, using the right questioning skills is conducive to explore a client's 

information, but how and when to ask appropriate questions depends upon a consultant's 

skills, his or her relationship with the client and the timing. Every time after meeting 

with the client, the consultant had to reflect on the conversation and evaluated the 

client's responses in order to improve the consultant's questioning skills. Only asking 

good questions would facilitate the process of consultation with the client by uncovering 

and understanding the client's ideas, feelings and frame of reference. 

USE OF COMMUNICATION PATTERNS 
Throughout the consultation process, interaction and comm unication played an 

important role. As Schein (1999, p.101) highlights some distinct functions of 

communication are: 

to make sense of ambiguous situations by sharing perceptions and thoughts... and 

to establish cooperative, helpfiul relationships with others. 
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Without understanding how interaction occurs and the use appropriate communication 

patterns, it would be difficult to share the perceptions and thoughts with the client and 

impossible to establish effective helping relationship with others. 

Transactional Analysis 

Transactional Analysis principles were used and the communication process 

during the consultation was analyzed. Transactional Analysis (TA) is one approach to 

understand the basics of the differing mental state people have in relationships. A 

transaction can be defined as a signal or response sent back in reply (Morrison & 

O'Hearne, 1977). Transactional Analysis helps us to be aware of the moves we make in 

our daily interactions with others and to understand our ego states in responding to 

communication. 'Ego states' refers to the chief ways that individuals demonstrate their 

states of being in the world (Morrison & O'Hearne, 1977). Briefly, the descriptions of 

three ego states are: 

Parent ego state which consists of our subjective beliefs, values and standards. We 

calculate and judge in this state. We can also adopt either a critical or nurturing 

attitude to other person. 

• Adult ego state - which consists of our rational, unemotional and analytical outlook. 

We will consider reality, facts and consequences and we really engage in problem 

solving and discuss rationally the implications of our decisions. 

• Child ego state - which consists of spontaneous, irrational and natural reactions to 

events. We act in emotionally, irrationally petulant way just like spoilt children who 

cannot get their own way. 

Parent-child transaction 

As mentioned above, when the consultant first met the client, he felt in higher 

status and the client was in lower position. The consultant was more authoritative as an 

expert, like the relationship of the doctor-patient model. The consultant asked the 'why' 

questions and the client responded as helpless. When the consultant reflected and 

analyzed the communication pattern, they were in Parent-Child ego states interactions. 

The consultant was in Parent ego-state to ask the client why he did this, why he did that. 
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The client behaved as in a Child ego-state like requesting the consultant, Please help me 

solve the problem'; 'Can you tell me what I can do?' The complementary transaction 

was as the following figure: 

C 
Consultant Client 

Fig 8.1 Parent-Child Transaction 

Source: Harris, T (1973), I'm OK, you're OK, NY: Morrow, William & Co., Chapter 3, 
pp.60-77  

Since the client reacted with child-ego state, he relied help from the consultant like a 

child relied help from his or her parents. If the client used child ego-state to 

communicate with the consultant, the normal response of the consultant was to treat the 

client as a child and he acted as a parent. 

Adult-Adult transaction 

Parent-child transactions did not help the client g row but only developed his 

dependency. In the next meeting, when the consultant changed the communication 

pattern, their transactions were changed. The consultant asked the client 'how' question 

to make him think. It was more rational and helpful to be more independent. It was 

very useful for both parties to interact in Adult-Adult transaction as Figure 8.2: 
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C 01 0 
Consultant Client 

Fig 8.2 Adult-Adult Transaction 

Source: Harris, T (1973), I'm OK, you 're OK, NY: Morrow, William & Co., Chapter 3, 
pp.60-77 

Of course the consultant was not a magician to change their ego states so 

suddenly but he attempted to use the Adult-Adult transaction most of the time. The 

client was helped to be more independent, to act rationally and to engage in his own 

problem solving in a rational manner. By using Transactional Analysis, the consultant 

was more conscious about the communication pattern when he interacted with the client. 

Only when they were in 'I'm OK, you're OK' position (Harris, 1973), they would 

increase mutual trust, mutual acceptance and the helping relationship could be facilitated. 

USE OF THE "BALANCE STATUS" HELPING 

RELATIONSHIP 
The third reflection was the helping relationship with the client. How could the 

consultant develop an effective helping relationship with the client? Were both parties 

of the same status? 
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The initial imbalanced status affects the helping relationship 

Schein (1999) mentions that a successful helping relationship between a 

consultant and a client should be mutual trust, mutual acceptance and mutual respect. A 

client might resist and defend if he or she did not trust the consultant. The consultant, on 

the other hand, could not perceive problems from the client's perspective if the 

consultant did not respect the client. A helping relationship thus would not work. 

Schein also states that even though a client trusts his consultant, telling the consultant 

about his problems and the feeling is relieved, the helping relationship might still be 

imbalanced because the client's relief feeling would seduce the consultant into accepting 

the higher status and power position. The helper is 'one-up' and the client is 'one-down'. 

The client might admit that he could not solve his problem alone and is dependent upon 

the consultant's help. The relationship began to be productive only when both parties 

felt comfortable with each other's relative status and roles. 

The 'One-up' and 'one-down' status 

When the consultant first met the client together, it was found that the client 

really wanted someone to share his feelings and needs. The client did not have any 

resistance or defensiveness. Because they came from the same place, Hong Kong; spoke 

the same language; and in the consultant's role as a helper, the client felt comfortable in 

disclosing his personal history, background and feelings. The consultant had not 

thought about the problem of status imbalance in helping relationships until the 

reflection on the process of establishing effective working relationships. 

As Schein (1999) states, a client asking for help implies that the client endowes 

the helper with the capacity to help, with expert knowledge, and with the ability to 

deliver something of value. Just like the doctor-patient model, a helper usually accepts 

the higher status and authority; a client only accepts what the helper instructs. It will 

develop a client's dependency when the helper has the feeling of being 'one-up' and the 

client feels 'one-down'. 
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The problem of client's dependency and the consultant's expertise 

feeling 

The consultant remembered that in the first meeting with the client, some well-

structured questions were used to ask the client especially the 'why' questions like 'Why 

don't you follow your heart when making your decisions?' 'Why don't you develop a 

comprehensive business plan if you want to change?' The more the client behaved as 

helpless and incapable through his answers, the higher the consultant felt in higher status 

as a helper. As a result, the more was the dependency of the client was developed. 

In order to balance the helping relationship, the consultant changed the strategy 

to create a climate that the two parties would be equal in status. Not only was the client 

seeking help, the consultant, as the helper was also dependent on the client for accurate 

information and understand his feelings in order to remove some of the areas of 

ignorance (Schein, 1999). The consultant should not impose too many assumptions and 

stereotypes on the client's situation. The owner-manager once told the consultant that 

he bought the business in Australia for a change. The consultant assumed that his 

previous job was not happy for him so that he wanted to have a change. In fact, the 

consultant was not actively listening to, understanding and supporting of what the client 

said. Without mutual acceptance and understanding, it was difficult to empower the 

client to be independent, to view problems as his own problems and to develop 

equilibrated relationship of both parties. 

Use of non-directive interviewing technique 

In the next meeting with the client, a non-directive interviewing technique was 

used to keep the client in the seat telling his story, to protect the consultant from making 

premature judgments and to make the client feel more valued. 'How' questions instead 

of 'why' questions were asked to give the client a sense that he could better understand 

his own problems. Besides, the consultant clarified that his role was not solving 

problems for the client but solving problems with him. It was found that the outcome of 

the meeting was better than before through the status-raising process. The client's 

thinking was broadened and he felt less vulnerable and less dependent. He started to 
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become an active learner. Both of them felt comfortable with equal status to 'share the 

problems together'. 

USE OF EFFECTIVE LEARNING ACTIVITIES 
Researchers found that most small business owners seldom participate in formal 

management training because they have a belief that formalised training is not necessary 

and not effective to meet their needs (Baker, Wooden & Kenyon 1996, Borland & Home 

1994, Booth 1993). Catts et at (1996) found that small businesses preferred a hands-on 

learning (learning by doing) and informal approach to formal or academic learning 

programmes. Formal management training focuses on theories and knowledge. Small 

business owners are interested in practical skills and how to achieve successful 

outcomes in their workplace. Therefore collaborative consultation and individual 

coaching fit most small business owners' learning needs. 

After working with the client, the consultant found that the client preferred 

learning with him rather than attending structured management training courses. Once 

some pamphlets of management training workshops were faxed to the client. The 

contents were quite suitable for him. When he was asked whether he would attend these 

workshops, the owner-manager replied that he was busy and had no interest to attend 

these workshops. So it agreed with the findings of the mentioned researches that formal 

training might not meet his needs. The main reason is the limited budget. From the 

reflection of working with the client, the consultant suggests some does and don'ts of the 

learning activities to small business owners: 
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Do 
•joint consultation, empowerment 

and personal coaching 

'start where the client is 

that is, immediate problems or needs 

•friendly and supportive relationship 

•social support and personal concern 

•sensitive to client's ego and personal 

feelings 

'emphasize both practical interventions 

and preventive measures 

'help client to solve his own problem 

•help client think, reflect and take 

responsibility 

'time-conscious, flexible to client's 

time and his learning needs 

'workplace learning 

'learning is tailor- made, depends on 

client's problems and needs 

Don 1 
'a series of management training 

programmes 

'start from theories and knowledge based 

training 

.formal trainer/ trainee relationship 

•concern only on learning 

'expect objective criticism to learner's 

performance 

'focus only on preventive measures 

•client learns the general problem solving 

skills 

strainer instructs and demonstrates to learner 

how to do and what to do 

'course based, structured time 

'classroom learning 

'structured training programmes 

Do and don't in providing training activities to small business owners 

Since formal management trainings are expansive and time consuming for small 

business owners, the most practical and effective way is tailor made service like 

personal coaching and joint consultation. The above do' and don't' are suggested by 

the consultant's experience. 
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CONCLUSION 
Communication is an important element not only to the consultation process but 

also to the whole research project. What kinds of questions to be asked and what types 

of interaction pattern to be used seriously affect the helping relationship with the client. 

Through reflection during the course of action, the consultant learned to use better 

questioning techniques, to analyse the communication pattern by means of Transactional 

Analysis, and to balance an equal status between the client and the consultant in the 

helping relationship. Besides, the consultant considered what kind of learning means for 

small business owners were appropriate. The next chapter will discuss how the owner-

manager and the organization are empowered as the ultimate goals of the project. 
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CHAPTER NINE 

REFLECTION ON THE INTERVENTION 
STRATEGIES BEING USED IN THE 

ACTION RESEARCH 

INTRODUCTION 
There is no fixed strategy of intervention and no one right way to start out in 

the process consultation. Usually when a client perceives that problems exist, he or 

she may request the consultant's assistance. As mentioned in Chapter 4, Schein 

(1990) distinguishes three models of consultancy: 'doctor-patient model', expertise 

model' and 'process consultation model'. The intervention used in the research 

project was the process consultation model. The main idea was to help the client to 

help himself through joint process of consultation. Based on this principle, three 

major strategies were developed - first was to fix the process, not the problem; 

second was to work with the client, not to work for the client; and lastly was to plan 

for the future, not to find out the past faults. This chapter will examine how these 

strategies were used. 

FIX THE PROCESS, NOT THE PROBLEM 
If we find a product defective, we may check the machines, the material or 

the production procedures to fix the problem. But if the problem is related to an 

intangible defect such as the problem of service quality, staff morale or interpersonal 

relationships, we need to focus on interpersonal or communication processes. 

Process refers to 'how things are done rather than what is done' (Schein, 1987,   p.39). 

Process is everywhere. For example, when we talk with other people, it is a 

communication process. When we want to spend our holiday somewhere, it is a 

decision process. 
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There are two major processes that every organization encounters everyday: 

production process and communication process. A production processes usually 

relies on machines. If a machine does not work smoothly, we can fix it, or easily 

change to a new one. A communication process relies on people. If interpersonal 

relationships of employees are not good, it will affect team spirit and service quality. 

We need to spend efforts not just in identifying problems but also in improving or 

developing better processes to alter the communication style. 

In this action research when the owner-manager told the consultant that he 

worried about future business performance especially in the low season, the 

consultant suggested that he make some change. If he decided to renovate the hotel 

to make the outlook more attractive, he could also do something about promotion. 

He might promote his hotel to some senior citizen clubs and other business firms in 

other states and offer higher group discounts to these organizations to attract senior 

holiday-makers and commercial travellers to come during the low season. But the 

problem he identified was his employees. He knew that he was a newcomer. To 

implement any change, he could not do it alone. But he was not sure whether his 

employees were able to support him or not. Some of his employees had been 

working for a very long time, but others were casual workers, who were fresh and 

inexperienced. The client did not know who might resist him and who would 

support him when implementing any change. He did not know whether change 

outcomes were desirable or not. 

Instead of worrying about what the employees thought or finding out who 

were the problem employees, the client was advised to focus on the process. 

Schein's model of task and interpersonal processes was used to intervene to improve 

the organizational communication so that employees' commitment could be 

enhanced. Schein's model is as follow: 
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Content 

Process 

Structure 

Task 

1 Formal agenda, goals 

2.How the task is done 

3. Recurrent processes - 
standard operating 

procedures" 

Interpersonal 

Who is doing what to whom 

How members relate to each 
other, communicate, etc. 

Recurrent interpersonal 
relationships, roles 

Fig. 9.1 The Foci of Observation and Intervention 

Source: Schein, E. (1987), Process Consultation, Vol.11, Addison- Wesley 
Publishing Co. Inc, p.47 

Since Peter agreed to have staff meetings every fortnight to improve communication, 

the consultant attended the first five staff meetings to facilitate their interactions as 

well as to enhance their commitment through the process intervention. Each staff 

meeting lasted about half an hour to forty-five minutes. [Refer to the Appendix] 

Task content (cell I in Fig. 9. 1) - At the first staff meeting, employees were not 

familiar with having a meeting and they were curious to know what would happen. 

The owner-manager, Peter, had sufficient preparation for the staff meeting: he 

prepared a formal agenda, snacks and gave employees a chance to introduce 

themselves individually. So in the following staff meetings, employees knew clearly 

the task and function of the meetings. The task content could fulfill its expected 

goal to provide a means for staff interaction and share information. 

Task process (cell 2) - Both the client and the consultant observed that the people 

who spoke out most were senior staff. Junior staff members usually listened and 

kept silent. The task process in the group was clearly dominated by senior staff 

especially when asking them to share their opinions about the customer service. 

Task structure (cell 3) - Since senior staff were more willing to speak, the emerging 

group norm was that junior staff looked to senior staff and followed their opinions. 
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For example, when asking for the junior staff opinions, they just followed what 

senior staff said or to agree with the senior staff opinions. 

Interpersonal content (cell 4) - Both the client and the consultant found that different 

staff members had different performance in the meetings. For example, Ah Mui', 

the senior staff member, often dominated the conversation while Andrew, the casual 

worker, spoke up rarely, and only when asked for the opinion. Some members were 

playing leaders' role while others acted as followers; some members were 

challengers while others were mediators. The difference between task content (cell I) 

and interpersonal content was that task content focused on what the group was 

actually working on, but interpersonal content was on the relationships among the 

members of the group. 

Interpersonal process (cell 5) - Interpersonal content focused on members' 

relationships by task concerns. Interpersonal process involved the behaviour of 

members towards each other. For example, certain members always rejected other 

members' ideas no matter what the task content. Such conflicting relationships 

would have direct impact on the group's outcomes. 

Interpersonal structure (cell 6) As staff members interacted in the staff meetings, a 

relationship pattern was developed. It included how members communicated with 

each other, how they defined the rules and norms, how their power and authority 

were allocated and how the status and rewards were allocated. 

Through the analysis of the task and interpersonal structure model, the client 

learned how to observe and influence the interpersonal process. Since junior 

employees were inexperienced and not confident in expressing opinions, their 

participation was not active. Senior employees were encouraged to help and guide 

junior employees in order to develop a team spirit to implement the change. Peter 

then focused on clarifying individual members' expectations and providing more 

information on how change was needed. After a three months intervention process, 

staff members' relationships were improved and the participation of junior staff was 

increased. To be an effective consultant, it helped the client fix the interpersonal 

process rather than fixed any problem for him. 
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WORK WITH THE CLIENT, NOT WORK FOR THE 

CLIENT 
Problems can be defined as "situations where something is not working and 

what is being done makes no difference" (De Shazer, 1991, p.336). De Shazer 

mentions that when there is a problem, we can look at what is happening or not 

happening, and without asking why?' He is not interested in the question 'why is 

the problem present?' He argues that answering that question does not necessarily 

help construct a solution. For example, if the employees' performances are not 

satisfactory, the owner-manager's attitude towards them could be unfriendly. If 

employees' feel that their boss is unfriendly to them, their performance would 

become poorer. So the causation of the employer-employee relationship problem is 

circular or interactional. Searching for the 'true' cause is seen as a waste of time and 

understanding problems in this way is not seen as useful to the building of solutions. 

Use of 'Solutions-focused' technique 

To help the client to solve his problem, it would be better to listen and use 

what he brought to the problem. De Shazer (1991) suggests that the foundation stone 

for building solutions is the 'exceptions' to the problem. By exceptions it means 

those occasions when the problem is not so much a problem, when things are even a 

little better or there is a different interval between troubles. Using the same example 

of employer-employee relationship problem, the client, Peter, was asked by 

exception if employees gave their customers smiles, they came to work on time and 

they followed every work instruction, what he would do in such situation? Solutions 

were therefore built by the dialogue between the client and the consultant, talking in 

detail about the exceptions that the client would notice, and about what difference it 

would make. The conversation built up the positives, focusing on what the future 

would be like when there was no problem and focusing on the client's strengths and 

abilities. 

The consultant was not seen as an expert on any problem, or as having 

professional insights that shed light on it. In fact, the client was the only person to 

understand and had the experience of his own problem. The consultant, on the other 

hand, had expertise in asking helping questions and in co-constructing new stories 
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and the reframing of situations that made solution-building possible. When the 

consultant talked about what difference it would make with the client, they could 

generate not only confidence and optimism but also actually move the client forward 

solutions without having analysed the problem. Thus, to focus on the strengths of 

the client and ask useful questions, the owner-manager would reveal his capacity and 

then it was the consultant's duty to notice it, to point it out and to underline it so that 

the client might learn from it. The consultant was curious about when things were 

better, how that happened and especially what the client was doing differently that 

made the solution possible. 

Focusing on the client's strengths rather than deficits 

Through the process of joint diagnosis and building solutions, the focus was 

to look at the client's strengths and self-power rather than on his deficits. 

Discussions were on how the client managed to do something different, how he 

chose what was good for him, how he uncovered the hidden and possibly 

unconscious elements until he learned to see the problem and build his own solutions 

for himself. 

The greatest outcome of the intervention process was that the client was 

sufficiently aware of his problem and was capable of solving it independently. He 

learned from this process to work more effectively like creating exceptions when 

such problems arose again. If the consultant solved the problem for the client as an 

expert or gave the advice on how to solve the particular problem that he had 

identified, the client would not learn. As a result, he might not be able to make the 

changes that were recommended. He would only become much more dependent 

upon the consultant to figure out what went wrong and what to do about it when he 

felt uncomfortable next time. In short, the ultimate outcome of the helping process 

was to pass on the diagnostic and problem-solving skills to the client. 
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PLANNING FOR THE FUTURE, NOT FINDtNG OUT 

THE PAST FAULTS 
Planning usually does not occur in small business. Most small business 

owners do not think they need any formal planning because they do not want to look 

or plan ahead. They see a world of giants in which they are highly vulnerable. They 

believe that they have no control on the external environment such as economic 

forces like depression or inflation. It is especially true in the accommodation service 

which is reliant on a seasonal demand from transient customers who have a wide 

variety of alternative options (holidays abroad, other resorts etc) and who might be 

dissuaded from returning by uncontrollable factors such as weather. Since there are 

many uncertain and uncontrollable variables, many small business owners are 

unwilling to plan ahead. Some might provide the excuse that they have no time or 

they might say: My business is simple and I know what the problems are.' As a 

result, formal planning is often considered as an unnecessary luxury. 

Like the former owner-manager, Mr. W did not think planning ahead was 

necessary. He focused on day-to-day survival. He was the only manager of his 

business. He was consequently involved in all the operating problems that arose and 

was seemingly reactive and not proactive. Another reason that Mr. W did not plan 

was lack of adequate staff. In large organizations staff specialists accumulate 

relevant internal and external information about the business trends and corporate 

capabilities. But A. C. Lodge did not have the necessary staff specialists to do this 

type of work. 

Mr. W was asked whether he did any business plan before; he replied that the 

only one he had was a contingent plan in his mind. That meant he did not find 

planning was useful to him so far. He tended to rely on the bottom line instead of a 

business plan. That was, to lower the price to sell more rooms and to cut operating 

expenses during the low season. For example, cleaning rooms and changing bed 

sheets was normally done everyday. To save the operating costs, it would be done 

every two days or even every three days. The owner-manager could not see the 

adverse effect of losing customers even though he lowered the price. A professional 

accommodation service is not just simply offering a place to sleep. Being clean and 
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comfortable are more important to retain customers or to make them come back 

again. 

The present owner-manager, Peter, had a different philosophy about the 

business. He understood there was a need to plan for the future although he was 

inexperienced in planning. He adopted a proactive approach, rather than reactive, to 

his business. He knew that as hospitality and tourism industries fluctuate seasonally, 

he should have some measures to prevent the problems. Planning was necessary so 

that he could prepare for the future. He foresaw the problem of low occupancy rate 

when fewer tourists and visitors came during the wet season. He also projected the 

problems that he would lose those customers of the UN staff when the United 

Nations withdrew from East Timor within two years. 

A vision of the future plan 

The client had a vision to predict future problems and asked for planning 

advice. There were different types of plan like a business plan, a strategic plan or an 

action plan he could use. In order to show the client that planning needed not be 

painful or complex and that it could be really useful to him, the consultant kept the 

focus on simple methods of tracking only some key items. He also kept the scope of 

the initial effort as small as possible so that the owner-manager managed to feel 

confident in making his own plan. 

The purpose of planning was to anticipate most of the business problems that 

were likely to occur so that the organization was enabled to avoid or to address them 

in advance. For example, to tackle the problem of a low occupancy rate in the low 

season, the consultant suggested to Peter a promotion plan that might consist of three 

main activities - direct selling, public relations and advertising. Two of them did not 

cost him any money. For instance, direct selling could include canvassing such 

potential sources as business firms whose employees visited Darwin on business; and 

pensioner/ senior citizen clubs, social clubs and other such clubs that had many 

members for which it organized holiday trips to Darwin. Good public relations 

attracted people to come and stay in A. C. Lodge and were given personal attention. 

If they felt that they were well looked after, they would not only come back but also 

recommend the place to other people. 
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To develop any types of plan. some information or data were needed. For 

example, statistics for the influx of visitors by type (transit visitors, business visitors 

or holiday- makers); socio-economic class - young families or older retirees; 

competition analysis like price structure and marketing strategies of competitors. 

Peter was advised to collect and understand some basic information in advance 

before making any plan. 

After the consultant gave some insights to the client, Peter was able to plan 

for the future rather than finding faults of the past. It was about the progress of 

improving the service to his customers and his profits. He knew how to develop 

different solutions through planning and he finally devised a three-year plan to 

improve his business. The client's strategy was to use higher quality service to 

attract customers rather than short-term price cuts or cost savings. 

First the client prepared an annual net profit projection. He then estimated to 

spend 40% to 50% of his annual profits to reinvest and improve the facilities of his 

business. If there were loss as in the first two years, Peter would use his personal 

savings to cover the loss. After a business plan was devised, Peter was able to see 

clearly what the future path of his business was and began to execute his plan 

accordingly. For example, one month after his plan was devised, he employed one 

part-time cleaner to clean the corridor and the stairs weekly instead of only quarterly, 

as in the past. He also started to fix some worn out furniture like fixing the castors of 

the beds so that the housekeepers could move the beds easily to clean the floors of 

the rooms. The consultant once heard a customer ask Peter why the hotel looked 

cleaner and tidier than before. He then told the client that it was one of the fruitful 

results of his planned change. 

CONCLUSION 
The above three strategies helped to empower the owner-manager as well as 

the employees to achieve the desired outcomes - to implement some changes. The 

next two chapters will discuss how the action research contributes to the knowledge - 

that is, the theoretical outcomes and the development of local theory. 

149 



PART IV 
THE CONTRIBUTIONS OF 

ACTION RESEARCH TO 
KNOWLEDGE 



CHAPTER TEN 

EMERGENT THEORETICAL THEMES 

INTRODUCTION 
One of the characteristics of action research methodology is to seek to influence 

the phenomena being studied and to allow issues to emerge during the research process 

so that interventions can be made (Bunning, 1995). Through reflection, the emergent 

issues become emergent theoretical themes and these theoretical themes are the embryo 

oflocal theory'. In this chapter, two major issues for most small business organizations, 

and how these issues become emergent theoretical themes, will be discussed. 

EMERGENT ISSUES FROM THE RESEARCH PROJECT 
The two major emergent issues facing most small business organizations are: 

Does small mean deficient in terms of resources, quality, management and growth? 

Is the owner-manager of small business powerful or powerless because he or she is 

the only person to manage the business? 

Does small means simple? 

When the research project started, the client, the staff members and even friends 

said to the consultant that A. C. Lodge was a small-scale hotel; there were not many 

things to study and learn. They all assumed that 'small' meant simple, limited and 

lacking resources. Of course the consultant did not assume that their assumptions were 

false but it did not mean all small businesses were the same. People usually looked 

down on the potential of small business. For instance, some researchers have considered 

the problems associated with the growth of small entrepreneurs such as the lack of 

executive competence (Osborne, 1994), insufficient specific management skills 

(Johnson, 1989), poor management style (Waldrop, 1987) and relying on other people 

(Fenn, 1996). 
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Does small mean no high quality? 

When the consultant worked with his client, it was found that the client was 

highly motivated to implement some changes and desired the business to grow because 

he depended for his livelihood on the success of the business. It was also discovered 

that most customers were satisfied with the service because employees had close contact 

with them. For instance, customers felt warm and being concerned when those late 

check-in customers were provided hot drinks and snacks. There is no evidence that 

good service quality belongs to large corporations (O'Neill, 1993, Miller & Friesen, 

1984). With the collaborative process consultation, the service quality of the client's 

business had been improving. Many customers developed loyalty to the hotel. With a 

good image and increased occupancy rate, there was a high potential of growth in the 

future. So to answer the first question, the perception was, small businesses were not 

homogeneous. Each was different and had special characteristics. Trying to generalize 

and stereotype the lack of potentials of small businesses was obviously not fair. 

Does small means poor management and no growth? 

Small may have other meanings flexible, intimate employer-employee 

relationship, close customer contact and so on. Because of the simple organizational 

structure and limited numbers of employees, communication is often easier and 

management is more efficient most of the time. If the owner-manager were able to 

make use of bank finance and manage the business efficiently, the business would have 

the same potential to grow as other large or medium businesses such as in occupancy 

rate, market segment and profit margin. 

Does the owner-manager's absolute decision mean powerful? 

Burns & Dewhurst (1996) mention that an owner-manager has an overwhelming 

influence on his or her business. The owner-manager's views and values will influence 

all aspects of its activities. This means that business decisions will often become 

personal decisions. Storey & Sykes (1996) also state that the small firm owner-manager 

is more powerful in the sense that managerial tasks are concentrated on the hands of a 

single person. The owner manager has the power to implement a decision with fewer 
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checks by other people. There is the risk of over-dependency upon one individual for 

the well being of the firm. 

ANSWERS FROM THE EMPIRICAL DATA 
After working with the client for over three months, the consultant analyzed what 

general characteristics of a small business owner possessed and the emergent issues 

were discovered. 

The owner-manager of small business is lonely and powerless 

When the consultant was working with the client, he analyzed that the owner 

manager seemed to have autonomy with absolute influence on his business, but was he 

really powerful? From another perspective, he was lonely and incapable because lie 

should bear all the risks. Unlikely large corporations, decisions were not made through 

board meetings or some work groups after collecting all relevant data and going through 

different discussions. Large corporations usually have different expertise from various 

departments to analyze problems and provide professional knowledge when decisions 

are made. But the owner-manger of small business was required to make decisions or to 

solve problems by himself even though they did not have such specialised knowledge or 

expertise. There was no accounting manager to give financial advice, no marketing 

manager to provide customers data and no human resources manager to handle 

employees' conflict. Most functions were performed by the owner-manager alone. If 

the owner-manger had management training and were smart enough, lie or she might be 

powerful to manage all the matters. Otherwise, the owner-manager becomes powerless 

and helpless. So in answering the second question, we cannot conclude that the owner-

managers of small businesses have the power to manipulate everything. They are in fact 

powerless without any support provided and expert advice when problems occur. 

The small business owner has potential to grow if he empowers himself 

From the experience in working with this research project, small did not mean 

there was no potential. The owner-managers of most small businesses do not only strive 

for survival, they have aspirations to grow if resources were available. For example, 
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some entrepreneurs transform their businesses into hierarchical organizational structures 

to enable sustained growth (Lee, 1989. Jaques, 1992 & Drucker, 1999). Of course, the 

resources of small businesses are comparatively less than large corporations. But "large 

or resourceful" does not necessary equate with "efficient and effective" because of the 

factors like bureaucracy, inflexibility and so on. Many small businesses are flexible to 

adjust to market requirements and are able to capture the niche market. So it does not 

matter: small or large, the capacity to learn and change is more important than its size. 

As a consultant, helping the client to maximize his capacity was the main task. After 

working with the client for a few months, the need of help was focused on the 

empowerment of three main aspects - psychsocial, cultural and intellectual aspects that 

gave confidence to confirm his decision of buying the business was right, cultural 

adjustment to live in Australia and improve his management skills. These three kinds of 

empowerment needs were more important than just solving the problem of upgrading 

the business. From these needs the embryo of what was called 'local theory' was 

developed. The next chapter will explain in details about the local model of self-

empowerment as a way to strengthen an immigrant entrepreneur's capacity of dealing 

with environmental demands. 

CONCLUSION 
The theoretical themes that emerged from the project were the general negative 

perceptions of the small business: people mainly perceive small business as lacking 

resources, the owner-manager was the most powerful person to make all the decisions 

and control all the resources. From the grounded data and the observation analysis, the 

small business owner was in fact lonely and powerless. He could not share his problems 

with his employees and lacked social support for his problems. Whether the small 

business had potential to grow or expand was dependent upon the owner-manager's 

ambitions, his attitudes and his aspirations. Such theoretical themes developed the 'local 

theory' of self-empowerment of an owner-manager and will be discussed in the next 

chapter. 
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CHAPTER ELEVEN 

THE DEVELOPMENT OF LOCAL THEORY 

INTRODUCTION 
The intention of an action research project is not only to help clients making 

improvements of their situations, but also to develop some insights which may be in use 

in future situations (Bunning, 1995, p.13). 

Local theory is grounded in the empirical data of the situation emerging out of 

conceptual density (Lye, Perera & Rahman, 1997, pp.17-18). The theoretical outcomes 

discussed in the previous chapter provided some grounding for the local theory. This 

chapter explains the local theory that emerged from the data collected. 

A core category was identified from the data and different categories were 

interpreted. Each category was described thoroughly so that every possible variation 

could be included in the final theory. The final theory - actualizing the success of a 

small business - as developed. When the emerged phenomenon was analyzed 

thoroughly and the grounded theory was established, the need for intervention as the 

second part of the study was obvious. Through intervention, a model of empowerment 

was also developed. This chapter describes the process of how grounded theory is 

developed - then the model of empowerment as the intervention framework is explained. 

EMERGING IDEAS FROM THE DATA COLLECTED 
The ongoing study was about how the owner-manager and his staff sought to 

maximize the success of the business. Through participative observation and in-depth 

interviews, the researcher tried to understand the daily operational process in which the 

owner-manager and the employees engaged their daily work and how they committed to 
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the organization. The study also focused on their expectations or values in achieving or 

maximizing the success of the business. The personal working style, attitude and 

provision of support and resources were the domains of inquiry. In-depth interviews 

with the owner-manager and the staff members began to reveal the actual organizational 

performance and the means of achieving the success of the business. From the collected 

data, an unstructured and informal management model emerged. It was discovered that 

the "verbal culture" - that was, the lack of written records and documents, produced 

inconsistency in employees' tasks and a lack of shared values in their organisational 

culture. The insufficiency of social support and corporate resources might have 

hindered the success of the small business. The following diagram described the 

different stages of analysis. 
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GROUNDED THEORY CONSTRUCTED 

Tr 

Descriptions of categories organized into properties 

each having a dimensional range 

Pool of data used to provide every 
possible variation in describing the 

categories 

Concepts abstracted into categories 

Similar ideas grouped into concepts 

Data fractured in open coding process 

Each piece of data (indicators) named 

.-~~Po~olof cl~atafro~mparticipant~s interviewed~~ 

Figure 11.1: Stages of analysis 
Sowce:McCarthy, A. (2001), Educational choice: a grounded theory study, Proceedings 

Western Australian Institute for Educational Research Forum 
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Grounded theory development process 

Data had been collected for about six months through in-depth, unstructured 

interviews with the owner-manager and the employees including part-time and full-time 

staff. Once interviews were transcribed, the data provided was fractured by open coding 

and then, by comparing the information from each interview, called constant comparison; 

ideas began to emerge (Glaser, 1978,p.62). As they too were constantly compared to 

each other the researcher was able to put them into related groups and a concept 

emerged. These concepts were then abstracted further to form a category. The process 

continued until all the available information was categorised. As the information 

provided from the data was abstracted further, patterns began to be formed to explain 

what was happening in the substantive area under study. There would be a core category 

around which all the information was centred. 

Data collection 

Note-taking 

Coding 

Constant comparison 

Core category 

Fig.11.2 Phases of grounded theory development 

Source: Pooch!, N. (1995), Towards ci grounded theory of corporate turnaround a case study, 
Doctoral thesis, University of Manchestei U K. 
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What were they doing? 

Category 
RESPONDING TO 

CUSTOMERS' DEMAND 
Properties and Dimensions 

Extent: etithusiastic - impassive 
Recognition: positive - negative 
Attitudinal result: mutable - 

immutable 

How did they do their job? 

Category 
COMMITTING TO THE JOBS 

Properties and Dimensions 
Technical skills: well developed - not 

developed 
Work attitude: positive - negative 
Training: non-existent - occasional 

Category 
SOL VING PROBLEMS 

Properties and Dimensions 
Immediacy of decision: 

instant— long procrastination 
Choice analysis: intuitive - rational 
Support: tbrnial - informal 

Maximizing 
small 
business 
success 

Category 
ESTABLISHING WORK HABITS 

Properties and Dimensions 
Working style: dependent— 

independent 
Communication: top-down— two-way 
Decisions: autocratic - team 

participative 

Category Category 
PLANNING FOR THE ANTICIPA TING TASKS AND 

BUSINESS ISSUES 
Properties and Dimensions Properties and Dimensions 

Articulation: high— negligible Approach: proactive - reactive 
Duration: short - long term Autonomy: low - high 
Participation : owner - all Burden of responsibility: low - high 

employees 

Category Category 
PERCEIVING CHANGE IMPRO VING PERFORMANCE 
Properties and Dimensions Properties and Dimensions 

Extent: partial - complete Personal resources: 
Speed: radical - incremental developed - not developed 
Support: non-existent - many Perseverance: mutable - immutable 

sources Extent: partial - whole business 

Figure 11.3 : Categories 

As previously stated, this study began by looking at the daily operation of the A. 

C. Lodge. The personal working style, attitude, provision of resources and support were 

the domains of inquiry. The core category seemed to be centred on the desire of each 

organizational member in maximizing the success of the business. Before proceeding to 

the classification of categories, the term "success" was defined. 
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Success could be defined in many ways. In most studies success was defined 

as surviving the first two or three years that the company was in business. Hornaday & 

Aboud (1971) suggested that a 'successful entrepreneur was an individual who started a 

business, building it up where no previous business had been functioning, and 

continuing for a period of at least five years to the present profit-making structure. 

Other studies on the personality of entrepreneurs (Brockhaus. 1982; Begley & Boyd, 

1987) defined success more in financial terms, linking the most common characteristics 

found among entrepreneurs to measures like return on investment, growth in sales, and 

profit every year, or to the personal income of the owner/manager of the business. 

Success is a relative term. There is, however, no standard measurement of success in 

monetary terms. Nelson (2001) defined success as "the accomplishment of goals and 

objectives necessary to achieve a particular task, satisjj. a particular need or want, for a 

particular period of tune ". 

In this study, Deloitte & Touche's (2001) definition was used. Deloitte & 

Touche stated that net profit growth and customer satisfaction were the main indicators 

to measure small businesses' success, followed by the growth of entrepreneur and 

employee satisfaction. Of course, start-up capital and related input were signiflcant. In 

other words, with sufficient support and resources, particular tasks and goals including 

profit growth, the first indicator, could be achieved. The second indicator meant that if 

employees were more satisfied, they would provide better services to the customers. 

Customers' satisfaction was directly related to employees' satisfaction. To sum up, two 

statements could be found. The first was, the more the resources and support, the faster 

the success could be achieved. The second was, the more the employees were satisfied, 

the more the customers were satisfied too. 

Categories and properties 

Going back to the grounded theory, the data found in the study also indicated 

whether the organization was moving towards the success of the business. The actual 

tasks and the ways of completing tasks had to be addressed. Each of the areas being 

studied was then presented as a category that related to the whole area of the business's 



concern and each category had differing properties that were described through the 

attendant dimensions. 

Category: Planning for the business 

The core category of the study was "maximizing business success, a 

contributive category would be about "planning for the business". This category had 

different properties, each of which would in turn be dimensionalised as seen in the 

following tables. 

PLANNING FOR THE BUSINESS 

Property Dimensions of the property 

Articulation High Negligible 

Duration Short-term 00  Long-term 

Participation The owner 10 All employees 

An effective plan should involve participation from organizational members 

so that they understood their responsibility for implementation (Munshi & Hussain, 

1993). Most employees mentioned in the interviews that their jobs were straight 

forward. No planning was required. They just followed the instructions from the 

owner-manager on what needed to be done. They seldom were involved or participated 

in any planning process. The only corporate planner was Peter - he had his own long 

term planning. For example, he planned to install some computers in the corner of the 

lobby for providing internet services to the customers and to renovate the outlook of the 

hotel. What he planned he would then articulate to the staff members. 
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Category: Responding to customers' demand 

RESPONDING TO CUSTOMERS' DEMAND 

Property Dimensions of the property 

Extent Enthusiastic Impassive 

Attitudinal result Mutable Immutable 

Recognition Positive I 10  Negative 

The extent to which the employees responded to their customers ranged 

from enthusiastic to impassive. Because the staff structure of A. C. Lodge was simple, 

employees had frequent personal contacts with the customers. It was not the first time 

for many customers to stay at the A. C. Lodge. Close working relationships with many 

customers were established. Almost all employees mentioned that they were 

enthusiastic towards the customers. For instance, when some customers asked for 

stamps to post letters, some employees gave them personally without charging them any 

money. Only when meeting a few customers whose requests were unreasonable, such as 

asking employees to borrow money, might employees become impassive. 

Close and friendly relationships were one of the strengths of the 

organization. Most employees said that they were often praised and appreciated by the 

customers. Positive recognition was their intangible reward. Negative feedback and 

complaints from the customers were seldom received. Employees had a positive attitude 

to their customers and most of them expressed that they enjoyed their work very much. 
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Category: Solving problems 

SOL VING PROBLEMS 

Property Dimensions of the property 
Immediacy of 

decision Instant Long procrastination 

Choice analysis Intuition Rational 

Support Formal 4 Informal 

A problem exists when an undesirable situation has arisen which requires 

action to change it. A solution is the best choice or alternative and a rational decision is 

an attempt to find it (Ackoff, 1978). When facing with difficult or undesirable situations 

that needed immediate action to handle, many staff members of A. C. Lodge made their 

decisions instantly. They usually used their intuition to choose what they thought to be 

the best solutions. For example, when a customer was hurt accidentally or attempted to 

commit suicide in the hotel, all staff members agreed that they would call an ambulance 

or the police without consulting the owner-manager. If the situation were not so urgent, 

they would transfer the problem to the owner-manager. There were no manuals or any 

formal procedures provided about crisis management. All staff members agreed that no 

formal support was provided from the organization. 

Category: Perceiving change 

PERCEIVING CHANGE 

Property Dimensions of the property 

Extent Partial 4 Complete 

Speed Radical I Incremental 

Support Non-existent I lo Many sources 

Any change involves moving from the current known state to the unknown 

future. Although change is part of the way of life of any organization, most employees 
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do not accept sudden radical change. They feared any uncertainty that might threaten 

their status quo. When implementing any change, almost every employee prefers 

incremental change to sudden radical change. The extent of change should start from 

partial incidents to whole change. For instance, the owner-manger decided to change the 

old habits to a new policy. If employees wanted to change their shift duties, they should 

not exchange their shifts with other staff privately. They had to apply and report to the 

owner-manager at least three days in advance. Most employees did not accept the new 

policy immediately. They needed time to tune in. Then the owner-manager explained 

that the new policy was to release the employees - from the responsibility of finding 

other staff members to exchange their shifts once they had some difficulties in the duty 

roster. The owner-manager also offered three months' time as a testing period. 

Employees were satisfied with such an arrangement of change. They expected that 

organization should provide them time, support and resources if the change was to be 

successfully implemented. 

Category: Committing to the jobs 

COMMITTING TO THE JOBS 

Property Dimensions of the property 

Technical skills Well developed Not developed 

Work attitude Positive Negative 

Training Non-existent Occasional 

To do jobs well, one should have proper technical skills and working 

attitude. Most employees in the interviews mentioned that they did not have any 

relevant technical skills such as communication skills, marketing skills and management 

skills. They worked only relying on their past experiences. There was obviously a high 

training need within the organization: most employees expressed that they were eager to 

participate in any training. However, because the scale of the hotel was too small, there 

were no resources for in-service staff training. 
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Although the resource of the organization was scarce, almost every 

employee enjoyed working there. The simple structure of the organization, direct 

contact with the owner-manager and the close working relationships with the customers 

made them feel warm and developed a sense of job satisfaction. The positive working 

attitude and commitment to the jobs were the strengths of the business. 

Category: Establishing work habits 

ESTABLISHING WORK HABITS 

Property Dimensions of the property 

Working style Dependent Independent 

Communication Top-down 1—* Two-way 

Decisions Autocratic Team participative 

Participative decision-making benefits an organisation by taking advantage 

of the combined knowledge and experience of its employees and encouraging a deeper 

commitment to implementing any changes. But employees of A. C. Lodge stated that 

decisions were only made by the owner-manager. Some people thought that the owner-

manager was autocrat but others might disagree. They only felt that there was no culture 

of participative decision-making. 

They had the habit of working independently especially when the owner-

manager was off duty, when employees had to handle all the issues themselves. 

Because of the shift duties, employees seldom had a chance to meet each other and share 

their work and ideas. So the communication was usually top-down more than two-way. 

The owner-manager gave instructions and orders for employees to follow. Most of the 

staff did not find any problems with such work habits. 
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Category: Anticipating tasks and issues 

ANTICIPATING TASKS AND ISSUES 

Property Dimensions of the property 

Approach Proactive I 01 Reactive 

Autonomy Low 4 High 
Burden of 
Responsibility Low High 

Both the owner-manager and the employees were sensitive to anticipating 

task requirements and predicting issues. For example, some employees had the 

experience of working with young problem customers. When these customers checked-

in, the employees predicted that they rented a room for taking drugs. Other friends 

would come and use the room for drug taking together. Since it was illegal, employees 

should have evidence before reporting to the police. Experienced employees used their 

own judgment in taking appropriate actions. They had the autonomy to anticipate the 

consequences of the tasks and handled problems proactively. The employees did not 

feel any pressure or burden of responsibility - what they did was to prevent any trouble 

that might affect the corporate image. As a staff member, most of them had developed a 

sense of belongingness and ownership. 

Category: Improving performance 

IMPROVING PERFORMANCE 

Property Dimensions of the property 
Personal 
resources Developed I 0, Not developed 

Perseverance Mutable I Immutable 

Extent Partial 4 Whole business 



To improve task performance, employees' personal resources are crucial. 

Some employees mentioned that when faults and errors were reduced, performance 

would be improved. Other younger employees felt that stable personal emotions and a 

high motivation to satisfy customers' needs were the prerequisite for improving service 

quality and performance. They all agreed that personal feelings such as adequacy, 

fatigue or self-confidence would have a direct impact on improving task performance. 

When a person had some family problems, he or she might bring the depressed mood to 

the workplace. Alternatively if the person's mood was high, the employees could be 

more open to adjust to what was needed to improve. When asking about perseverance, 

many employees claimed that they seldom gave up or felt frustrated when facing 

difficulties. That meant they were prepared to persevere to do the best in their jobs. For 

example, when meeting some unfriendly customers, they had reasonable requests such 

as asking for extended check-out time to the evening, asking to change to a new room 

after staying for a half day. Employees said that they were tolerant and persevering in 

order to provide quality service and for service improvement. The employees felt that 

the extent of improvement was not comprehensive. Only on what the owner-manager 

believed to be changed, would they follow instructions passively. 

A LOCAL THEORY DEVELOPED - ACTUALIZING THE 

SUCCESS OF A SMALL BUSINESS 
A local theory about actualizing the success of a small business was 

developed. After interpreting the data about different categories, the study had reached 

the state of saturation; that was, nothing was added to what the researcher had already 

known about each category from the interviews. With two significant properties of the 

major categories classified: resources and support; and the employees' satisfaction, a 

theory concluded that positive employees' attitude, sufficient resources and support, 

facilitated the move towards the direction of business success. The more positive the 

employees' attitude, the higher the quality service provided. With higher quality service, 

better customers' satisfaction was being generated. On the other hand, the more the 

support and resources provided or attained to the employees like recognition, 
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independent decision making and work autonomy; the faster the move towards success. 

Limitations of the local theory developed 

The local theory focused on the employees in the organ isation. Most data was collected 

from the interviews with the employees. Other variables such as environmental factors 

like legal, political or economic variables were not taken into consideration. Since the 

owner-manager's personal attribute had a great impact on the success of the business, a 

model of empowerment was then developed. The theory only derived from the study of 

the phenomenon in the organization. The explanations emerged gradually from the data 

as the study proceeded. The theory emerged from the data and from the informants. As 

with any grounded theory, the finding was localized and should not be generalized or 

used in another situation without careful consideration and qualification. 

GENERALISABILITY 
Grounded theory or local theory is a theory that is grounded in real world 

observation and interpretation of the reality (Sarantakos, 1998). Being grounded to data 

means that data are close to everyday behaviour and interactions of people in an 

organisation. In other words, empirical data are the behavioural patterns and social 

events valid only in a particular situation and at a particular time. As Taylor & Bogdan 

(1984,   p. 126) state, in generating grounded theory researchers do not seek to prove 

their theories, but merely to demonstrate plausible support Jar them". 

Local theory may not be transferable 

Since all concepts of the grounded theory approach are formed by the 

researcher's observation of data and his interpretation, there is no verification and testing 

of the data. Generalization is closely related to validity. Since the development of 

concepts is made in a form that does not have continuous validity, concepts change as 

soon as the environment changes. New ideas then emerge again. The development of 

concepts is therefore constantly changing. The theory becomes local because 
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knowledge arises only in a particular social context. Besides, the lack of measurement 

error of the study might also hold only for a specific time and place. 

We cannot generalize from a local condition to other different conditions. As 

small businesses are not homogeneous, each business situation or the social context is 

unique. Even immigrant entrepreneurs come from different countries, have different 

personalities, experiences and backgrounds, there is no universal relationship with a 

broad range of cases. Although the project data was collected through direct 

observations, it would be difficult to use the observations as a basis for generalization. 

In short, without further research and validation, the development of the local theory is 

not readily transferable to other situations. 

THE DEVELOPMENT OF EMPOWERMENT MODEL 

Having developed a local theory of actualizing the success of a small business 

from the emerging data, some deficiencies of the owner-manager could be identified - 

for instance, insufficient management skills, lacking documentation of policies and 

lacking confidence about the future. Therefore, to empower the owner-manager was the 

major task of the intervention of this project. 

As mentioned in Chapter 2, empowerment has become a widely used word 

within the organizational sciences (Bennis & Nanus, 1985; Block, 1987; Burke, 1986; 

Harrison, 1983; Kanter, 1983) and there is no agreed-upon definition. The term has 

often been used loosely by different people. From a psychological perspective, Thomas 

and Velthouse (1990) define empowerment as intrinsic motivation manifested in four 

cognitions reflecting an individual's orientation to his or her work role. The four 

cognitions are meaning, competence, self-determination, and impact. 

Meaning involves a fit between the requirements of a work role and a person's 

beliefs, values, and behaviors (Brief & Nord, 1990; Hackman & Oldham, 1980). 

Competence refers to self-efficacy specific to work: a belief in one's capability to 
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perform work activities with skill (Gist, 1987) and is analogous to agency beliefs, 

personal mastery, or effort-performance expectancy (Bandura. 1989). Self-determination 

is a sense of choice in initiating and regulating actions (Dcci. Connell, & Ryan, 1989). 

Finally, impact is the degree to which a person can influence strategic, administrative, or 

operating outcomes at work (Ashforth, 1989). 

Together, the four cognitions reflect an active, rather than a passive, orientation 

to a work role. This is a psychological definition of empowerment (Spreitzer, 1995). 

The four dimensions of empowerment are viewed from the perspective of the 

individual's cognition. Bandura (1989) suggests that, rather than being completely free 

from, or determined by, their environments, people actively perceive those environments 

and are influenced by their perceptions rather than by some objective reality. Likewise, 

Thomas and Velthouse (1990) suggest that individuals' judgments about observable 

organizational conditions are shaped by their interpretations, which go beyond verifiable 

reality. For individuals to feel empowered, they must perceive a role environment to be 

liberating rather than constraining (Dcci et al., 1989). Consequently, it is individuals' 

perceptions of their working environments that shape empowerment rather than some 

objective reality. Further, because empowerment is defined as a set of cognitions, it too 

must be assessed through perceptions (Walsh, 1995). 

SELF-EMPOWERMENT 
For empowerment in an organization to occur, individuals within the 

organisation must become self-empowered, or develop a sense of personal power (Block, 

1987; Murrell, 1985; Vogt and Murrell, 1990). Self-empowerment means granting 

yourself the power and permission to live your life your way (Salzman, 1994). Self-

empowerment is not some exalted, final condition. It is a process by which one can take 

control of oneself and one's life through unconscious programming and move of it 

through conscious choice (Salzman, 1988). In other words, self-empowerment is 

achieved by making conscious choices and taking positive actions. For instances, 

Kimberly and Goodwin (2001) suggest some empowering actions like avoid blaming 
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external forces for feeling bad and negative thoughts, familiarize oneself with one's 

internal dialog and replace the negative with positive self-talk, avoid blaming oneself for 

not being in control or not doing it all right, and be aware of the way of communication. 

To become self-empowered, one should develop and take positive actions mentally, 

emotionally and physically. When a person sees one's own emotions, thoughts and 

actions objectively, he or she becomes more trusting and confident to uncover options 

(Salzman, 1988). 

An immigrant entrepreneur feels powerless in a new environment 

The consultant could exercise power as an expert in terms of the client's 

dependency on the knowledge resources. However, the consultant's ultimate role was to 

develop the client's personal power so that he could be dependent upon his own 

resources to handle the situations in solving his own problems or making his decisions. 

As Block (1987) mentions self-empowerment is similar to Maslow's theory of self-

actualized level. Individuals seek to develop their full potential and became what they 

are capable of becoming. 

Immigrants feel powerless when they come to a new environment and face a lot 

of adjustments and task demands (Waldinger et al, 1990). Immigrant entrepreneurs, as 

the owner-managers might empower their employees so that the employees had more 

power to handle their work. In any case, only self-empowered people are good at 

empowering others (Lloyd & Berthelot, 1992). But how can immigrant entrepreneurs 

empower themselves? There are many ideas and suggestions about how managers or 

employers empower their employees. However, the focuses are usually on large 

organizations but seldom on small business owners (U.S. Census Bureau, 1999). 

Immigrant entrepreneurs need self-empowerment 

It is popular to advocate that managers empower their employees so that 

organisational goals will be achieved effectively (Byham 1991, Kermally 1997). But 

before small business owners, especially immigrant entrepreneurs, can attempt to 

empower their employees, who will empower them or how do they empower themselves? 
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If an owner-manager does not have self-confidence, will he trust his employees and give 

them power? Only when immigrant entrepreneurs develop themselves to become 

increasingly in control of the significant events and their lives, then they are able to 

empower other people. In other words, self-empowerment is the first step before they 

manage to empower their employees. 

The owner-manager usually centralized all the power in himself to feel safe 

(Boer, et al, 1997). He rarely thought about being an empowering manager. He did not 

think he needed to delegate to empower his staff because the business - was so small and 

he made all the decisions. Some owner-managers may behave overconfidently and 

claim that they know all the operations very well. A manager, whether he or she is in a 

small business or a large corporation, should manage the environment first. If a 

manager, for example, does not have a clear picture about his situation, how can he 

make his own decisions? How can he empower other people? For empowerment to 

occur, individuals within the organization, especially the owner manager, must become 

self-empowered, or develop a sense of personal power (Block, 1987; Murrell, 1985; 

Vogt and Murrell, 1990). 

Before empowering employees, an immigrant entrepreneur needs self-

empowerment 

To empower employees does not mean just giving the people power. An 

empowering manager also involves sharing the appropriate information, knowledge and 

support that allow employees to do what is needed to meet the organization's goals 

(Greenberg & Baron, 2000). The empowering manager should widely disseminate 

relevant information to his staff so that better decisions can be made. When employees 

are empowered, their manager or owner will be less likely to push them around but is 

more likely to serve as facilitator who guides his team using knowledge and experience. 

Traditional managers tell people what to do, how to do it and when to do it, as most 

small business owners do. Managers of empowered workers, however, are more 

inclined to ask questions to get their workers to solve problems and to allow them to 

make their own effective decisions (Greenberg & Baron, 2000). In other words, 
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empowering managers share the appropriate information and knowledge that allow 

employees to do what is needed for the organization. 

THE MODEL OF SELF-EMPOWERMENT 
From the grounded data and analysis in this research project, a model of self-

empowerment of an immigrant entrepreneur is developed. It includes three major 

aspects of self-empowerment, consisting of the internal psycho-social aspect, and 

external cultural and intellectual aspects (Fig. 11.4). 
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aspect aspect aspect 
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employees task ideas 

Achieving organizational goals 

Fig.11.4 Three aspects of self-empowerment of immigrant entrepreneur 

174 



THE THREE ASPECTS OF SELF-EMPOWERMENT IN 

THE LOCAL THEORY 

PSYCHOSOCIAL ASPECT 

The psychosocial aspect is made up of psychological and social components. 

Psychosocial functions enhance an individual's sense of competence, identity, and 

effectiveness in a professional role (Kram, 1988). Psychologically they include our self-

efficacy, self-image, self-esteem and self-confidence. 

I. Self-efficacy refers to our judgment or belief about whether we can perform a 

particular task or bring about a successful outcome. (Bandura, 1986). Individuals 

appear to weigh, integrate, and evaluate information about their capabilities; they 

then regulate their choices and efforts accordingly (Bandura, Adams, Hardy, & 

Howells, 1980). Bandura (1982) indicates that self-efficacy affects one's choice of 

settings and activities, skill acquisition, effort expenditure, and the initiation and 

persistence of coping efforts in the face of obstacles. 

If we have high self-efficacy, we will probably attempt a task and succeed at it. 

If we think we cannot achieve it, then we probably will not even try. Our perception 

of self-efficacy then affects our willingness to perform an action, our commitment to 

it, and our persistence. We need to believe that performance mastery result from our 

efforts, not from external factors such as luck, the 'right' opportunities or help from 

others. 

2. Self-image refers to how a person perceives himself or herself. If the person sees 

himself or herself as capable, energetic and productive, his self-image will be 

developed positively. If the person on the contrary sees himself or herself as 

incapable, indecisive and unproductive, a negative self-image will be established. 

Without a positive self-image, people will be lacking confidence whatever they do. 
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Self-esteem is the value we place on ourselves. If our self-esteem is low, we will 

probably be self-protective. We resist change and do not take risks because we fear 

that failure may denigrate our image. If our self-esteem is relatively high, we will try 

new ventures and we will see failure only as a lesson. 

Self-confidence is the feeling of sureness in one's mind. If the feeling of sureness is 

strong, a person may appear undaunted and assertive. He is able to accomplish 

whatever task he sets out to perform. Without the feeling of sureness, self-doubt 

always creeps in. The person often questions his ability, and tasks will rarely be 

accomplished or completed. 

Socially refers to social relationship with other people. Our self-concept has a 

direct relation on the way we interact with others. Self-concept is our overall attitude 

about ourselves (Lussier, 1990, p.68). If we have a positive concept, we tend to be 

more receptive to new experiences, and meeting new people. We can get along well 

with a variety of people. People with negative self-concepts often have trouble relating 

well to others. They tend to be pessimistic and they do not trust others. Without good 

social relationships, we cannot interact with other people effectively. 

Ibarra (1995) suggests that through social relationships, effective social 

networks can be developed. Effective social networks provide five functions to an 

owner-manager: 

information - people may have valuable sources of information and experiences for 

an owner-manager in his or her current situation; 

advice - people are importance sources of professional advice when an owner-

manager has a work-related problem or when an owner-manager wants some advice 

on a decision; 

friendship - people can be considered to be personal friends when an owner-

manager see them most frequently for informal social activities such as going out to 

lunch, drinks, home visiting one another, and so on; 
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career - people who have contributed to an owner-manager's professional growth 

and development will commit to the same career; 

cooperation - people whose help, support or cooperation that an owner manager has 

successfully enlisted towards the accomplishment of the objectives. 

CULTURAL ASPECT 

Although culture has no fixed agreed meaning even in anthropology (Ortner, 

1984), we will broadly refer to culture as artifacts, values, assumptions and behaviours 

shared by the people. Culture is an important aspect of a person's life. A person's 

values, habit, belief and life style are affected by his or her national culture. A new 

immigrant entrepreneur living in a new environment should adapt himself to new norms 

and customs. Whether to his life or his business, he must take positive actions to adapt 

to the new culture. The process to adapt or react to a new culture facilitates 

acculturation. Berry (1983) classifies four modes of acculturation - integration, 

assimilation, separation and deculturation. Many people believe that the best way to 

adapt and to adjust into the new culture is by way of integration because the person can 

preserve his or her own culture and identity but at the same time is able to integrate into 

the new culture. 

Ten ways of empowering an entrepreneur's cultural adjustment 

Schomer (2000) suggests ten winning ways for managing in a culturally diverse 

environment: 

Self-knowledge 

Understanding one's own cultural values and how they affect one's attitudes and 

behaviours. 

Global thinking 

Keeping in touch with global trends and events. 

Cultural curiosity 

Observing cultural behaviours in a non-judgmental way. 
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Flexibility 

Adapting gracefully to a wide spectrum of operational practices, business styles, and 

social environments. 

Inclusivity 

Making people of different backgrounds feel at ease, understood, and valued for their 

perspectives. 

Managing diversity 

Getting people who are from different backgrounds to work together effectively as 

unified teams. 

Interpersonal communication 

Expressing oneself persuasively while genuinely hearing what others are 

COMM unicating to self. 

Motivational leadership 

Leading in ways that inspire employees to take responsibility and initiative, 

collaborate, and contribute the creativity of their differences 

Credibility 

Exercising integrity, openness, trustworthy behaviour, and candor in all the 

interpersonal dealings. 

Patience 

Observing other people's needs and respecting other cultural habits. Keeping the 

focus on long-term goals rather than getting immediate results. 

Integration into Australian culture 

Since Australia is a multicultural country, different cultures can be integrated 

into the country. Unlike the other three modes of acculturation, integration is the best 

and a positive way to adapt to the new environment because it also preserves one's own 

culture. Assimilation is a unilateral process in which a new immigrant willingly adopts 

the identity and culture of the other but the person at the same time relinquishes his own 

culture (Cox, 1991). Separation is to preserve one's culture and practices by remaining 

separate and independent from the dominant culture. Separation is the most common 

way that 'overseas Chinese' adapt to the environment and is one of the major reasons 
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why they have been so severely criticized by local residents. Deculturation is to lose 

cultural and psychological contact with both the dominant culture as well as the person's 

culture. 

To empower one's cultural aspect by oneself, the person should actively contact 

host-nationals and develop trusting relationship with them. An assimilation proponent 

suggests that members of racial minorities should develop interpersonal networks that 

are similar to those of their dominant residents (Cox, 1991). The new immigrant must 

also observe and appreciate the unique characteristics of the dominant culture and learn 

to adapt to the new way of life so that the immigrant entrepreneur will be easily 

integrated into the new culture. 

At work, a new immigrant entrepreneur must understand the difference between 

national cultures of his employees. Hofstede's (1980) four dimensions of national 

culture are very helpful to understand the impact of national culture on work-related 

values and attitudes. The four dimensions are individualisrn/ collectivism, power 

distance, uncertainty avoidance, and masculinity/ femininity. Individualism refers to a 

loose knit social framework in which people are supposed to look after their own 

interests. Collectivism is characterized by a tight social framework in which people 

expect others in groups of which they are a part to look after them. Power distance is a 

measure of the extent to which a society accepts the unequal distribution of power in 

organizations and institutions. Uncertainty avoidance refers to a cultural measure of the 

degree to which people tolerate risk and unconventional behaviour. Masculinity versus 

Femininity refers to a national culture attribute describing the extent to which societal 

values are characterized by assertiveness and materialism. 

The differences between the client, Peter's, national culture and the Australian 

culture had some impact on him. The culture of Hong Kong features collectivism, large 

power distance, high uncertainty avoidance and moderate quantity of life. In Australia, 

the culture focused on individualism, the power distance is small with moderate 

uncertainty avoidance and the quantity of life is strong. After the client understood the 
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difference of such cultural dimensions, he was facilitated to have better management of 

his employees from different cultures and to improve his communication skills with 

them. 

INTELLECTUAL ASPECT 

Intellectual aspect refers to the instrumental knowledge and skills of an 

entrepreneur's industry or business. To be an empowering manager, the client, Peter, 

needed all instrLlmental knowledge and skills of hotel management including different 

management functions like accounting, marketing, information system and so on. Since 

people have different thinking, ideas, feelings and reactions, Peter understood that to 

manage people was more difficult than managing other resources. Appropriate use of 

communication skills was one of the intellectual aspects of empowerment. The owner-

manager attempted to learn and practice his communication skills so that staff 

commitment could be enhanced. 

Developing effective communication skills 

Thomas (1990) finds that cross-race relationships tend to be weaker than same 

race. Racial difference is often an obstacle to developing interpersonal closeness in the 

workplace because of the different cultural mental models of the situation and 

perception. To be a self-empowered manager, the client should develop effective 

communication skills to manage the different cultural workforce. Since empowerment 

is a reciprocal process, not only the owner-manager helped employees to improve 

performance, employees on the other hand could provide the owner-manager with 

valuable resources such as customers' feedback, social support to the client's decision, 

personal ideas and suggestions, and cooperation. Employees had direct contact with 

customers; their influences were significant. They knew what was happening from daily 

operations like customers' preference, customers' requirement and customers' feedback. 

if the owner-manager was able to use communication skills effectively like opening 

himself to interact with his employees, trusting them and giving them authority and 

autonomy in making decisions, employees' involvement would be increased and higher 

quality service could be provided. 
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Poor communication, on the contrary, dis-empowered employees directly. Every 

employee craves good feedback. They want timely, detailed observations about their 

work to reinforce what they do well and help them overcome weak spots. If the 

manager does not communicate or ignores the importance of feedback, employees feel 

anxious about their performance and keep marginally performing employees functioning 

below par (Hildula, 1996). Quality service relies on customer feedback and service 

improvement. Ineffective communication leads to ignorance of customers' demands, 

suspicion and misunderstanding among employees, the loss of relevant data, poor 

morale and loss of employees' commitments. Without employees' feedback, customers' 

needs and satisfaction are not known. The measure for service improvement and the 

provision of quality service becomes a question. 

Make use of team to facilitate organizational communication 

The use of a team mechanism accounts for successful problem solving and 

innovation. Team members have a great variety of thinking, knowledge and experiences 

that might aid organizational innovation and creative improvement. The diversity of 

intelligence can help the owner-manager to think precisely and reduce risks. The use of 

teams facilitates employees to participate and communicate in organizational matters. 

Collaborative and consultative rather than unilateral thinking empowers the owner-

manager to reach better decisions (LaGrossa & Saxe, 1998). So better adaptation to the 

changing environment can be enhanced. 

Reciprocal empowerment 

When employees in a controllable environment were empowered to share the 

responsibilities of making decisions and solving problems, they saw that they owned the 

problems and were willing to commit to the solutions because they did not confront with 

fears. They were motivated to change. At the same time, the owner-manager was 

empowered to have confidence by providing encouragement, positive feedback and 

support for change. The client would be more motivated to listen to and to learn from 

his employees. An employee's performance could be seen as a product of the 

combination of staff members' personal resources and the organizational resources of 
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the organization. The personal resources of an employee included everything that the 

individual brought to the job of consistently meeting or exceeding customer expectations. 

These resources included experiences, personality, life values, thoughts, and feelings. 

Organizational resources included everything provided by the organization for the staff 

to consistently meet or exceed customer expectations like physical facilities, technical 

system, and human relationships. In short, the owner-manager empowered his 

employees and at the same time, the owner-manager was empowered by his employees. 

Looping of encouragement 

Like reciprocal empowerment, the organizational goals also had impacts on the 

owner-manager or immigrant entrepreneur's psychosocial aspect. If the owner-manager 

of the A.C. Lodge and his employees managed to achieve the organizational goals, it 

would give the owner-manager encouragement. He would judge himself as competent 

and his self-image was enhanced. As a result, the owner-manager's confidence grew 

when he accomplished another task next time. 

Looping of task ideas 

Again like the reciprocal empowerment and the looping of encouragement, when 

the owner-manager of the A. C. Lodge achieved some of the expected goals, he would 

be more eager to work with his employees as well as to use his personal resources. 

Technically he was empowered to use different communication and social skills through 

the experience of working with his employees like sharing decision-making and 

problem-solving. He was more sophisticated to manage the tasks and various ideas 

would be developed. Even though the tasks may have become complicated in the future, 

the owner-manager was capable of managing it with the experience of success. 
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WAYS IN ACHIEVING SELF-EMPOWERMENT 
Self-empowerment was achieved through the use of personal power, internal 

dialog or positive self-talk, and self-reinforcement. 

Use of personal power 

Some personal power like leadership is inborn and some is learned like social 

skills. It is not given to us by other people. It implies an internal locus of control and an 

acceptance of personal responsibility (Carter-Scott, 2001). People can change themselves 

and their lives in the directions of their choice. They have power over their own thinking, 

perceptions. responses and language. They can bring about perceptual shifts, substitute 

negative thinking for more positive thinking. Through the use of personal power, they 

can change our minds and support themselves. 

Use of positive self-talk 

Self-talk is inner dialogue. The central role of self-talk is to influence our 

feelings and behaviour and aspects of ourselves through verbal aspect of internal 

thinking (Lloyd & Berthelot, 1992). There are different types of self-talk interventions 

including statements relevant to the task, 'mood' statements and positive self-

affirmations. For example, 'I have the capacity to do it'; 'I enjoy working with different 

kinds of people'. Self-talk is the basis of inside-out as opposed to outside-in change. 

Rather than trying to change our behaviour directly, we use self-talk to programme our 

subconscious to bring about the changes we want. Self-talk which evokes the 'right' 

mental images and emotions can be especially effective. Self-talking ourselves into 

enjoying talking with every customer, for example, may be more effective as a strategy 

than trying to force ourselves to talk politely with an unpleasant customer. So any 

negative and discouraging thinking can be substituted by empowering thoughts. 
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Self-reinforcement 

Reinforcement refers to increase the recurring desired behaviour by stimuli or a 

reinforcer (Combs et al, 1978). Self-reinforcement means using self reinforcer such as 

personal satisfaction, sense of achievement or feeling competent. Personal satisfaction 

is the fulfillment of one's need or meeting one's expectation. Sense of achievement is 

reaching the desired standards or goals successfully. Feeling competent means feeling 

able to perform a task or demonstrate mastery of the desired results (Combs et al, 1978). 

Every time we empower ourselves or we manage to control the situation, our satisfaction, 

sense of achievement or feeling of competence motivate us and the self-empowerment 

will be continued by such reinforcements. As a result, with positive thinking, better 

services can be rendered. 

USE OF SELF-EMPOWERMENT 
Empowerment is not a simple yes-or-no option. It is a matter of degree. At one 

end of the continuum is a person who is powerless to determine how to manage or to 

control his situation. At the opposite end is the person who is very powerful to 

determine his action and control his situation. Between these two extremes are people 

who have some degree of power to decide their actions. We cannot say to what extent 

or to which degree they will be successful as an effective self-empowered owner-

manager. Without knowing how to manage one's internal strengths and weaknesses as 

well as the external demands of the environment, an immigrant entrepreneur will not be 

capable to empower other people. Before delegating more authority to employees and 

sharing relevant information with them, the immigrant entrepreneur must prepare 

himself as a powerfLll manager in the sense of support and information sharing in order 

to achieve the desired organizational goals. Through the process of self-empowerment, 

it helps the owner-manager as well as the employees take control of their situations and 

to trigger the motivation of change. 
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CONCLUSION 
One of the aims of the research project was the production of local theory the 

theory that was firmly grounded and developed through the process of consultation and 

interventions with the client and the organization. After three months of collecting data, 

the phenomenon of improving services emerged. A local theory of how people actualize 

the success of the business was developed. The process of developing grounded theory 

was to use categorizing data. Because local theory was grounded in the empirical data 

of a particular situation, the generalisability was very limited. In other words, it was 

valid only in a particular place within a particular time. Although the new insight 

emerged from the local theory might or might not be used in future, the theoretical 

outcome, anyway, had significant impact on the client's situation. 

The discovery of local theory was only part of the project objectives. Another 

important task was to work with the owner-manager by means of intervention. Since the 

purpose of process consultation was to help the client improve organizational processes, 

the client was to be responsible for his own problems. Self-empowerment would be a 

long-lasting help to the client. A model of empowerment was developed so that the 

owner-manager could be empowered to achieve his aims and solve his problems. 
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PART V 
EVALUATION AND 

CONCLUSION 



CHAPTER TWELVE 

REFLECTIVE EVALUATION 

INTRODUCTION 
Evaluation is associated with notions of scientific or in-depth research methods 

and the measurement of predictable result (Douglas, 1992). In other words, to what 

extent the use of research methods achieves the desired outcomes. At the last week 

before the project ended, there was a meeting with the client to evaluate the process and 

the outcomes of the project. This chapter will reflect on the project in three areas: 

whether the project followed the principles of qualitative principles, the effectiveness of 

the project in terms of validity and the joint evaluation with the client. 

A GOOD PRACTICE OF THE PRINCIPLES OF 

QUALITATIVE METHODOLOGY 
The research project had successfully practiced the Lamnek's principles of 

qualitative methodology (1988, pp.  2 1-29). Such principles are: 

Openness 

Action research is not predetermined or pre-structured by hypotheses and 

procedures that might limit its focus, scope or operation. The perception and approach 

are open in all aspects, namely with regard to the research subjects, the research 

situation or the research method to be employed. For example, the choice of the topic 

could be to study the problems of small business, the problem of immigrant entrepreneur 

or both so that it was possible to respond to the needs of the client. 
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Research as communication 

Qualitative research is embedded in a process of communication between 

researcher and respondent. There is no intention to establish independence of the 

researcher from the respondent or the data. Researcher and respondents are preferred to 

work together for a common goal, and the respondents are 'subjects' who define, explain, 

interpret and construct reality, and as such they are important as, if not more important 

than the researcher. As the consultant worked with the client, they had a balanced status 

to interact and communicate in form of collaboration. A psychological contract, joint 

diagnosis and process consultation that emphasis on two-way communication had been 

used. 

The process-nature of the research and the object 

Reality, according to constructivism, is created and explained in interaction. In 

this project, reality was constructed, managed, explained and presented. The purpose of 

qualitative research was to identify the process of reality construction, and the 

construction of patterns of meanings and actions. Statements collected from the client 

through the project were therefore parts of the process of his creation, reproduction and 

explanation of the client's social reality. 

Reflexivity of object and analysis 

In this research everything perceived in the organization was considered to be a 

reflection of the context in which they were developed. The meaning of an object of 

expression was understood through a reference to social context. 

Explication 

The research proposal explained clearly respondents would be approached only 

with their consents. The steps of the research process were known to the client as well 

as to the project supervisor. 
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Flexibility 

Qualitative methods are flexible in many ways. For example, the collection of 

data from the organization could use different means at different times that fitted the 

need of this research, such as having social conversations with the employees at morning 

tea, coffee break or to have a formal interview with them. 

VALIDITY: INTERNAL AND EXTERNAL VALIDITY 

To evaluate the effectiveness of this project, internal validity and external 

validity were of the major concern. Internal validity refers to 'the degree to which a 

researcher is justified in concluding that an observed relationship is causal'(Cook and 

Campbell, 1979, p.65). External validity is 'associated with the generalisabilifv of/he 

fIndings gathered by means of the instrument in question (Sarantako, 1998,   p.28). 

Internal validity 
When a researcher believes that an observed relationship is causal, he or she 

must provide evidence of the potential causes and effects. The researcher can make 

mental comparisons to a hypothetical control group. But a control group is rarely used 

in qualitative research; the researcher may use different measures to promote both 

internal and external research validity. To guarantee internal validity of this research 

work, some methods can be applied. Miles & Huberman (1994) propose the following 

ways: 

Checking for researcher effects or bias 

To avoid researcher bias, showing the notes to another researcher to check, 

staying on the site for as long as possible, using unobtrusive methods and explaining the 

purpose of the study clearly are most of the common ways that can help to reduce 

researcher effects. 
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Triangulation 

Triangulation can be of two types (Denzin, 1989): inter-method triangulation, 

which includes two or more methods of different methodological origin and nature; and 

intra-method triangulation, which employs two or more techniques of the same method 

(Crawford & Christensen, 1995). Researchers can employ mixed-methods to investigate 

different aspects of the same phenomenon. 

Getting feedback from informants 

The quality of findings or conclusions can be checked through informants, who 

may be respondents or a panel of judges. It is hoped that their opinions will allow 

judgernents about the quality of the original findings. 

In ensuring internal validity, the following methods were used in this project: 

Clarification of the consultant's effects or bias 

To avoid or prevent any personal effects or bias in this project, at the outset of the study, 

bias was articulated in writing in the proposal under the heading Role of researcher. 

Summarizing the main points and seeking feedback from respondents 

At the end of each phase of data collection such as meeting with the client and 

interviewing the employees, the consultant repeated the main points by use of 

paraphrasing in order to make sure the accuracy of data. 

Use of triangulation 

Data triangulation refers to the use of multiple data sources while using a single method 

(Johnson, 1997). 'Data sources' did not mean using different methods but use of 

multiple data sources in a single method to increase the reliability of the results. For 

example, to know how people perceive the customer service of the A. C. Lodge, the use 

of multiple interviews (two individual interviews for each employee) provided multiple 

data sources while using a single method (the interview method). It was achieved by 

using different kinds of interview such as formal and informal interviews with the client, 
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the employees and the customers. Formal interviews were conducted in a formal setting 

like in an office or in an interviewing room while informal interviews were conducted in 

any places. The questions of formal interviews were predetermined and had a structure 

sequence. The questions of informal interviews were not well organized. For instance, 

social conversation was one kinds of informal interview. Through social conversations 

at lunchtime or at tea breaks, people's spontaneous comments provided a variety of data 

sources. In other word, data triangulation involved collecting data at different times, at 

different places and with different people. 

External validity 

External validity relates to transferability and generalisability of findings 

(Sarantakos. 1998). Since one of the aims of action research was to generate grounded 

or local theory, it was grounded in the empirical data of a particular situation, the 

generalisability was very limited. As Patton (1980) states, the opposite of generalization 

is particularization, meaning that social phenomena are part of a specific situation and 

are far too liable to change to allow meaningful generalization. Gustaysen & Sorensen 

(1982) emphasize that local theory is the only type of theory that is created in a 

particular social situation. When giving proper weight to local conditions, any 

generalization is a working hypothesis, not a conclusion. 

In short, in this research project, internal validity was more important than 

external validity. The traditional demand of generalization in quantitative approach is 

far less significant in qualitative research methodology. 

JOINT EVALUATION WITH THE CLIENT 

Before the end of the project, a meeting with the client and the consultant was 

held to evaluate the process and the outcomes of the project. After going through the 

whole process from the very beginning to the end of the project, the following evaluative 

results were formed: 



The research was collaborative 

As Block (1981) stated, the use of process consultation emphasizes the 

collaborative role of the consultant with his client. The consultant does not solve 

problems for the client but only applies his skills to help client solve problems. The 

client must be actively involved in seeking goals and developing action plans. Finally in 

sharing responsibility for success or failure (Block, 1981). In the research project, the 

client was involved in every step of the consultation process. The consultant and the 

client became interdependent upon sharing responsibilities for planning, implementation 

and outcomes. 

The use of psychological contract 

The psychological contract was an effective way to clarify each other's 

expectations. With clearer expectations of both parties, they managed to develop mutual 

trust and a balanced status of the helping relationship. Without having a clearly defined 

psychological contract, the client might be dependent upon the consultant as the 'doctor-

client model' as described by Schein (1999). The client could not be responsible for 

solving his own problems himself. 

Joint diagnosis with the client 

The main goal of process consultation is to help the manager make a diagnosis of 

the organization's process and develop a valid action plan (Schein, 1999). After the 

consultant's observation and analysis of the organization structure, process operation 

from different aspects, and the inquiry of the owner-manager and the employees, the 

consultant's feedback was given to the client. As a result, they 

a) developed a joint diagnosis of the organization's problems and 

b)devised a strategic plan of change. 

In addition, the owner-manager drafted an annual work plan that woUld clearly 

define a staff member's duties and responsibilities to expect that the organization's 

facilities as well as the customer service could be improved by following the strategic 

plan. 
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Use of various interventions 

In different situations, appropriate interventions were made. Interventions were 

targeted at the client as well as the employees. The purpose of intervention was aimed at 

change. The details of the intervention process are given in chapter 6. 

The emergence of theoretical outcomes 

Theoretical outcomes emerged from the observation of the client and the 

consultant's reflection on the problems of most small businesses. Without the 

emergence of some issues, local theory could not be developed. Descriptions of the 

theoretical outcomes were given in Chapter 10. 

The use of local theory 

A local theory of actualizing the small business success and the model of self-

empowerment were generated. The local theory was grounded in the consultation 

process, the needs of the client and, the reality of the situation. To become an 

empowering manager, the client should be self-empowered in order to be more self-

competent. The Chapter 11 has explained the local theory in detail. 

EVIDENCE OF PROJECT EFFECTIVENESS 
The effectiveness of the project is discussed in the following paragraphs: 

Consistent policies were to be developed 

Before the consultation took place, there was no policy for staff duties and 

responsibilities, the daily operations, customer services and the employment policy. For 

example, when a new employee was recruited, there was no job description nor was a 

staff manual given to the employee. All information was provided verbally by the 

owner-manager. In the last week of the project, for instance, some changes were found. 

When the consultant finished the project study in the last day, the owner-manager 

showed the draft of some of the job descriptions, the draft of some instruction manuals 

on how to handle customers' complaints, the room booking policy. Although the room 
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booking still relied on manual system, the policy was more consistent than before. Staff 

members could follow the guidelines in addition to their discretions. 

The replacement of the hotel facilities 

Because of the constraint of cash flow and working capital, the owner-manager 

could not replace all the facilities at the same time. Fortunately he had an annual work 

plan to replace some worn out equipment step-by-step and to replace some facilities that 

might affect the outlook of the hotel. For example, he bought new carpets that would be 

replaced before the onset of the dry season. By achieving small pieces of goals were 

easier than achieving complex and large goals. 

Gaining support from the employees 

Since the owner-manager could not do everything, especially the implementation 

of change, he had articulated his plan to his employees and had gained their support by 

having clearly defined tasks for each employee, that was the division of labour. For 

instance, some staff members would be responsible to get quotation of the furniture and 

electrical appliances while other members would help the owner-manager to replace 

some of the facilities. 

The use of staff meetings as a communication channel 

To improve better communication between the owner-manager and his 

employees, regular staff meetings were to be held fortnightly. Of course, effective staff 

meetings were dependent upon the participation of each member and the leader's skills 

to chair the meetings. Staff meetings, anyway, provided a channel to interact with each 

other. 

The extension of social network 

Although the client spent most of his time in the hotel, also he spent some time to 

developing his social network such as joining the Hong Kong Club which was a social 

club for those Hong Kong Chinese to gather together. To extend his social network in 

the new environment, he could know more friends and had more social support network. 
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Becoming an empowering manager 

Through the consultation process, the client was more open and more capable of 

communicating with his staff, and more aware of the impact of different cultures. For 

instance, he was more acceptable of and respectful to Muslim culture, Aboriginal culture 

and even integrated into the Australian culture. He told the consultant that instead of 

going to Chinese restaurants every week, he changed to have fish and chips or other 

western food. He had twice being invited by the Muslim customers to have meals with 

them in the hotel. The Muslim customers cooked some traditional food for him to taste. 

He hoped that he would become more culturally competent with the customers as well 

as with his employees of different races. 

CONCLUSION 
With the self-reflective evaluation, the project was to a great extent achieved 

with the desired outcomes - to induce change to the organization and to empower the 

client and his employees. The owner-manager learned to manage his problems and, the 

employees learned to share their responsibilities and started to commit to the 

organization. It is expected that A. C. Lodge will become a five- backpack or upgraded 

to one-star hotel in Darwin in the coming future. In the next chapter, the personal 

reflection and learning of the consultant will be discussed. 
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CHAPTER THIRTEEN 

PERSONAL REFLECTION AND 

LEARNING 

INTRODUCTION 
Experience alone does not guarantee learning. Only constant reflecting on 

experiences helps to discover new concepts and new ideas of practice. According to 

Kolb's model (1984), learning is a cyclical process whereby experience is transformed 

through reflection into knowledge and learning. Learning is the result of continuous 

questioning, and reflecting in new situations. As a result, new skills and new ways of 

thinking can be developed through reflective learning (Graeff, 1997). This chapter first 

explains the importance of reflective learning. Then it will discuss the different phases 

of the consultant's experiences through reflective learning in the project. Since 

negotiation is one of the important elements of successful consultation, what the 

consultant learned from the principles of negotiation are explored. Finally what 

professional qualities of a consultant to be developed in the whole intervention process 

will be examined. 

THE IMPORTANCE OF REFLECTIVE LEARNING 
Most of the learning begins with concrete experiences. Based on reflective 

observations of these experiences, people engage in abstract conceptualization. This 

allows them to generalize and learn principles that integrate their observations into 

working theories. Based on these generalizations and working theories, people actively 

experiment with what they have learned in other, more complex situations (Graeff, 

1997). Actively reflecting on experiences facilitates the learning process, and an 

experience that is not reflected upon can result in unrealized learning. Reflection is the 
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ability to step back, ponder, question, and evaluate one's own experiences, then to 

abstract from the knowledge what is relevant to other experiences (Hutchings and 

Wutzdorff, 1988). 

THE REQUIREMENTS OF A REFLECTIVE LEARNER 
Atkins and Murphy(1995) suggest that good professional judgment is developed 

through reflective learning. Apart from open-mindedness and motivation, they identify 

that a reflective learner requires: 

I. Self-awareness: the capacity to analyze one's thinking and feeling, how the situation 

impacted on the learner and vice-versa; 

description; the ability to recognize and recollect accurately salient events and 

features and render a comprehensive account of this. This includes significant 

background factors, the events as they unfold and what the learner is thinking and 

feeling at the time; 

critical analysis: the ability to get to grips with what is going on. What knowledge is 

the learner using in the situation at the time? Why? It involves the ability to make 

connections between what the learner knows and the situation he or she is thinking 

about. It also involves questioning one's assumptions, using one's imagination and 

exploring alternatives; 

synthesis: integrating what one has learned from this situation with what one knows 

before; 

evaluation: the ability to consider what value there is in this new knowledge. 

USE OF REFLECTIVE LEARNING IN THE PROJECT 
The approaches of traditional research usually include choosing a problem or an 

area of study, setting hypothesis, collecting data, testing the hypothesis, analyzing the 

findings and giving recommendations for actions. Researchers have direct control over 

the whole research process and the outcomes. In action research, researchers act as 

collaborators by having a joint effort with the target respondents. The researchers 
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cannot fully control the research process. Instead of giving recommendations at the end 

of a research, the action researchers need to integrate the results first into practice, then 

apply it in the field and contribute to organizational improvements. In addition, local 

theory will be developed with reference to the issues and results they study. Such 

research approach was a brand-new concept to the consultant when he first learned it in 

the Doctor of Business Administration course. 

The consultant's first research experience was in a MBA degree project. He 

used the traditional research method to study a selected problem and then conducted a 

survey by use of questionnaires to collect data. After analysing all the questionnaires, he 

reported his findings as well as making his recommendations at the end of the project. 

But the action research approach was totally different. At the beginning of the project, 

the consultant reflected that he had different experiences and feelings. He went through 

four different emotional states - fear and uncertainty, confidence and competence, 

patience and persistence, and finally growth and joy with the client. 

Fear and uncertainty 

Because there was no predetermined assumptions or hypothesis, before the 

action research started, the consultant had some fear and uncertainty. He was not sure 

that he managed to help the client's problem or not. The consultant also feared that he 

was not accepted by the client because of his limited consultant experience. At the very 

beginning, his fear made him feel uncomfortable and worried about how the action 

research project was started. 

Action research emphasizes collaboration with clients. It belongs to 

collaborative research. Collaborative research assumes a shared investment in the 

outcomes by the researcher and participants, and a joint exploration of the issues raised. 

It also requires a collaborative development of all parts of the research, including 

defining the research question and the methodology (Pease, 1987). Before contacting 

the client and making the psychological contract, there were many uncertainties. Since 

collaboration was something the consultant could not force, he wondered whether the 
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client was happy to cooperate with him. The consultant was uncertain whether he 

needed a substantial number of meetings with the individual participants. He was also 

uncertain about the direction of the project because there were no prescribed procedures 

to conduct the action research. Researcher and the client, both parties could influence 

the process of the research. 

Confidence and competence 

To be a reflective learner, self-awareness is very important to analyse one's 

feeling and how to adjust to the situation. It was understood that the client, as a new 

immigrant entrepreneur, needed support and ventilation. Since the client and the 

consultant came from the same original country and spoke the same language, 

communication would be much easier. In addition, the consultant's past management 

and social skills facilitated his relationship building. Alter contacting the client and 

listened patiently to his situation, he felt more relaxed. Then the consultant told the 

client what he expected to do and asked for his collaboration in the project. He agreed 

to the request and permitted the project to be started as soon as possible. After the 

psychological contracting was made, the consultant overcome his previous anxiety and 

fear. The clarification of both parties' roles and expectations also let the client know 

that he was not helpless. The process of the project was not controlled by the consultant, 

but by the joint effort of both parties. With their joint effort to diagnose the problems 

and going through the intervention process, change and improvement were possible. As 

a result, both parties felt relaxed. The client would have somebody to consult and the 

consultant could start the project without any difficulties. Getting the client's 

cooperation gave the consultant more self-confidence and his competence was 

developed. 

Patience and persistence 

It takes time to implement any change. Change is a process, not a sudden effect 

of any particular effort. To help the client to implement change and solve his problems 

independently, it needed time and used appropriate situations to intervene. For example, 

in providing better channels of communication with the staff members, the client was 



facilitated to learn how to chair staff meetings, how to develop communication skills and 

how to establish a team spirit. Effective learning is cumulative of experiences through 

reflection. The client might be forgetful, unaware of his emotion and was even 

frustrated in some situations. Sometimes the consultant was not empathic to his 

irrational behaviour and impatiently showed his faults. Through the critical analysis of 

the consultant's skills and knowledge, he learned how to use alternative skills and 

expressions to make his client more comfortable. The consultant also learned how to 

become patient and persistent. 

Growth and joy with the client 

Not only the client grew from the process of the project, as a management 

consultant, the consultant also learned and grew with him. For example, to know how 

each individual staff member perceived the impact of change to them, the consultant 

learned how to use different languages to communicate with them. Through the process 

of intervention and interaction with staff members, the consultant was more comfortable 

to integrate what he learned from one situation to another situation. He learned how to 

transform the experience from one situation to another. By using the knowledge of 

communication, he learned how to apply in different situations. When staff members 

realized that without change their jobs would be seriously affected, their resistance of 

change was overcome. 

In short, although the consultant experienced different emotional states, the 

overall experience was rewarding and personal growth was achieved. 

LEARNING FROM THE CONSULTING RELATIONSHIP-

NEGOTIATION 
Negotiation occurs when clients enter a consulting relationship with consultants. 

Negotiation is a back-and-forih kind of exchange for reaching an agreement when two 

parties have some interests that are shared and others that are opposed" (Kirk, 1991, 
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p.30). In the consultation process of this project, the consultant negotiated with the 

owner manager and the employees in different situations. From these experiences, the 

consultant learned that good negotiation skills could achieve desired results that were 

mutual beneficial but unskilled negotiation might break the consulting relationship. 

Kirk's (1991) five negotiating principles are very useful when negotiating with clients: 

A consultant should avoid attacking a client's position or status 

The client and the employees were more likely to be receptive to the consultant's 

position when the consultant let them know what their positions or situations were; 

instead of making them feel their statuses were threatened during negotiation. For 

example, negotiating with the owner-manager that the consultant was not solving 

problems for him. He auempted to let the client know that he was not fault finding 

and he was not incompetent. They came to collaboration so that the consultant could 

help the client empower himself and solve problems on his own. 

A consultant should first focus on shared interest before turning to the interests 

that are opposed by the client. 

Clients have multiple interests. To develop a climate for agreement by first 

focusing on shared interests would achieve desired results more easily - for example, 

when negotiating with the owner manager that they could start with the 

organizational communication first. The owner manager agreed because his primary 

concern was to increase the employees' commitment. With an effective 

communication channel, employees' interactions increased and their commitment 

could be enhanced. When focusing on the shared interest, the outcome would be 

mutually beneficial. 

Clients are more likely to accept fair and reasonable suggestions. 

Using the above example, suggesting the improvement of organizational 

communication such as having regular staff meetings was reasonable. The client 

accepted the suggestion after he listened to the consultant's advice. 
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Clients are more likely to accept suggestions ofprecedential success 

The consultant provided some journals and case analysis as evidences to the 

client when he persuaded the client or negotiated with him for some changes. With 

precedential evidence of success, the suggestions were often trustworthy. 

Consultants must close the gap when there is a disparity between the client and 

consultant in power or prestige 

When negotiating with employees, the consultant was very cautious because 

of the disparity in prestige and status. Since the consultant had dual roles - a part-

time employee and a consultant - if the consultant did not let them know the differing 

status during negotiation, they might easily feel that he was challenging the 

colleagues' status quo. 

In general, following the above principles and trying to understand the 

underlying concerns that motivate a client's behaviour and then dealing with the 

concerns rather than the behaviour, negotiation would be successful to help attain 

desirable results. 

DEVELOPING THE PROFESSIONAL QUALITIES AS A 

CONSULTANT 
Huling (1998) identifies four fundamental qualities of a consultant. Firstly, a 

consultant should be trustworthy, approachable, and communicate well. Secondly, a 

consultant should be up-to-date technically and in facilitating the process. Thirdly, a 

consultant must be sensitive to people's reactions and finally, a consultant must be open 

to have frequent reviews with the client and employees. 

1. A consultant should be trustworthy, approachable, and communicate well 

To have the open, honest, free-flowing exchange essential to a consultant-

client relationship, various consulting skills were used to handle, understand and 

empathize with any situation--and to communicate that clearly both verbally and in 
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writing. Working collaboratively with the client and the employees, it was found that 

the personal commitment of the consultant to success was enhanced and it benefited 

the organization by offering clear communication, honesty, and teamwork. 

A consultant should be up-to-date technically and in facilitating the process 

All clients expect a consultant to have the expertise of their organizations. 

They believe that a consultant must have the technical skills and knowledge of 

strategic planning, relationship building, policy implementing, problem solving, 

advice giving and so on. In order to give the client confidence about the project, the 

consultant demonstrated that he was knowledgeable about organization development, 

well-connected to supporting resources, and current on new methods of moving 

people to action through interventions. Different reference books were read about 

hotel hospitality, relevant tourist departments contacted to collect data for more up-to-

date information. The consultant did not implement any plan for the client, but 

assisted him, his employees and the organization to move forward to accomplish their 

goals. 

A consultant must be sensitive to people's reaction 

To facilitate the process of consulting and organizational change, only 

implementing training programmes was not enough. The success or failure of an 

organization relied on people's effort. Human factors like attitudes, values, 

perceptions, motivation, and commitment all needed to be addressed. Such factors 

reflected what an organizational culture was. Before any interventions took place, the 

consultant went through the process of fact-finding, including observation, 

management and staff interviews, and informal chatting to learn about the current 

situations and observed each employee's reaction during the intervention process in 

order to respond with appropriate skills. 
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4. A consultant must be open to have frequent reviews with the client and 

employees 

A good consultant must continually keep contact with the clients, to answer 

questions, to follow up and to adjust the plan as things proceed. Since process 

consultation depends on joint effort, a consultant should be open and review with the 

client on day-to-day change. After understanding the unique issues of the client, the 

consultant implemented the interventions in various situations. In order to get the 

accurate feedback from the client and the employees, periodic meetings with them for 

their comments and review were initiated. 

CONCLUSION 
Based on reflective observation of the experiences in the project, the consultant 

learned how to integrate the abstract concepts and knowledge of consultation into 

practice. Through reflective learning, he became more self-conscious about the 

techniques of action research as well as process consultation. The consultant learned 

how to master better skills of intervention and to develop the professional qualities as a 

consultant. The next chapter - the final chapter - will conclude the whole action research 

project including the process intervention of the consultation. 
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CHAPTER FOURTEEN 

CONCLUSION 

INTRODUCTION 
Action research is the approach to improve organizational performance in which 

the owner-manager systematically reflects on his work and makes changes in his 

practice. This research project is true to pursue action and research outcomes. The 

following paragraphs conclude the whole project process and the outcomes. 

THE DUAL NATURE OF ACTION RESEARCH: 

RESPONSIVENESS AND EMERGENCE 
Action research is about improving organizational practice through intervention 

and demands rigorous preparation, planning, action, attention to process, reflection, re-

planning and validating claims to learning and theory generation (Coghian & Brannick, 

2001). This research project is responsive and emergent. 

Responsive - the research successfully responded to the owner-manager's needs to 

empower himself so that he became increasingly in control of every significant event 

that affected him. 

Emergent - the research did not test any hypothesis. It set out to find what theory 

accounted for the research situation as it was. As Glaser (1992) states, 'action research 

is to discover the theory implicit in the data'. By coding and analyzing properties of 

data categories, a local theory was developed - to actualize the success of a small 

business. 
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THE EMPHASIS OF THE PROCESS 
The project aimed at empowering the client to solve his own problems through 

the process ofjoint diagnosis, process consultation and collaboration. Through different 

kinds of interventions, the client learned how to empower himself and manage his 

employees in a multicultural environment more effectively. Apart from that, the 

consultant recommended that staff meetings were held fortnightly to provide a channel 

for staff members to communicate. The consultant attended five staff meetings during 

the whole project and used these occasions to intervene in developing staff 

responsibilities, establishing a team spirit so that they could have more commitment to 

the organization as well as to support the owner-manager for any organizational change. 

When the client was empowered to feel confident and handle his own problems 

independently, the objectives were achieved. 

The methodology used also aimed at developing insight - to produce local theory 

grounded from the empirical data of the client's situation. The basis of the local theory 

was generated through the whole consultation process. The fundamental theoretical 

questions that emerged were about the nature of 'small' business: did small mean 

deficient? Is an owner-manager was powerful or incapable? 

THE CREATION OF LOCAL THEORY AND THE MODEL 

OF SELF-EMPOWERMENT 
"A grounded theory is one that is inductively derived from the study of the 

phenomenon it represents" (Strauss & Corbin, 1990, p.23). That is, it is discovered, 

developed and provisionally verified through systematic data collection and analysis of 

data pertaining to a particular phenomenon. After the data was collected and coded, 

different core categories were classified. A local theory was developed - actualizing the 

success of a small business by means of two significant factors - provision of sufficient 

resources and support; and the employees' satisfaction. Such two factors facilitated the 

move towards the direction of business' success. 
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Having the emergent of the local theory, a model of self-empowerment was 

developed. It comprised of three components - psychosocial, cultural and intellectual 

aspects. In other words, all these factors would influence the owner-manager's 

perception, attitude and behaviour. For examples, if the owner-manager's technical 

skills especially communication skills were good, he was able to develop good working 

relationships with his employees regardless of races. If the working relationship were 

good in a multicultural work environment, that meant there was no problem in his 

personal adjustment and, his self-confidence would be enhanced. If his self-efficacy 

was high, he could empower himself. When the owner-manager empowered himself, he 

was then capable of empowering his employees. Since empowerment was a process 

rather than a static condition, the empowered employees would reciprocally empower 

their owner-manager by team spirit, with support and encouragement. If employees 

could share the same values, responsibilities and committed themselves to the 

organization, organizational goals would easily be achieved. Anyway, it would be a 

looping process to empower the owner-manager as well as the employees continuously. 

THE ENRICHMENT OF PERSONAL LEARNING 
The project was also seen as an opportunity for enriching personal learning 

especially in the process and the skills of intervention as well as organizational change. 

Although this was the second experience to work as a management consultant, he had 

some fears that he could not help his client to make any change. The first experience 

was to work for the Action Learning Project in a non-profit organization in 1999. The 

business nature was totally different. With the support of the project supervisor, Dr. 

Murray Redman, the project worker overcame his fears by sharing his worries with him. 

Dr. Redman gave the project worker a lot of guidance and valuable insights so that he 

could manage to work more confidently. The whole process of the project was 

challenging, but it was a very rewarding experience to learn. In the end, it could see 

both the client and his employees really had some changes. The owner-manager became 

a confident and an empowering manager and staff members were more committed to the 

organisation than before. 
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DEVELOPING A COMMITTED WORKFORCE 
With the interventions of developing a committed workforce through the staff 

meetings, A. C. Lodge was able to create a supportive atmosphere to implement change 

through the cooperation of all employees. It was expecting that the owner-manager 

would lead the team to 'learn how to learn' in the future. In doing so, there would be a 

potential to develop the hotel as a learning organization if all the employees shared the 

same value and mission of change. It was easier to develop an empowering culture 

through close contacts and interaction among them. They could learn from each other 

through the team effort to solve organizational problems, making decisions and 

upgrading their services. Team effort is certainly more effective than individual effort. 

FINAL OUTCOMES OF THE PROJECT 
Finally, did the project achieve its desired outcomes? Was the project successful? 

Although it was difficult to see any great change within a few days or a few months, 

there were actually some changes to occur everyday. One of the strong pieces of 

evidence was, the owner-manager has devised an annual strategic plan to implement 

some changes in the current year. This strategic plan would be discussed and revised in 

the following staff meetings after the project was finished. Although the consultant 

might not attend the coming meetings because he quit the job, he observed that 

employees were very supportive and committed to be involved in the future plan. 

Besides, when the consultant handed over his work to the owner-manager at the last 

week of the work, the consultant was told that the owner manager had prepared most of 

the job descriptions and started to draft some policies. It showed that there was a future 

vision of the organization and they would have a clear direction to follow. All 

employees were welcome to participate in such change. In the coming future, A. C. 

Lodge becomes a better-managed hotel in Darwin. 

208 



REFERENCES 



REFERENCES 

Abbott, B. & Meredith, G. (1984), Family business management in Australia, 
Sydney: McGraw-Hill 

Abe, H., & Wiseman, R. (1983), "A cross-cultural confirmation of the dimensions of 

intercultural effectiveness", International Journal of Intercultural Relations, 
7, 53-68 

Ackoff, R. (1978), The art of problem solving, NY: John Wiley 

Alexander, S. (2000), "Personality put to the test", Grain's Cleveland Business, 21 
(16) 

Alvesson, M. (1995), Cultural perspectives on organizations, Cambridge: 
Cambridge University Press 

Appelbaum, S. & Reichart, W. (1997), "How to measure an organization's learning 

ability: a learning orientation: part 1", Journal of Workplace Learning, 9 (7) 

Argyris, C., Putnam, R. & Smith, D. (1985), Action science, San Francisco: 
Jossey-Bass 

Argyris, C. & Schon, D. (1996), Organizational learning II, Reading MA: 
Addison-Wesley 

Ashforth, B. (1989), "The experience of powerless in organizations", Organizational 
behavior and human decision processes, 43, 207-242 

Atkins, S. & Murphy, K. (1995), "Reflective practice", Nursing Standard, 9,31-37 

210 



Australian Bureau Statistics (1997), Characteristics of small business, Australia, 
8127.0, Commonwealth of Australia 

Australian Bureau Statistics (2000), Small business in Australia, 1999, 1321.0, 
Commonwealth of Australia 

Baker, M., Wooden, M. & Kenyon, P. (1996), "Training in small and medium 

enterprises: is Australia's National Training Reform Agenda appropriate?". 
Labour Economics and Productivity, 8(1), 1-20 

Bandura, A. (1982), "Self-efficacy mechanism in human agency", American 
Psychologist, 37, 122-147 

Bandura, A. (1986), Social foundations of thought and action: a social-cognitive 
view, Englewood Cliffs- NJ: Prentice-Hall 

Bandura, A. (1989), "Human agency in social cognitive theory", American 
Psychologist, 44, 1175-1184 

Bandura, A., Adams, N., Hardy, A. & Howells, G. (1980), "Tests of the generality of 
self-efficacy theory", Cognitive therapy and research, 4, 3 9-66 

Barker, J. (1989), Discovering thefuture, St. Paul MN:ILI 

Bassey, M. (1995), Creating education through research, Newark NJ: Kirklington 

Baum, J., Edwin, A., & Shelley, K. (1998), "A longitudinal study of the relation of 

vision and vision communication to venture growth in entrepreneurial firms", 
Journal of Applied Psychology, 83(1), 43-54 

211 



Beck, C. (1999), Managerial communication: bridging theory and practice, 
Englewood Cliffs NJ: Prentice-Hall 

Becker, P. (1993). "Common pitfalls in published grounded theory research", 
Qualitative Health Research, 3, 254-260 

Begley, I. & Boyd, D. (1987), "Psychological characteristics associated with 

performance in entrepreneurial firms and smaller businesses", Journal of 
Business Venturing, 2, 

Bennis, W. & Nanus, B. (1985), Leaders, NY: Harper & Row 

Berger, P. & Luckmann, 1. (1967), The social construction of reality, NY: 
Doubleday 

Berkowitz, L. and Donnerstein, E. (1982), "External validity is more than skin deep: 

some answers to criticisms of laboratory experiments". American 
Psychologist, 37(3), 245-257. 

Berry, J. (1983), "Acculturation: a comparative analysis of alternative forms", in R.J. 

Samuda and S.L. Woods (eds.). Perspectives in immigrant and minority 
education, Lanham, MD: University Press of America, 66-77 

Birley, S. (1985), "The role of networks in the entrepreneurial process", Journal of 
Business, Venturing 1, 107-117 

Birt, I. & Sleeman, R. (1995), Making small business works for you, Melbourne: 
Heinemann 

Blake, R. & Mouton, J. (1976), Consultation, Reading- MA: Addison-Wesley 

212 



Block, P. (1981), Flawless consulting: a guide to getting your expertise used, San 
Diego CA: University Associates 

Block, P. (1987). The empowered nianager, San Francisco CA: Jossey-Bass 

Boer, A. et al (1997), Small business man agement: a resource-based approach, 
London: Cassell 

Bond, M. (1991), Beyond the Chinese Face: insights from psychology, Hong Kong: 
OUP 

Booth, A. (1993), "Private sector training and graduate earnings", Review of 
Economics and Statistics, 75, February, 164-170 

Borland, J. & Home, R. (1994), "Establishment-level employment in the 

manufacturing industry: is small really beautiful?", Australian Bulletin of 
Labour. 20, June, 110-128 

Boss, R. (1985), "The psychological contract: a key to effective organization 

development consultation", Consultation: An International Journal, 4(4), 
284-304 

Bowen, D. & Lawler, E. (1992), "The empowerment of service workers: what, why, 

how, and when", Sloan ManagementReview, 33(3), 3 1-39 

Brief, A. & Nord, W. (1990), Meanings of occupational work, Lexington: Lexington 
Books 

Brockhaus, Sr., R.H. (1982), The psychology of the entrepreneur". in- Encyclopedia 
of Entrepreneurship, Englewood Cliffs NJ: Prentice-Hall, 39-57 

213 



Brown, L. & Kaplan, R. (1981), "Participative research in a factory", in P. Reason & 
J. Rowan (eds.), Human inquiry, Chichester: Wiley 

Bullock, C. (1993), "Ways of knowing: the naturalistic and positivitistic perspectives 

on research", in M. Malkin & C. Howe, Research in therapeutic recreation: 
concepts and methods, State College PA: Venture Publishing, 25-42 

Bunning, C. (1995), Achieving success in post-graduate action research programs, 
http://www.mcb.co.uk/services/conferen/nov95/ifal/paper2.htm  

Burke, W. (1986), "Leadership as empowering others" in S. Smvastva (ed), 
Executive power, San Francisco: Jossey-Bass, 5 1-77 

Burke, W. (1994), "Organization development as a process of change", Organization 
development: a process of learning and changing, (211d1  ed.), Reading MA: 
Addison-Wesley 

Burner, J. (1986), Actual minds, possible worlds, Cambridge, MA: Harvard 
University Press 

Burns. P. & Dewhurst, J. (1996) Small business and entrepreneurship, (211c1  ed), 
London: MacMillan 

Burnside, R. (1991), "Visioning: building pictures of the future" in Jane Henry & 

David Walker, Managing innovation, London: Sage 

Burrell, G. & Morgan, G. (1985), Sociological paradigms and organizational 
analysis, Aldershot - UK: Gower 

Bygrave, W. & Bygrave, B. (1989), The portable MBA in entrepreneurship, 
NY:John Wiley 

Byharn, W. (1991), Zapp! The lightning of empowerment, NY: Harmony 

214 



Campbell, D. & Fiske, D. (1959), "Convergent and discriminant validation by the 
multitrait-multimethod matrix", Psychological Bulletin, 56(2), 8 1-1 05 

Carland, W. & Hoy, F. & Carland, C. (1988), Who is an entrepreneur? isa question 
worth asking ", Entrepreneurship Theory and Practice, 17(2) 7-23 

Carney, K. (1999), "Making meetings work", Harvard Management Update, 4 (10), 
7 

Carter-Scott, C. (2001), If success is a game, these are the rules, Auckland: 
Bantam 

Catts, R., McLendon, E., Forlin, C., Arden, C., James, J. & Kossen,C. (1996), 

Validating training benefits in the workplace, Toowoomba: Centre for 

Further Education and Training, University of Southern Queensland 

Chein, I., Cook, S. & Harding, J. (1948), "The field of action research", American 
Psychologist, 3, Feb., 43-50 

Clark, P. (1972), Action research and organisational change, London: Harper & 
Row 

Coghian, D. & Brannick, T. (2001), Doing action research: in your own 
organization, London: Sage 

Conger, J. & Kanungo, R. (1988), "The empowerment process: integrating theory 

and practice", Academy of Management Review, 13, 471-482 

Combs, A., Avila, D. & Prukey, W. (1978), Helping relationships: basic concepts 

for the helping professions, (2"' ed), Needham Heights MA: Allyn and 
Bacon 

215 



Cook, S. (1994), "The cultural implications of empowerment", Empowerment in 
Organization:An International Journal, .2, (1), 9-13 

Cook, T.D. and Campbell, D.T. (1976), "four kinds of validity" - in M.D. Dunnette 
(Ed), Handbook of Industrial and Organizational Psychology, Chicago- IL: 
Rand McNally, 224-246. 

Cook, T. & Campbell, D. (1979), Quasi-experimentation: design and analysis 
issues forfield settings, Chicago - IL: Rand McNally 

Cox, T. Jr. (1991), "The multicultural organisation", Academy of Management 
Executive, (5) 2, 34-47 

Crawford, H. & Christensen, I., (1995), Developing research skills: a laboratory 
manual, Boston MA: Allyn & Bacon 

Cummings, T. & Huse, E. (1989), Organization development and change, (4111  ed), 
St Paul MN: West 

Cunningham, B. & Lischeron, J. (1991), "Defining entrepreneurship", Journal of 

Small Business Management, 45-61 

David, K., (1976), "The Use of Social Learning Theory in Preventing Intercultural 

Adjustment Problems" in P. Pedersen, W.J. Lonner & J. Draguns; 

Counseling Across Cultures, Honolulu HI: University of Hawaii Press, 
123-13 7 

Deci, E., Cormell, J. & Ryan, R. (1989), "Self-determination in a work organization", 

Journal of Applied Psychology, 74, 5 80-590 

Deloitte & Touche (2001), Definition of success, http:/wwwdeloitte.ca  

!1I 



Denscombe, M. (1998), The good research guide for small-scale social research 
projects, Buckingham UK: Open University Press 

Denzin, N. (1989), The research act: a theoretical introduction to sociological 
methods (3 ed.), Englewood Cliffs - NJ: Prentice-Hall 

Denzin, N. & Lincoln, Y. (1994), Handbook of qualitative research, Sage 

De Shazer, S. (1991), Putting djfference to work, NY: Norton 

de Vries, Kets (1984), Irrational executive: psychoanalytic explorations in 
management, NY: International University Press 

de Vries, Kets (1996), Family business: human dilemmas in the family firm: text 
and cases, NY: International Thomson Business Press 

Dickens, L. & Watkins, K. (1999), "Action Research: Rethinking Lewin" 

Management Learning, 310(2),  127-140 

Dollinger, M. (1985), "Environmental contact and financial performance of the small 

firm", Journal of small business management, January, 24-3 0 

Dose, J. (1997), "Work values: an integrative framework and illustrative application 
to organizational socialization", Journal of Occupational and 

Organizational Psychology, 70, 219-240 

Douglas, D. (1992), "Program evaluation and performance measurement" in Ciaran 

O'Faircheallaigh & Bill Ryan, Program evaluation and performance 
monitoring, Brisbane: Griffith University 

217 



Drucker, P. (1999), Practice of Management, Oxford: Butterworth-Heinernann 

Dutrenit, G. (2000), Learning and knowledge management in the firm: from 
knowledge accumulation to strategic capabilities, Cheltenham UK: Edward 
Elgar 

Dwyer. J. (1999), Communication in business: strategies and skills, Sydney: 
Prentice-Hall 

Easterby-Smith, M., Thorpe, R. & Lowe, A. (1991), Management research: an 
introduction, London: Sage 

Elden, M. (1981), "Political efficacy at work: the connection between more 

autonomous forms of workplace organization and more participatory politics", 
American Political Science Review, 75, 43-58 

Elden, M. (1986), "Socio-technical systems ideas as public policy in Norway: 

empowering participation through worker-managed change", Journal of 
Applied Behavioural Science, 22, 239-255. 

Elden, M. and Chisholm, R.F. (1993), "Emerging varieties of action research. 
Human Relations, 46(2), 121-141. 

Elliot, J. (1978), "What is action-research in schools?", Journal of Curriculum 
Studies, 10(4), 355-357 

Ellis, J. & Kiely, J. (2000), "Action inquiry strategies: taking stock and moving 

forward", Journal of Applied Management Studies, 9 (1), 83-95 

Emerson, R. (1962), "Power-dependence relations", American Sociological Review, 
3 1-40 

Etzioni, A. (1988). The moral dimension, NY: Free Press 

218 



Evered, R. & Selman, J. (1989), "Coaching and the art of management", 
Organizational Dynamics, 18(2), 16-32 

Fenn, D. (1996), "Breakthrough Leadership: Higher Ground", Inc. 18 (5), 92-99 

Field, L. & Ford, B. (1995), Managing organisational learning. from rhetoric to 
reality, Sydney: Longman 

Francis, D. (1991), "Moving from non-interventionist research to participatory 

action" in C. Collins & P. Chippendale (eds), Proceedings of The First 
World Congress on Action Research, V.2. Sunnybank Hills QLD: Acorn, 
31-42. 

French, W. & Bell, C. Jr. (1995), Organization development: behavioral science 
interventions for organization improvement, (5111  ed.), Englewood Cliffs: 
Prentice-Hall 

Frohman, A., Sashkin, M. & Kavanagh, M. (1976), "Action-research as applied to 

organisation development", Organisation and Administrative Sciences, 7, 
Spring/Summer, 129-142 

Furnham, A. (1989), Culture shock: psychological reactions to unfamiliar 
environment, London: Routledge 

Galliers, R.D. (1992), "Choosing information systems research approaches" in R. 
Galliers (Ed), Information Systems Research, Cambridge- MA: Blackwell 
Scientific 144-162. 

Gartner, W. (1985), "A conceptual framework for describing the phenomena of new 
venture creation ", Academy of Management Review, 10 (4), 696-706 



Geelan, DR (1997), Epistemological anarchy: excellent medicine for research in 
education, Science & Mathematics Education Centre, Curtin University 
http://student. cur/in. edu. au/% 7Epgeelandr/anarc h2 . him 

Gibb, A. (1994), "Do we really teach small business the way we should?" Journal 
of Small Business and Entrepreneurship 

Gist, M. (1987), "Self-efficacy: implications for organizational behaviour and human 

resource management", Academy of Management Review, 17, 472-485 

Glaser, B. (1992), Basics of grounded theory analysis: emergence vs forcing, Mill 

Valley - CA: Sociology Press 

Glaser, B. (1978), Theoretical sensitivity: advances in the methodology of grounded 
theory, Mill Valley - CA: Sociology Press 

Goodman, N. (1984), Of mind and other matters, Cambridge - MA: Harvard 
University Press 

Goss, D. (1991), Small business and society, London: Routledge 

Graeff, 1. (1997), "Bringing reflective learning to the marketing research course: a 

cooperative learning project using intergroup critique", Journal of marketing 
education, 19 (1), 53-65 

Gravin, D. (1994), "Building a learning organization", Business credit, 96 (1), 19-28 

Greenberg, J. & Baron, R. (2000), Behaviour in organizations: understanding and 
managing the human side of ivork, Englewood Cliffs NJ: Prentice-Hall 

Grundy, S. (1982), "Three modes of action research", in Kemmis, S. & Mclaggert, R. 

(eds.) (1988), The action research reader, (3 ed.) Geelong: Deakin 

University Press 

220 



Guba, E. (1985), "The context of emergent paradigm research" in Yvonna S. Lincoln 
(1985), Organizational theory and inquiry: the paradigm revolution, 
Thousand Oaks CA: Sage 73-84 

Guba, E. & Lincoln, Y. (1994), "Competing paradigms in qualitative research", in 
Norman K. Denzin & Yvonna S. Lincoln, Handbook of qualitative research, 
Thousand Oaks CA: Sage 105-117 

Gummesson, E. (2000), Qualitative methods in management research, (2 ed.), 
Thousand Oaks CA: Sage 

Gustaysen, B. (1993), "Action research and the generation of knowledge", Human 
Relations, 46(11), 1361-1365. 

Gustaysen, B. & Sorensen, B. (1982), The transcendent organization, Stockholm: 
Stockholm University 

Habermas, J. (1971), "Knowledge and human interests", in Ortrun Zuber-Skerritt 
(1996), New directions in action research, London: Falmer 

Hackman, J. & Oldham, G. (1980), Work redesign, Reading, MA: 

Addison-Wesley 

Hammer, M., and et al, (1978), "Dimensions of intercultural effectiveness: an 

exploratory study", International Journal of Intercultural Relations, 2, 
3 82-3 93 

Harris. T. (1 973), I'm OK, you're OK, NY: Morrow, William, 60-77 

Harrison, R. (1983), "Strategies for a new age", Human Resource Management, 22, 
209-23 5 

221 



Hart, F. & Bond, M. (1995), Action research for health and social care: a guide to 
practice, Buckingham UK: Open University Press 

Hassard, J. (1993), Sociology and organisation theory, Cambridge: Cambridge 
University Press 

Hawes, F. & Kealey, D., (1979), Canadians in development: an empirical study of 
adaptation and effectiveness on overseas assignment, Communication on 
Branch Briefing Center, September 

Henderson, K. (1991), Dimensions of choice: a qualitative approach to recreation, 
parks, and leisure research, State College - PA: Venture 

Heron, J. (1996), Co-operative Inquiry: research into the human condition, London: 
Sage 

Hildula, L. (1996), 'Improving employee empowerment", CPA Journal, 66 (1), 70 

Hoffman, C. & Marger, M. (1991), 'Patterns of immigrant enterprise in six 

metropolitan areas", Sociology and Social Research, 75 (3), 144-157 

Hofstede, G. (1980), 'Motivation, leadership and organization: do American theories 

apply abroad?" Organizational Dynamics, Summer 1980, 42-63 

Holter, I. M. & Schwartz-Barcott, D. (1993), "Action research: what is it? How has it 

been used and how can it be used in nursing?" Journal of Advanced Nursing, 
18, 298-304 

Hopkins, D. (1985), A teacher's guide to classroom research, Buckingham UK: 
Open University Press 

222 



Hornaday, J. & Aboud, J. (1971), "Characteristics of successful entrepreneurs", 
Personnel Psychology, 24, 141-153. 

Huling, E. (1998), "Choosing the right consultant", Property & Casualty Risk & 
Benefits, 102 (3)1, 3-5 

Hutchings, Pat, and Wutzdorff, A. (1988), "Experiential learning across the 

curriculum: assumptions and principles", in Pat Hutchings and Allen 

Wutzdorff (eds) Knowing and doing: Learning through experience, San 
Francisco: Jossey-Bass 

Ibarra, H. (1995), "Race, opportunity, and diversity of social circles in managerial 

networks", Academy of Management Journal, 38 (3), 673-704 

Jaques, E. (1992), discussions between Jaques Elliot and Atilio Penna: (October) 
Buenos Aires, Argentina 

Johnson, A. (1995), The Blackwell dictionary of sociology, Cambridge MA: 
Blackwell 

Johnson, B. (1997), "Examining the validity structure of qualitative research", 
Education, 118 (2), 11 

Johnson, D. & Johnson, F. (1987), Joining together: group theory and group skills, 
(3rd ed), Englewood Cliffs: Prentice-Hall 

Johnson, D., Skon, L. & Johnson, R. (1980), "The effects of cooperative, competitive 

and individualistic goal structures on student achievement on different types 

of tasks", American Educational Research Journal, 17, 83 -93 

Jonassen, D. (1991), "Objectivism versus constructivism: do we need a new 

philosophical paradigm?" Educational Technology Research & 
Development, 39 (3), 8 

223 



Johnson, K. (1989), "Building your management skills", Managers Magazine, 64 (7), 
2 1-23 

Jones, L. & Sakong, I. (1980), Government, business and entrepreneurs/up in 
economic development, Cambridge MA: Harvard University Council on East 
Asian Studies. 

Jonsonn, S. (1991), "Action research" in H. Nissen, H.K. Klein and R. Hirschheim 
(eds), Information systems research: contemporary approaches and 

emergent traditions. NY: North-Holland, 371-396 

Kanter, R. (1983), The change masters, NY: Simon & Schuster 

Kemmis, S. (1983), "Action research", in D. S. Anderson & C. Blakers (eds), Youth, 
transition and social research, Canberra: Australian National University 
Press 

Kemmis, S & Mclaggart, R. (1988), The action research planner, Geelong: Deakin 
University Press 

Kermally, S. (1997), Management ideas ... in brief, London: Reed Educational & 
Professional 

Kimberly & Goodwin, T. (2001), 9 Ways for self-empowerment, 
hltp://www. 4achievemeni. corn 

Kirk, R. (1991), "Statistical consulting in a university: dealing with people and other 
challenges", American Statistician, 45(1), 28-34 

Kirzner, I. (1973), Competition and Entrepreneurship, Chicago MI: University of 
Chicago Press 

224 



Knight, F. (1992), "Ethics and the economic interpretation", Quarterly Journal of 
Economics, 36, May 454-81 

Koib, D. (1984), Experiential learning: experiences as the source of learning and 
development, Englewood Cliffs - NJ: Prentice-Hall 

Kram, K. (1988), Mentoring at work: developmental relationships in 

organizational l?fe,  NY: University Press of America 

Lachman, A. (1989), "Power from what?" Administrative Science Quarterly, 34, 
23 1-251 

LaGrossa, V. & Saxe, S. (1998), The consultative approach: partnering for results, 

San Francisco: Jossey-Bass/ Pfeiffer 

Lambkin, K. (1998), "The hegemony of rationalism and its influence on 
organisations", ALAR Journal, 3 (1) 

Lamnek, S. (1988), Qualitative Sozialforschung, Munich: Psychologie Verlags 
Unions 

Lawler, E. (1992), The ultimate advantage, San Francisco: Jossey-Bass 

Lee, P. (1989), "Growing Pains", Small Business Reports, 14 (7), 34-37 

Lewin, K. (1947), "Frontiers in group dynamics", Human Relations, 1, (2), 150-15 1 

Lloyd, L. & Michele, N. (1998), "Chinese immigrant entrepreneurs in Vancouver", 

Canadian Ethnic Studies, 30 (1), 64-85 

225 



Lloyd, S. & Berthelot, T. (1992), Self-empowerment: getting what you want from 
life, Los Altos CA: Crisp 

Lornax. P. (1990), Managing staff development in schools: all action research 
approach, Clevedon UK: Multilingual Matters 

Lussier, R. (1990), Human relations in organizations: a skill-building approach, 
Boston: Irwin 

Lye, J., Perera, H. & Rahman, A. (1997), Grounded theory: a theory discovery 

method for accounting research, Melbourne: Department of Accounting & 

Finance, University of Melbourne 

Marshall, T. (1991), Understanding leadership: fresh perspectives on the essentials 
of New Testament leadership, Tonbridge UK: Sovereign World 

Maslow, A. (1954), Motivation and personality, NY: Harper and Row 

Maslow, A. (1962), Towards a psychology of being, NY: Nostrand 

Maslow, A. (1971), The farther reaches of human nature, NY: Viking 

McCarthy, A. (2001), Educational choice: a grounded theory study, Proceedings 

Western Australian Institute for Educational Research Forum 2001 

McClelland, D. (1961), Personality, NY: The Dryden Press 

McGrath, R. & MacMillan, I. (2000), The entrepreneurial mindset, Boston: Harvard 

Business School Press 

226 



McKinlay, R. (1979), "Some reasons for business failure", Cost and Management, 
May 1979, 17-2 1 

Meredith, G. (1985), Small business management in Australia, Sydney: 
McGraw-Hill 

Meyer, J. & Allen, N. (1991), "A three-component conceptualization of 

organizational commitment", Human Resource Management Review, 1, 
6 1-89 

Miles, M. & Huberman, A. (1994), Qualitative data analysis: an expanded 
sourcebook (2' ed), Thousand Oaks, CA: Sage 

Miller & Friesen, (1984), "Archetypes of Organisational Transition", Administrative 
Science Quarterly, 25 (2), 268-299 

Miner, J. (1996) The 4 routes to entrepreneurial success, San Francisco CA: 
Berrett-Koehler 

Moller, C. (1994), "Employeeship: the necessary pre-requisite for empowerment", 

Empowerment in Organisation: An International Journal, 2 (2), 4-13 

Morgan, G. (1990), "Paradigm diversity in organisational research" in Hassard, J. & 

Pym, D. (1990) (eds), The theory and philosophy of organisations, London: 

Routledge 

Morgan, M. (1993), Creating workforce innovation, NSW: Business & Professional 

Morrison, J. & O'Hearne, J. (1977), Practical transactional analysis in 

management, Reading MA: Addison-Wesley 

227 



Mumford, A., Honey, P. & Robinson, G. (1990), "The four approaches to managerial 

learning from experience", The Directors' Development Guidebook, 
London : Director Publications 

Munshi, M. & Hussain, A. (1993), Principles and practice of management, 
Singapore: S.S. Mubaruk 

Murrell, K. (1985), "The development of a theory of empowerment: rethinking 
power for organizational development", Organizational Development 
Journal, 3 (2), 34-38 

Nathan, J. (1994), "Empowerment as a workplace strategy in small business", 

Review of Business, 15 (2), 28-29 

Nelson, M. (2001), The definition of success, http://www.business.uhhp.com  

Nixon, B. (1994), "Developing an empowering culture in organizations", 

Empowerment in Organizations: An international Journal, 2 (1), 14-24 

Oberg, K.,(1980). "Culture Shock: Adjustment to New Cultural Environment", 

PracticalAnthropology, 7, 177-182 

0' Farrell, P. (1986), Entrepreneurs and industrial change, Dublin: Irish 
Management Institute 

Orlikowski, W.J. and Baroudi, J.J. (1991), "Studying information technology in 
organizations: research approaches and assumptions", Information Systems 
Research, 2(1), 1-28. 

O'Neill. H. (1993), "How entrepreneurs manage growth", Long Range Planning, 16 
(1), 116-233 

228 



Ortner, S. (1984), "Theory in anthropology since the sixties", Comparative Studies 
in Society and History, 26, 126-66 

Osborne, R. (1994), "The myth of the Renaissance man: the balance between 
enterprise and entrepreneur", Review of Business, 15 (3), 3 6-40 

Pandit, N. (1995), Towards a grounded theory of corporate turnaround: a case 
study, doctoral thesis, University of Manchester 

Patton, M. (1980), Qualitative evaluation methods, Beverly Hills - CA:Stage 

Pease, B. (1987), "Doing collaborative and experiential research on theory and 

practice in social work", Australian Association of Social Work Education 
workshop, Perth 

Peters, M. & Robinson, V. (1984), "The origins and status of action research", 

Journal of Applied Behavioral Science, 20(2) 113-24 

Peterson, W. (1971), Oppression and success, NY: Random House 

Porras, J. & Robertson, P. (1987), "Organization development theory: a typology and 
evaluation", in R. W. Woodman & W.A. Pasmore (eds.), Research in 
organisational change and development, (vol-I), Greenwich - CT: JAJ 

Porter, L., Steers, R., Mowday, R. & Boulian, P. (1974), "Organisational commitment, 

job satisfaction and turnover among psychiatric technicians", Journal of 
Applied Psychology, 59, 603-609 

Quarry, P. (1993), Self-empowerment, UK - Ash Quarry Productions (Video) 

229 



Rapoport, R.N. (1970), "Three dilemmas in action research", Human Relations, 
23(6), 499-5 13. 

Ratiu, 1., (1983), 'Thinking internationally: a comparison of how international 
executives learn", International Studies of Management and Organization, 
13, 139-150 

Reason, P. (1995), Human inquiry in action: Developments in new paradigm 
research, London: Sage 

Reddy, W. (1994), Intervention skills: process consultation for small groups and 
teams, San Diego CA: Pfeiffer 

Rothwell, W., Sullivan, R. & McLean, G. (1995), Practicing organization 
development: a guide for consultants, San Francisco CA: Pfeiffer - 

Jossey-Bass 

Rura-Polley, T. & Palmer, I. (1998), Mapping Collaborative Action, Working paper 
No.12, Sydney: Faculty of Business - University of Technology Sydney 

Salzman, J. (1988), "Self-empowerment: achieving your potential through 

self-awareness", adapted from Career Track Seminars 'Self-empowerment' 
audio program, US: ABWA 

Salzman, J. (1994), Women in business, 46 (3), 24 

Sarantakos, S. (1998), Social Research, (211d  ed), South Melbourne: MacMillan 

Schein, E. (1990), "A general philosophy of helping: process consultation", Sloan 
Management Review, 5 7-64 

Schein, E. (1987), Process consultation: lessons for managers and consultants, Vol. 
II, Reading MA: Addison-Wesley 

230 



Schein, E. (1999), Process consultation revisited: building the helping relationship, 
Reading, MA: Addison-Wesley. 

Schomer, K. (2000), "Ten key cross-cultural management skills", Siliconindia, 4 (1), 
79-80 

Schon, D. (1991), The reflective practitioner: how professionals think in action, 
Avebury UK: Ashgate 

Schumpeter, J. (1987), Entrepreneurs, innovations, business cycles, and the 
evolution of capitalism, Berlin: Duncker & Humblot 

Schutz, W. (1958), FIRO: A three-dimensional theory of interpersonal behaviour, 
NY: Holt, Rinehart and Winston 

Seligman, S. (1999), Chinese business etiquette: a guide to protocol, manners, and 
culture in the people republic of China, NY: Warner Books 

Senge, P. (1990), "Tools for a learning organization", Management Development 
Review, 7 (4), 9-13 

Shor, I. & Freire, P. (1987), A pedagogy for liberation: dialogues on transforming 
education, Granby MA: Bergin and Garvey 

Smith, J. (1992), "Interpretive inquiry: a practical and moral activity", Theory into 
Practice, XXXI - (2), 100-6 

Sommer, R. (1994), "Serving two masters" - The Journal of Consumer Affairs, 
28(1), 170-187 

Spreitzer, G. (1995), "Individual empowerment in the workplace: dimensions, 

measurement and validation", Academy of Management Journal, 38, 
1442-1465 

231 



Stanworth, J. & Gray, C. (1991), "Entrepreneurship and education: action-based 
research with training policy implications in Britain", International Small 
Business Journal, 10(2), 1-23 

Storey, D. & Sykes, N. (1996), "Uncertainty, innovation and management" in Paul 

Burns & Jim Dewhurst, (eds), Small business and entrepreneurship, (2  nd 

edition), London: MacMillan 

Strahan, K. & Luscombe, K. (1991), Immigrant access to small business support 
services, Working papers on multiculturalism No.9, Wollongong: The Centre 

for Multicultural Studies, University of Wollongong 

Strauss, A. & Corbin, J. (1990), Basics of qualitative research: grounded theory 
procedures and techniques, Newbury Park CA: Sage 

Swanson, J. & Chapman, L. (1994), "Inside the Black Box: theoretical and 

methodological issues in conducting evaluation research using a qualitative 

approach", in Janice M., Critical issues in qualitative research methods, 
Thousand Oaks CA: Sage 

Taylor, S. & Bogdan, R. (1984), Introduction to qualitative research methods: the 
search for meaning (21  ed), NY: John Wiley 

Thomas, D. (1990), "The impact of race on managers' experiences of developmental 

relationships (mentoring and sponsorship): an intra-organizational study", 
Journal of Organizational Behavior, 2, 479-492 

Thomas, K. & Vilthouse, B. (1990), "Cognitive elements of empowerment: an 

interpretive' model of intrinsic task motivation", Academy of Management 
Review, 15, 666-68 1 

Torbiorn, I.,(1982), Living abroad: personal adjustment and personnel policy in the 
overseas setting, NY: Wiley 

232 



lschohl, J. (1997), "Empowerment: the key to customer service", Nation's 
Restaurant News, 31(31), 40-4 1 

Tsoukas, H. (1994), New thinking in organizational behaviour, Oxford: 
Butterworth-Heinemann 

Underwood, B. (1957), Psychological research, NY: Appleton-Century Crafts 

U. S. Census Bureau (1999), National partnership for reinventing government: 
1999 employee survey improvement strategy, Washington DC: Marketing 
Services Office, Research, Planning and Evaluation Staff 

Vogt, J. & Murrell, K. (1990), Empowerment in organizations, San Diego CA: 
Pfeiffer 

Waldinger, R., et al. (1990), Ethnic entrepreneurs: Immigrant business in 
Industrial Society, London: Sage 

Waidrop, H. (1987), "How to manage a growing company", Working Woman, 12 (4), 
39-42 

Walsh, J. (1995), "Managerial and organizational cognition: notes from a trip down 
memory lane, Organization Science, 6, 280-321 

Waters, M. (1996), The element dictionary of personal development, Brisbane: 
Element 

Wells, L. & Marwell, G. (1976), Self-esteem: its conceptualization and 
measurement, Thousand Oaks- CA: Sage 

White, M. (1993), "Deconstruction and therapy" in S. Gilligan and R. Price (eds), 

Therapeutic conversations, NY: Norton 

233 



Williams, A. (1987), The characteristics and performance of small business in 
Australia (1973 to 1985), Newcastle: University of Newcastle 

Wilmott, H. (1990), "Beyond paradigmatic closure in organisational enquiry" in 

Hassard, J. & Pym, D. (eds) The theory and philosophy of organisations, 
London: Routledge 

Wilson, S. (1993), "The self-empowerment index: a measure of internally and 

externally expressed teacher autonomy", Educational & Psychological 

Measurement, 53(3), 727-737 

Winter, R. (1996), "Some principles and procedures for the conduct of action 

research", in Zuber-Skerritt, Ortrun, New directions in action research, 
London: Falmer 

Woods, R. & King, J. (1996), Quality leadership and management in the hospitality 

industry, Michigan: The Educational Institute of American Hotel & Motel 

Association 

Wu, Y. L. (1983), "The role of alien entrepreneurs in economic development", 

American Economic Review, 73(2), 112-117 

Yarzebinski, J. (1992), "Understanding and encouraging the entrepreneur", 

Economic Development Review, 10 (1) 

Yin, R.K. (1989), "Research design issues in using the case study method to study 

management information systems, in J.I. Cash and P.R. Lawrence (eds), The 

information systems research challenge: qualitative research methods. 
Boston - MA: Harvard Business School, 1-6. 

Zajonc, R. (1980), "Compresence", in P. Paulus (ed), Psychology of group influence, 

Hillsdale - NJ: Lawrence Erlbaum 

234 



APPENDIX I 

JOURNAL OF STAFF MEETINGS 



First staff meeting 

Date: 13 December 2000 

Meetings are windows on the soul of a business: they reveal the quality of its 

management. Well-organized, well-conducted meetings bespeak an effective 

organization (Carney, 1999). It is true especially for the staff meetings. Staff 

meetings can create the perfect vehicle of constant communication with and among 

the staff members and can give managers the opportunity to recognize the efforts of 

their staff in front of others. It is not only important for individuals to talk about 

themselves, it is also critical that all members of the staff hear what their peers are 

doing. In addition, regular meetings give everyone the most up-to-date information. 

Such meetings are not 'top-down' messages from the manager to the staff. They are 

'bottom-up' approaches to gathering data and demonstrating respect for people's 

contributions in the workplace by allowing them the opportunity to talk. 

Before the staff meeting started, I observed that the manager put his effort for the 

preparation - setting up the agenda, announcing all employees the meeting - the main 

purpose, the time and relevant material. The manager asked me how to draft the 

content of the agenda, I told Peter that because staff meetings were regular meetings 

to communicate with each other, he could invite all staff to report what happened in 

their work and what problems they encountered in the past few weeks. Once 

employees were accustomed to interact and share their problems, they tended to 

develop more commitment to the organization. 

The staff meeting was held in the office. When the meeting began, staff members 

felt uncomfortable because the office was too small for ten people to sit together. Ah 

Mui suggested the owner-manager to move to the kitchen for our meeting. The 



meeting started at 10:30a.m., there was no customer in the kitchen. We posted a 

notice to inform our customers that the kitchen was temporary close for half-hour. 

When the manager started to say about the purpose and the content of this meeting, I 

found that employees looked very serious. People kept silent especially when the 

manager invited people to talk about their work. In order to create a relaxed 

atmosphere, I asked other employees to have some snacks. I was the first volunteer 

to report what I did and what I felt in my work. I said that I felt lonely especially 

when I encountered some customers asking me some questions relating to our service 

but I did not know what to do. For example, most customers arrived and check-in at 

4:00am mid-night because of the flight schedule during the high season, some might 

request the check-out time to delay one or two hours. Could we accept their request 

without extra charges? Most of the employees began to voice out their opinions 

after I started the first question. For example , Jennifer disagreed my idea because if 

we allowed some customers to check out late, they would not have enough time to 

clean up the rooms. Peter then asked Jennifer to describe her job. Next was Sam, 

John, Ah Mui and so on. Everyone had the turn to talk about himself or herself. At 

the same time, they could hear what other employees were doing. 

From my observation, it was the first time for the employees to attend the staff 

meeting in this hotel. Although staff members were not accustomed to express 

themselves openly, this meeting provided a good chance for them to interact and 

communicate with each other. 
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Second staff meeting 

Date: 3 January 2001 

In this meeting, the owner manager asked staff members to make a routine report on 

their work. It was hoped that it would become a norm to report everyone's job every 

meeting. Sam mentioned that in one evening, a customer told him that the salt in the 

kitchen was used up and requested Sam to refill it. The customer also asked for 

more tea bags and sugar. Sam could not find it in the storeroom, so he went to the 

supermarket to buy some for the customer. Andrew disagreed what Sam did and 

said that stock keeping was the duty of housekeepers. They should make sure the 

seasonings were refilled. Besides, we did not have the responsibility to give extra 

tea bags to our customers because it incurred more costs by our hotel. Of course 

other employees, especially the housekeepers defended what Andrew said. I thought 

that was a good occasion to intervene - to give the employees as well as the owner 

manager understand one of the important elements of empowerment - responsibility. 

Moller (1994) suggested that the necessary prerequisites for empowerment are 

responsibility, loyalty and initiatives. Through this meeting, T attempted to share 

with the employees about what is responsibility, who had the responsibility and when 

was the responsibility taken? 

It was generally accepted that it was the housekeeper's fault not to refill the salt. 

Sam, as a receptionist was not responsible for the problem. I asked the staff 

members, "if we go to a Chinese restaurant to order fried noodle, the waiter said fried 

noodle has already sold out. Then we order fried rice, the waiter said fried rice also 

sold out. What do we feel?" John said, "we feel sorry to the restaurant because it 

cannot satisfy our want". "Exactly", I replied. "Our customers will not find out 

whose fault but to blame our service. The image of our hotel will be affected. So 
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every employee should share the responsibility in the organization. It is difficult to 

obtain good cooperation and commitment in an organization when all the employees 

do not share the responsibility for success and failure." 

I told the owner manager and all the staff that I appreciated Sam because he shared 

the responsibility to the organization at the right time - to satisfy the customer's need. 

In an organization, everybody had to take responsibility. As Moller (1994, p.10) 

stated, "Responsible people do not shift the responsibility on to others ". 

Not only Peter agreed what I said, it seemed that most of the staff members accepted 

the importance of shared responsibility. They nodded their head and had a positive 

response. Andrew then talked to Jennifer, "It would be better to arrange a briefing 

for us about how the stocks are stored". 

From my observation, the staff meeting facilitated employees to understand their 

responsibilities through discussion and reflection. The atmosphere of the meeting 

was quite peaceful and productive. 
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Third staff meeting 

Date: 17 January 2001 

The owner manager was eager to have quality improvement of the hotel. I told Peter 

that the improvement of physical layout was simple if he invested money to renovate 

the hotel. However, the improvement of the quality of customer service was not 

easy compared with the physical facilities. So the focus of this meeting was 

concerned with the concept of quality customer service. In this meeting, I used a 

case for the group to discuss. 

"Once there was a customer whose flight was delayed, he called us that he would 

come at mid-night and asked whether any restaurant still open. Of course the 

answer was no. What can we do if we want to have added value to our service?" 

Angela proposed that we might ask the customer what kind of fast food he liked, then 

we could order for him in advance. Of course we could charge him additional 

service charge. Ah Mui suggested that we might prepare some snack for the 

customer. When the customer arrived and saw there was a sandwich, slice of pie, 

fruit and soft drink in the refrigerator in his room, he would be surprised and excited. 

He might feel our service was so friendly and warm like setting down in his favourite 

aunt's home. When the customer paid the bill, he would be extremely satisfied when 

he knew that we only charge him the costs of the snack. 

The owner manager was happy when he listened to Ah Mui's suggestion. He 

supported Ah Mui and said, "such kind of extra service may give customers ten times 

satisfaction and deep impressions ". "Service is, in fact, a measure of success. 

What kind of service we deliver is going to determine what kind of profits we earn 

I added. 



Although the discussion did not last for a long time, I could see the employees began 

to develop their vision of the service - meet the customer's expectation. 

Organizational vision is important because it helps to create a sense of meaning and 

purpose (Cogner & Kanungo, 1988). 



Fourth staff meeting 

Date: 31 January 2001 

To increase the members' problem solving ability in the work task, I used a 

job-related problem exercise in the fourth staff meeting. The main purpose of the 

exercise was to facilitate members' participation in finding out the best solution that 

everyone agreed. I divided all staff members into three small groups. The case 

problem was: 

"if a lady (you suspect she is a prostitute) rented a room and then you see she knocked 

other rooms' door for calling her business. What wit/you do?" 

Each group would discuss how to tackle the problem and to justify how their 

solutions were more effective than other groups. Then all small groups would join 

together and had an open forum to decide which group made the best solution. 

In a large group, not all members participated equally and not all contributions were 

listened to carefully by group members. But each individual might have his or her 

solution and decision-making procedure. Usually there was difficult to make a 

group decision in a large size of group. The larger the size, the greater the difference 

of members' opinions and solution thinking were. In a small group, members had 

more chance to interact. Agreement of solutions was easier to reach. From my 

observation, members were quite interested in participating in the discussion. Each 

group had very high interactions and information exchange. I heard one of a female 

member told her group that she hated prostitution. She should stop the lady and 

asked her to leave the hotel. But other group member reminded her the lady had 

paid the room. We had no right to force the lady to leave if we did not have 

sufficient evidence. The female staff replied that the behaviour of calling other 

customers' room was illegal. She could request the lady to leave. Another member 
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challenged her that there was no evidence to prove the lady was calling for business. 

If the lady asked for refund, would she refund all the money to that lady? The 

female staff said no. But other two members disagreed with her. 

Through the arguments and discussions of each group, it showed that every member 

had a high commitment to the task process. The outcomes of three groups were; the 

female worker's group did not have an agreed solution. So they only relied on 

formal authority - the boss's instruction of whether he agreed to ask the lady to leave 

or not, to refund or not to refund. Another group was used majority voting. They 

allowed the lady to stay but to warn her not to disturb other customers again. The 

last group reported that they did not have the best solution because of the insufficient 

of time. But they all agreed to ask the lady to leave politely. 

The owner manager and I were quite satisfied with the performance of every staff 

member. Since people had different ideas and opinions, the interaction and 

communication process helped the staff members learn to respect and to listen to each 

other. Only when there was a peaceful and supportive atmosphere, consensus 

solution would be found. 

8 



Fifth staff meeting 

Date: 14 February 2001 

When employees make a decision, the greatest concern for many of them is they will 

be reprimanded or worse, fired for making what management sees as a bad decision. 

I used a case discussion in the fifth staff meeting aiming at empowering employees' 

decision: "when a customer asked an employee at the front desk if he could upgrade 

the room after the customer stayed in the room for about half hour What could we 

do?" 

Sam said that he had no authority to do that without charging extra money because of 

the room cleaning cost incurred. If he waived that fee, he would have to pay it. 

Most of the staff members had the same idea. Donna, the manager's wife said that 

the employees were empowered to make decisions, as long as they fell within the 

organisation's policies. I replied that that was not empowerment. The organization 

failed to see that empowerment was a powerful tool that could give it a competitive 

edge. Tschohl (1997) mentioned, "The definition of empowerment is an employee 

who can do whatever he has to do on the spot to take care of a customer to that 

customer satisfaction, not to the company 's satisfaction. If the customer doesn 't 

win, the company loses." To many managers, empowerment is giving employees the 

authority to make a decision to take care of the customer - as long as the action they 

take follows the rules, policies, and procedures of the organisation, which means there 

actually is no empowerment. As Tschohl (1997) stated, "True empowerment means 

employees can bend and break the rules to do whatever they have to do to take care of 

the customer". 

Jennifer nodded her head and agreed what I said. She then asked, "What can we do 

if we really have a conflicting decision with the organization policy?" "The 



owner-manager's openness is very important". I replied. "If the employees are 

empowered, they should have the authority to do whatever is necessary to deal with 

problems on the spot in order to make customers happy. In fact, management 

interference is discouraged." I continued to say and observed that Peter was listening 

to me. He did not express any unhappiness. " Empowerment doesn't mean that we 

can indiscriminately slash prices to please or to retain a customer. What it does 

mean is that employees can take the initiative in solving customers' problems so that 

they will continue to use our services". I said. 

Johnson & Johnson (1987) suggested, a decision was effective to the extent of the 

following five criteria: 

the resources of group members are fully utilized; 

time is well used; 

the decision is correct, or of high quality; 

the decision is implemented fully by all the required group members; 

the problem-solving ability of the group is enhanced, or at least not lessened. 

Even a logical decision to which people were not committed was not an effective 

decision. Involvement in decision making tended to increase members' allegiance to 

the group. As a result, all group members were committed and felt satisfactory in 

this staff meeting because they experienced the process of decision making through 

the group. 

In this meeting, although I could not expect all staff members and the owner-manager 

had a sudden change, at least they really understood what empowered decision 

making mean. 
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The BackpackerAccommodation Classification Scheme has been established by AAA with funding provided by the Department of Industry Science & Tourism. The scheme is intended to provide an independent assessment of accommodation properties based on the voluntary participation of industry members. Ratings will be undertaken in accordance with guidelines which have been co-operatively determined between the industry and AAA. 
The scheme is based on a one to five backpack rating. One backpack indicates basic accommodation, while five backpacks indicate accommodation of a superior standard. 

It is not the intention of this scheme to assess service, standards or ambience. 
The scheme consists of three sections. 

MINIMUM PARTICIPATION REQUIREMENTS 
Which sets out the minimum acceptable requirements to obtain an assessment and rating (see page 6). 
ASSESSMENT FORM 
Which details the points that can be obtained for the primary and secondary elements of each property. 
CLASSIFICATION GUIDELINES 
The guidelines detail factors, ratios and information on each section and the basis for the point score. 

Following each assessment, the assessor will explain to the manager/owner or representative, how the rating was determined and can advise on improvements and point earning suggestions. 
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Properties must comply with all state and local government regulations, health, fire and safety codes. Compliance and/or local government forms are to be sighted at initial assessment and on request. 
Appropriate business registration (to be sighted at initial assessment and on request). 

Provide public liability insurance (minimum $5,000,000, to be sighted at each assessment). A domestic policy must be suitably endorsed to cover paying guests. 

Properties must be clean and acceptably maintained with running water provided. Properties requiring major maintenance will be considered poor condition and could be deemed unsuitable foi listing. 
Have an advertised telephone contact for bookings and guest contact. 
If not operating all year, operating period must be clearly indicated and have a facility for receiving bookings all year (seasonal exemptions may apply). 

Clear and adequate property signage. 
0. A minimum ratio of 1:10 for showers and toilets (not including host or ensuite facilities). 

Guest only communal rooms - (Lounge, eating areas, self-catering kitchen, including the use of cooking and eating utensils). 
Minimum number of beds = 8 
Minimum number of rooms = 2 
Properties not attracting a minimum number of primary rating points will be ineligible for participation. 
24 hour guest access to facilities. 
Only current rating of property to be displayed or used for promotional purposes. Use of an inaccurate or false rating may leave the property open to litigation. 

'•:r ''••. 

Properties offering low cost sleeping arrangements, including dormitory style, with communal self catering facilities and social areas, emphasising guest interaction. 

Guest facilities (bathroom, lounge and kitchen areas) must be separate from the host. 

The rating is determined by the points allocated under PRIMARY and SECONDARY categories. 

PRIMARY points are critical in determining the backpack rating and represent those items properties should possess and which are essential to guest comfort and well being. SECONDARY points represent many of the optional elements a property may choose to incorporate for the additional benefit of guests. 
Both sets of points should be achieved for a rating to be awarded. Where secondary points do not match the primary points a tower rating will be awarded. If secondary points are marginally insufficient, the assessor will have the discretion to award a higher rating. No such discretion will be offered in the primary points score area or in awarding the benchmark of five backpacks. 



An ssessor will visit and evaluate each property in order to determine the relevant rai. g. Properties are advised to discuss results with the assessor to clarify any iter:s and to seek their advice for improvements or additional point earning aspects unc.r this scheme. 

Prc.ertios must be clean and well maintained. Each establishment must also sat fy any relevant building, health, fire safety and local council regulations. 
Prc erties with major problems or sub-standard in primary point score areas will not De rated or listed. 

A h gh emphasis is placed on guest safety and security and properties deficient in tese important aspects will also not be rated or listed. 
As ssors must see a reasonable cross-section of the accommodation and facities at each of the properties. In some establishments it may be necessary to i. spect a wide range of rooms and facilities to reach an objective decision. 

A c eck-list is used to ensure that current details are recorded and to confirm tha. stated facilities arc available. 

The rating system consists of a rating from one to five backpacks. One backpack ind ates basic accommodation, while five backpacks indicates accommodation of superior standard. 

Th assessment system consists of a range of points allocated to items and are:s within the establishment. Full points are awarded for ideal situations. 
Th rating system has been developed from information compiled throughout Au.:raIia. As the standards of the accommodation industry continually improve  

and have effect on the travelling public, standards will be adjusted to reflect those improvements. It is proposed that the scheme be reviewed on a regular basis. 

Accommodation assessment sheets are completed in duplicate so that a copy can be left with the property management. This ensures that the management can evaluate areas for improvement resulting in better standards of accommodation for guests. 

GEOGRAPHIC AND OTHER ALLOWANCES 
The assessors may permit "Allowances" and allow points or waive requirements under certain circumstances. For instance an allowance is given for heating in some tropical regions, while it is also granted for cooling in alpine (above 1500m) areas. 

Where law forbids certain facilities to be installed that would attract points under this scheme, an allowance may be considered or a waiver offered, but only on production of documentary evidence. It is the responsibility of the claiming property to secure the relevant documentation prior to the assessment, for consideration. 

These items will be noted "not applicable" and the points will be granted. 

DISABLED FACILITIES 
Access for the disabled is evaluated on behalf of the Australian Council for Rehabilitation of the Disabled (ACROD). The emphasis is on accessibility with specifications determined by applicable Australian Standards. This evaluation will determine the warranting of a wheelchair symbol for independent access or a wheelchair with a stick person symbol denoting - partial access with assistance possibly required. For further details see 'Accommodating Travellers with Disabilities" an ACROD publication (Room 206). The assessors should be advised during the visit if these facilities are available, so they may allocate the points and the appropriate symbol. 

GUEST FACILITIES 
In some areas of the assessment, ratios are used to determine the desired level of facilities. 



• . 
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RECEPTION 
A tadicated area is desirable. Hours of opening can be flexible so as to reflect gucst and local requirements ie. transport timetables, opening and or closing times of local tourist attractions. 

For points to be awarded, office hours must be permanently and prominently dis:'layed. 

A comprehensive, current range of tourist brochures and literature will attract ma.:imum points, as will booking services. 
Gust's message board must be separate from information board for maximum poirts to be awarded. 

SECURITY 
Ful: security would be regarded as fully staffed access points (with electronic mo.itoring if required), 24hr security key/card or keypads at all entrances. For full points to be awarded, a property must be able to demonstrate how non-guests can be excluded at any hour, but more importantly at night. Limited security coiid be key/card or keypad operation at certain times (eg. at night). 
Poits will not be awarded for properties in "supposedly safe" areas without some security actually being in place, as safety is frequently desired by guests due to ther own expectations. 

A sfe 'or safety deposit facility on the premises available to the guests will attract pohts. 

lnd!vidual lockable lockers for each guest will attract maximum points. Where baqgage storage is communal, points will be awarded if access is restricted to mr.nagement only. Unrestricted access will receive lesser points. 

RESIDENT MANAGER 
THIS IS A REQUIREMENT FOR ANY FOUR OR FIVE BACKPACK RATED PROPERTY 

A rasident manager is doomed to be an owner or employee living on the premises in t.e capacity of caretaker with recognised responsibility for guest safety, comfort, security and control of internal operations. 

TELEPHONE 
A sufficient number of 24 hour ISO telephones (at a ratio of 1: 60 guests) should be available on the premises to attract maximum points. A 24 hour ISO telephone on the premises (at a higher ratio than 1: 60) or a phone within 250 metres of the property will attract lesser points. 

OCCASIONAL CHAIRS/LOUNGE TYPE SEATING 
Guest lounge areas should have adequate, comfortable seating to cater for guests. One seat for every four guests will attract maximum points. 

LEISURE FACILITIES 
All recreational facilities should be in good working condition and of sufficient number to allow a reasonable number of guests access at any one time. Regular social events must be advertised for points to be awarded. 

GENERAL HEATING/COOLINGNENTILATION 
Heating and cooling should be provided for guest comfort. 
A geographical allowance may apply for alpine or tropical areas. (refer :-Geographic and Other Allowances) Other areas should provide heating and cooling as guests may not be as acclimatised as "locals" and may require these facilities in their new environment. 

All windows opening externally should be fine mesh screened. Where doors are required for adequate ventilation, they should also be screened. 
Sufficient cooling is regarded as some form of evaporative cooler or air conditioner, whilst moderate cooling would include sufficient portable or ceiling fans. 

The kitchen area and facilities should be hygienic, clean and well maintained. All appliances must be safe and in good working condition. 
Kitchen preparation areas and facilities should be sufficient to allow a reasonable number of guests to prepare, cook, serve and clean-up without joopardising their safety and comfort. 

All utensils must be clean and in good condition and there should be a comprehensive range to allow sufficient guests to prepare, cook and serve a meal simultaneously. A ratio of 1 hotplate to 8 guests will receive maximum points. 



A facility for guests to wash and dry clothing is essential. An adjacent commercial laundry (within 250 metres) open 7 days a week for at least 10 hours a day will be alocated points. Requirements for in-house laundries are:- 
Wasning Machine Ratios 
1 washing machine per 50 guests 
2 wshiñg machines per 150 guests 
3 washing machines per 300 guests 
4 washing machines per 300-i- guests 
Drying lines will also attract points. 

Dryer Ratios 
1 dryer per 150 guests 
2 cliyers per 300 plus guests 

lnncrspring mattresses or high density foam (min 150mm) will attract maximum points. 

Poor condition with stains ormajor wear and or damage will not attract points. 
All bedding should be of correct size, in good condition and free from soiling or stains of any type. 

Linen, where available, should be of good quality and free from soiling or stains of any type. 

Linen storage may need to be sighted to determine adequate supply and condition. 

BEDROOM LIGHTING 
In single, double or twin rooms, bed lamps should be conveniently placed and provide adequate, independent, lighting for each sleeping position. In communal rooms, secondary, low level lighting system installed, so as not to disturb sleeping guests will receive a point allocation. 

The bathroom must be hygienic, clean and well maintained. Ample hot and cold water should always be available at the hand basin, shower and bath (if provided). 
The bathroom and toilet should have suitable ventilation to rcmovn odours and steam. All wet area surfaces must be of an impervious material. All shower/ toilet cubicles should have screens or doors of a suitable height (1000mm) to ensure privacy. Lockable doors must be supplied in communal bathrooms to attract full points. 

BATH/SHOWER AREA 
Class 3 buildings (hostels) require a 1:10 shower/toilets ratio (National Building Code) for the total number of non-ensuited rooms. A shower over a bath is regarded as one facility for the 1:10 ratio, while a separate bath is equivalent to a shower. 

Where a bath is provided, it must be of good finish. Baths, showers and shower/ bath combinations should have non skid bases. All floor areas and shower bases should be in good condition and have effective drainage. 
All shower and bath recesses should be of impervious material to a height of 1800mm. This surface should be tiled, terrazzo, lamipanel or other resin/plastic based material designed specifically for wet areas. Normal paint on floor and wall surfaces are not acceptable in this area. 

Adequate, clean, refrigeration and dry food storage facilities should be available to accommodate the total number of guests. 
Adequate cooking utensils would be regarded as at least 1 cooking pot per hotpate, 1 frying pan, cooking knife, egg lifter and tongs per 4 hotplates or less. 
Suffcient crockery & cutlery would be regarded as at least one set per3 guests. 

ME\L FACILITIES 
Tablos and chairs should be of reasonable condition and be sufficient in number. A ra:io of 1: 4 guests (25%) will receive maximum points. Outside tables and chais may be considered suitable. Point allocation for external facilities will depi;nd on protection provided and regional climatic conditions. 

A range of sleeping arrangements ie. single, twin or double, family, 4-7 beds, dormitory (8+) beds is desirable and a property offering at least 25% single, twin or double accommodation will attract maximum points. Dormitory style acccrnmodation alone will not attract points. 
Heaiing and cooling provided to bedrooms will attract points (refer :- General I-leaving/Cooling). 

Goo:l condition, quality, comfortable beds are essential. All single beds should be a minimum of 1850mm x 010mm and all double bedsshould be a minimum of 1850mm x 1370 mm. 



"Plumbing fixtures conveniently positioned" means a shower rose that operates abve the head in a normal standing position and shower taps located so the guest does not need to place their hand through the water flow to adjust the controls. 

Toftat seats/pans must be of smooth impervious finish, free of cracks, stains or da:aage and hygienically clean. 

The toilet area should be adequately ventilated, preferably by means of a meohanical exhaust fan. 

A ciean toilet brush in a stand is awarded points along with a lined bin. There must be adequate toilet tissue placed in a conveniently located dispenser. 
A sanitary pad disposal bin, suitably marked should be provided in each communal or ladies toilet area. (at a minimum ratio of 1:3 toilets) to attract points. 
Gc.erI rubbish bins are not recognised as sanitary bins. 
Pit '.oilets or similar arrangements will not usually attract points. 

MhROR 
Thu bathroom mirrors should be approximately 300mm x 450mm and in good condition. 

B.SIN/SH ELF SPACE 
Berches or shelves under the basin or wall shelves should be provided for toiletry ba's. A minimum of 200mm x 300mm per hand basin is required. 

LIGHTING 
Adequate even lighting to all essential areas is sought. One central light will generally not be sufficient. Each bathroom should have a conveniently located light switch at the entrance. 

ELECTRICAL FIXTURES 
All electrical fixtures, power points and switches must be in good working order and completely safe. 

A minimum of two power points are required (for communal bathrooms) in the general area, adjacent to the mirrors for convenience. 

CLOTHES HOOKS 
A minimum of two separate clothes hooks are required in each shower recess. A one piece, double clothes hook will count as a single hook. Depending on size and design, plastic clothes hooks may be regarded as inadequate. Nails, cup hooks will not attract points. One hook or 450mm of towel rail at each basin will attract points. 

VENTILATION 
It is desirable that the bathroom be ventilated by way of an efficient mechanical exhaust system. For lesser points to be awarded, an adjacent open window for each cubicle must be available to allow odours/moisture to escape quickly. Windows and vents should be screened and along with exhaust systems should be clean and well maintained. 



LiGHTING/SWITCHES & FIXTURES 
Al;electrical fixtures, power points and switches must be in good, safe working order. Double adaptors and power boards without individual switches and circuit breakers will not be assessed as adequate. 

Each room should have a light switch at the entrance door and good general ligiting throughout. The positioning of light fittings should be such that there is an even light distribution throughout the areas. Cracked, damaged, III fitting or non-operating fittings will not attract points. 

NOISE LEVELS 
This is based on exterior noises penetrating the property in addition to internal noise, especially when impacting on the bedroom areas during normal sleeping hours eg. disco, traffic potential, loud TV etc. 

SPACiOUSNESS 

Ech room should have adequate free floor space for the appropriate number of guests. As there is no ideal room size 'spaciousness" is defined as the space provided for guests to comfortably move about the room. 
As an indication, adequate free floor space could be 1 .85m2 per person in a 4 bedded room (depending on furnishings and fittings). 

MAINTENANCE 
The property should be well maintained. This point allocation reflects the need for painting or repairs both internally and externally. 

\kry good indicates no problems throughout the property. 

HOUSEKEEPING 
The housekeeping and cleanliness of a property is assessed around the following items:- Vacuuming, dusting, mirrors, benches, cupboards, marked walls, ceilings, screens, windows and tracks, cobwebs, marked and stained curtains, insects in light fittings, air conditioning filters, heaters, fans etc. 

The assessor will consider the various aesthetic aspects of the property and its environs, this will include situation, gardens, uniqueness and other such attributes. Good appearance will cover a property visually appealing and carrying no major visual problems. 

SAFETY 
The safety of the guests is of paramount importance. Points will be awarded for varying levels of safety equipment, such as smoke alarms, fire sprinklers etc. All safety equipment must be operational for points to be awarded. 
The recommended level of electrical safety is a Residual Current Device (safety switch) to cover all guest area powerpoints. The building's power boards will be required to be sighted for these points to be awarded. 

First Aid Kit 
Although points are awarded forthe provision of a first aid kit, AAA, it's Constituent members, their employees and contractors are not in a position to assess the adequacy of that kit. Owners of accommodation premises are reminded that they have a potential liability to their guests to take reasonable precautions to ensure that the kit is adequate, and available for use in an accident. 

SMOKING POLICY 
For points to be awarded in this area, the establishment's non-smoking policy must be clearly advertised. 

These are additional features that add to and enhance the guest's stay at the particular property. 
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