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Abstract 

It is acknowledged, and the literature supports the belief, that organisations are in 
an almost constant state of change, some major and some minor. 

This research is concerned with the emotional effects which organisational change 
has on staff and how management addresses this phenomenon. The outcome is 
expected to be a theory which explains the emotional effects and their management 
so that organisations can predict, during their planning processes, the likely effect 
of change on staff and management and make provision for these events. 

The literature provides a series of organisational change models. None of these are 
primarily concerned with people's emotions within the planning and execution of 
the models. Therefore, the research is deemed to be exploratory with the theory 
adding a missing dimension to current organisational change models. 

The researcher chose Grounded Theory principles on which to undertake the 
research because of the demand for the research outcome to be rooted in the data. 
It is felt that these research principles mesh with organisational development 
theory. Also, the opportunity arose to conduct the research as a participant 
observer using this methodology in a live environment of major organisational 
change. 

The theory emerges during thirty five hours of recorded and unrecorded individual 
interviews with the data providing theory genesis and expansion through its 
control of the research direction and through the use of constant comparison 
analysis. The research generates a theory as well as a number of supporting 
requirements. This combination of theory and requirements fonns a complex and 
difficult process but successful execution of them will result in a superior change 
management plan because it is truly holistic. 



CHAPTER ONE 



1. INTRODUCTION . 

"At no other time in the history of industrialised society have we 
experienced such rapid change in the world around us.1  The pace of 
change within organisations has been no less remarkable. Radical 
restructuring, new organisational forms, mergers, acquisitions, 
downsizing, and renewed emphasis on teams and quality have all 
intensified the level of change with which individuals must deal."2  

In an organisational environment, it is almost as though the contract between 

employer and employee is a month to month arrangement rather than that which 

previously provided long term certainty to both parties. This occurs because of the 

increasing volume of change which organisations and employees must come to 

terms with in order for the organisation to remain competitive and thereby 

continue to require the services of the employee. Most people in work today have 

come through some form of continuing corporate change process.3  

These changes can take many forms e.g.: tangible (technology, income, work 

practices, retraining, relocation ete) and intangible (changes in expectations, 

demotivation, organisational norms, type of work, loyalty, opportunity etc). 

However, the issue is not only the change itself. Rather change and the speed of 

change. Because change is now so constant and consuming, arrangements between 

employers and employees must also be constantly changing. These arrangements 

Ivancevich and Matteson offer the following examples of this rapid change. "The last 
third of the twentieth century included the advent of such wonders as communications 
satellites, moon landings, organ transplants, laser technology, nuclear power plants, 
intercontinental ballistic missiles, supersonic transportation, artificial hearts, and 
myriad other space age developments.": 655 
Ivancevich and Matteson: 655 
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between the organisation and the employee are referred to as the psychological 

contract. Wooldridge notes: 

"the 'new psychological contract' that existed when many of these 
[continuing] people were recruited may well have been broken."4  

Ivancevich defines the psychological contract as: 

"an unwritten agreement between the individual and the organisation 
which specifies what each expects to give to and receive from the 
other."5  

Rousseau refines the concept of the psychological contract when he says: 

"psychological contracts differ from the more general concept of 
expectations in that contracts are promissory and reciprocal, offering a 
commitment to some behaviour on the part of the employee, in return 
for some action on the part of the employer (usually payment)."6  

It can be seen then that the psychological contract is part 'legal' and part 

'understanding or trust'. Wooldridge refers to research7  being undertaken into the 

multi-faceted nature of employment relationships today. He reports a particularly 

low level of trust and loyalty shown by workers towards their employers which 

clearly indicates to him a mismatch between organisations' expectations and 

employees' perceptions. He concludes: 

"Rather than dealing with the legal aspects of the employment contract, 
it ..[the  psychological contract]. .is concerned with how people expect 
to be treated by their employers. It is about the beliefs they hold 
concerning explicit promises between themselves and their companies. 
It feeds on issues such as trust, recognition, respect, support and a 

Wooldridge: 18 
Wooldridge: 18 
Ivancevich and Matteson: 175 

6 Stiles et al: 57-58 
This research was commissioned by Templeton College, Oxford. At the time of writing, 
the outcomes were still being analysed however a number of findings have already been 
identified. Wooldridge: 18 
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sufficient level of security of employment or continued 
'employability'. If this contract is breached, what inevitably follows is 
a sapping of energy and motivation."8  

Wooldridge says that: 

"while many lost their jobs, the survivors remain to carry out the work 
of those made redundant. Longer hours and increased stress reverberate 
back to the home. The guilt associated with having survived is often 
accompanied by a tendency to feel burnt out. With confidence and 
security shaken, there is an inclination to play it safe - hardly the 
environment for creative action or self-actualisation."9  

This research is conducted in this grey area'° of change, the tangible and the 

intangible; human beings' individual perceptions, expectations, motivation, 

achievement and fulfilment; and emotions developed from one's internal and 

external environments, to try to achieve an explanation of the emotional effects of 

organisational change and how they are managed. 

Wooldridge notes: 

"The organisational shakeouts of the past decade have, understandably, 
left people feeling emotionally bruised."' 

8 Wooldridge: 18 
Wooldridge: 18 

10 Wooldridge refers to it as a paradox that we must resolve. He says the paradox is that we 
are demanding more loyalty and commitment from those we employ while we 
undennine their support structures and job security. 18 

11 Wooldridge: 18 



1.1 Organisational Change 

Organisational or group change is not a new phenomenon. However, in more 

recent times, not only has the pace of change increased, so has its complexity. 

Burke writes that twenty-five years ago organisational change was complex 

enough but he thought that he could some day master the complexity. He says that 

no matter how much complexity he comprehends, organisations continue to 

become more complex which leaves him lagging behind.'2  

Complex organisational change has been a focal point in the generation of a 

contemporary theory and practice, Organisational Development'3  (OD). 

OD is all about change. Early OD efforts primarily addressed first order change - 

making moderate adjustments to the organisation, its people and its processes. 

Today the demands on organisations are so great that second order change" is 

required in many instances. It is claimed that Organisations are being reinvented; 

that work tasks are being re-engineered; that the rules of the market place are being 

rewritten; that the fundamental nature of organisations is changing.'5  

12 Burke: 20 
13 French and Bell, having considered many "definitions" of OD provide their defmition: 

"Organisational development is a long term effort, led and supported by top 
management, to improve the organisation's visioning, empowerment, learning and 
problem-solving processes, through an ongoing, collaborative management of 
organisation culture - with special emphasis on the culture of intact work teams and 
other team configurations - utilising the consultant facilitator role and the theory and 
technology of applied behavioural science, including action research." 28 

14 Second order change relates to fundamental or quantum change. It differentiates from 
first order change in that first order change is incremental change where the core 
remains and the periphery is the target for change. 

15 French and Bell: 3-4 



OD deals with a gamut of problems in organisations. Examples would be: poor 

morale, low productivity, poor quality, interpersonal conflict, intergroup conflict, 

unclear goals (either corporate strategy or unit goals), inappropriate leadership 

styles, poor team performance, inappropriate organisational structure, poorly 

designed tasks, insufficient attention to environmental demands, poor customer 

relations, different parts of the organisation working at cross purposes, and the 

like. In short, where individuals, teams and organisations are not realising their full 

potential, OD claims that it can improve the situation.16  

OD can be thought of as a process which inter-relates all aspects17  of an 

organisation with the target of moving the organisation successfully toward its 

goals. Due to this inter-related or cluster approach, OD theory cannot be mass 

produced nor can one organisation's use of the theory apply to another 

organisation because the problems are unique and therefore demand a unique 

application of the theory. Therefore, it cannot be viewed as a mechanical 

procedure. Given the inter-relatedness of processes and the uniqueness of each 

organisation, writers refer to it as a complex application. Similarly, because OD 

demands the inclusion of both tangible and intangible resources in the process, 

greater emphasis is now being placed on the change process and how it impacts on 

people. This shift in emphasis must not be lost in the shuffle. The way people 

function in this new process will change and intensify and there must be 

repercussions. 

6 French and Bell: 2-3 
17 French and Bell refer to this mter-relationship as a cluster of themes: 4 



Ivancevich Ct al note: 

"Common sense holds that when individuals undergo a great number 
of changes, or a fewer number of extremely stressful changes, their 
personal health will suffer at some point." 8  

Burke describes these newer, more recent change complexities as paradoxes)9  

Kanter identifies incompatible, paradoxical demands that are placed on today's 

managers and executives, such as: 

. "Be entrepreneurial and take risks - but don't cost the business 
anything by failure. 

. Continue to do everything you're currently doing, even better - 
and spend more time communicating with employees, serving on 
teams, and launching new products. 

Speak up, be a leader, set the direction - but be participative, 
listen well, co-operate. 

Succeed, succeed, succeed - and raise terrific children"2° 

Kanter notes that corporations are also facing escalating and seemingly 

incompatible demands: 

"Get 'lean and mean' through restructuring - while being a great 
company to work for and offering employee-centered policies, 
such as job security. 

Encourage creativity and innovation to take you in new 
directions - and 'stick to your knitting'. 

. Communicate a sense of urgency and push for faster execution, 
faster results - but take more time to deliberately plan for the 
future."2' 

8 Ivancevich and Matteson: 655 
19 Burke: 20 
20 Burke: 20 
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Burke adds to this list of paradoxes: 

"Organisation members experience more stress than ever due to change 
and, consequently, have a desire for some stability, yet chaos is more 
likely to be the new norm. 

Organisational members cry out for leadership and direction yet 
demand more participation."22  

This use of paradoxes reinforces the types of considerations managers and staff 

must confront almost daily as organisations strive to maintain performance. 

It logically follows then that there is widespread recognition of the need for 

management to effectively manage the organisation's resources. Petersen identifies 

five major forces which management "must channel" in order "to accomplish its 

goals". One of these major forces is "the power of human resources11.23  The way 

people (managers, technicians and staff specialists) work, think and behave 

influences the direction and success of an organisation. Managing the human 

resource as a valuable asset to be maintained and improved is now more important 

than ever.24  

Peters discusses the shifts in the way organisations do business in terms of "old to 

new" across the primary organisational functions. 

21 Burke: 20 
22 Burke: 21 
23 Ivancevich and Matteson 
24 Ivancevich and Matteson 



Under the function 'People'25, Peters says: 

Table 1 - People Functions in Shifts in the Ways Organisations do Business 

Old New 
Capital more important than people; Quality services and responsiveness 
scale economies the priority; no way to through people more than capital; 
beat turnover problem, therefore participation programs; gain-sharing 
training is a waste of time; imions a programs; extensive training. 
dragging force; money is the only 
motivator; employee share ownership 
only works when stocks are rising.  
26 

Under the function 'Organisation', Peters27  says: 

Table 2 - Organ isation Functions in Shfis in the Ways Organ isations do Business 

Old New 
Hierarchical, staff centered; officially Flat, large span; 1:100; line 
matrixed to solve coordination needs; dominated; business team, group- 
spans of control 1:10 at the lowest focused smaller facility sizes (250 
levels, instead 1000 people); strategy 

making bottom up, decentralised; no 
group executives. 

28 

There seems to be little doubt that current and future mainstream management 

theory will be influenced by OD theory. As Burke says: 

"The point is that OD, or whatever it may be labelled in the distant 
future, is here to stay."29  

25 Burke: 28 
26 Burke: 28 
27 Burke: 28 
28 Burke: 28 
29 200 



1.2 Purpose of Research  

This thesis acknowledges the rapid change process within organisations and the 

resultant need to reconsider the obligations and expectations contained in the 

psychological contract and is particularly concerned with the emotional" effects 

which organisational change has on staff and how management addresses this 

phenomenon. 

The purpose of this research is to develop a theory which explains the 

emotional effects of a major change event on an organisation's staff. 

Such a theory will assist management in the planning of the change event to more 

accurately predict and accommodate the likely emotional effects of change on staff 

and management. 

Or, put another way, it will provide a framework for organisations and employees 

to be better prepared to agree and enable a psychological contract which reflects 

the current position and takes account of future developments. 

30 In the literature there is a term "emotional labour" (Morris and Feldman: 987, Briner: 
36). It is defmed as the act of expressing organisationally desired emotions during 
service transactions. An example would be flight attendants. This concept may well 
form a part of what is referred to as emotion throughout this paper but it will not assume 
the same meaning. 
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The theory which emerges from this research should be one which organisations 

and their employees can absorb easily, can trust because of its roots, can relate to 

because of its structure and can use. 

1.3 Methodology 

This research was undertaken in a case study environment using qualitative 

research methods (Chapter 3). In keeping with the principles of the methodology, 

there were no policy development or policy change considerations implicit in this 

research. 

The data source for this research were administrative employees from the Northern 

Territory Police, Fire and Emergency Services Department (NTPFES) (4.1.1 and 

4.1.2). 

The change event was the preparation for and the implement of a tecimology and 

applications solution across the Northern Territory of Australia within the 

NTPFES organisation (4.1.1 and 4.1.2). 

1.4 Limitations 

This research is interested in change per se only to the extent that change in 

organisations is ongoing and must be addressed by both management and 

employees. It acknowledges that any change is an intervention and it is the way, in 



11 

a practical approach, in which management and employees approach this 

intervention, this change, with respect to emotional considerations, that is at the 

heart of this research. 

It is not intended that this research offer any medical explanation of emotions and 

their causes. This is a business administration research project. 

11.5 Significance of the Research I 

This research is significant because: 

. it is a field in which very little research has been undertaken. Briner says: 

"If organisations wish to understand and intervene in this arena 
[relationship between stress and satisfaction with employee behaviours 
such as performance and absence], it is time to move beyond the tired 
format of annual satisfaction surveys and stress audits.. 

Vince et al note: 

"The tendency to ignore the emotional and relational aspects of change 
in organisations has given rise to a rather limited approach whereby 
change is equated with 'problems'; something that can be handled 
rationally."32  

Fineman notes: 

"A scan of the indexes of recent texts on organisational behaviour 
reveals no direct entries under 'feelings' or 'emotions'. We teach and 
preach on organisational life and management, usually acknowledging 
that our subject matter can be a bit messy - because people are not like 
machines. But at the same time we fail to square up to the essential 
emotionality of organisational processes, much of which is, and is 
likely to remain, unmanaged."33  

31 Briner: 34 
32 P2 
33 Fineman: 1 
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it complements the developments in OD and Organisational Behaviour (OB) 

which theories and processes are very influential in determining the way 

organisations are structured and run in modern times. French et al recognise 

that OD is planned change in an organisational context. The development of 

models of planned change facilitated the development of 0D34; 

• the DBA program has an emphasis on the practical aspects of business 

administration and this research continues this theme; 

• Human Resource Management issues, incorporating the importance of staff 

and staff well-being, have taken very much a more prominent role in the way 

managers prefer to manage their businesses; and 

it will, at least, add to current knowledge on the effects of organisational 

change but, more likely, generate new learning on the emotional effects of 

organisational change both as to staff and management. 

1.6 What is Emotion? 

Calhoun and Soloman ask the question, what is an emotion? It seems that, as with 

anything to do with philosophy andlor psychology, the answer is contained in 

many views and those views constitute a wide spectrum. The two end responses on 

this spectrum belong, according to Calhoun et al, to James and to Aristotle. The 

Jamesian theory is that an emotion is a physiological reaction, essentially, its 

familiar sensory accompaniment - a "feeling.' The Aristotelean view, by way of 

contrast, involves a conception of emotion as a more or less intelligent way of 

34 French and Bell: 81 
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conceiving of a certain situation, dominated by a desire (for example, in anger, the 

desire for revenge). Modern theory generally holds that the two sets of 

considerations, the physical and the conceptual, are both essential to any adequate 

answer to that question.31  

In looking for a conclusive definition of emotion, Calhoun quickly dispels this 

search as futile. He says that it would be a mistake to pretend that there is 

agreement as to what are to be considered as emotions.36  As it is not the intention 

of this paper to provide that elusive definition, I will take the definition provided 

by the Concise Oxford Dictionary and apply it throughout this paper. It is general 

enough to encompass the passions, moods and feelings whose definitions prove 

too complex for writers to agree on. Similarly, it reduces the opportunity for 

argument over which are the basic emotions and which are not. Suffice to say that 

the definition below provides the opportunity for a range of opinions to be 

captured. 

"emotion n. disturbance of mind; mental sensation or state; instinctive 
feeling as opposed to reason."37  

Fineman introduces the concept of the emotional organisation.38  From within this 

idea emerges the idea of work feelings. Different from emotional labour39, work 

feelings emerge from human interaction, aid in co-constructing meaning, build 

35 Calhoun and Solomon: 3 
36 Calhoun and Solomon: 23 
37 P: 315 
38 Fineman: 2 
39 Putnam and Mumby: 37 Emotional labour is the term used to typify the way roles and 

tasks exert overt and covert control over emotional displays. 
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mutual understanding and provide options for alternative organising. Organisations 

do not need to abandon instrumental goals, productivity or rationality to develop 

alternative modes of discourse. Emphasising work feelings calls for including what 

is currently ignored or marginalised in organisational life. It proposes a way of 

inter-relating rationality and technical efficiency with emotionally-connected 

creativity to produce an alternative organisational structure and culture.41  

1.7 Conclusion I 

In introducing this research purpose, there seems to be little doubt that 

organisations are in an almost continual state of change and that there has been a 

shift in management emphasis in dealing with this phenomenon from the theory 

Peters refers to as "old ways of doing business" to an embracing of OD theory. 

In one of their many descriptions of OD, French et al say that OD is a strategy for 

change which intervenes in the human and social processes of organisations.4 ' 

Fineman and Putnam place much greater emphasis on the Emotional Organisation 

and finding a way, possibly through the incorporation of work feelings, of 

marrying the rationality of OD with the recognition of people's emotions in 

organisational life style which they believe would be much more productive. 

40 Putnam and Mumby: 55 
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If the following two assumptions are taken as givens: 

organisational change is inevitable; and 

as a result, the role of people in organisations will also change, 

the research area will be focused on the emotional effects of organisational change 

on people and the ways that management deal with this phenomenon. 

Throughout the course of this research, the dominant role of an Organisation's 

culture and norms in organisational change management became apparent. The 

data provided a series of questions which management should address as a check 

for their organisations preparedness for the emotional impact effects of a major 

change event within their organisation (4.3). 

The following chapters provide a review of the literature on the emotional effects 

of organisational change and how management handles it, details the methodology 

used in the research, details the data and its analysis in a method of constant 

comparison, details the research findings and in the final chapter, concludes the 

research and provides suggestions for future research in this discipline. 

41 French and Bell: 25 



CHAPTER TWO 
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2. LITERATURE REVIEW 

In chapter 1.2 the purpose of the research was detailed as the development of a 

theory which explains the emotional effects of a maj or change event on an 

organisation' s staff 

Information was provided which gave the research purpose more focus and the 

reasons given for undertaking this research; why it is significant. In this chapter, a 

review will be undertaken of the literature available on this research topic with a 

view to further refining the research purpose. 

A review of the literature on the subject of the emotional effects of organisational 

change and its management has produced a number of OD change models. 

Detailed below are a number of these models which provide a comprehensive 

overview of OD change models. Also provided are details of two models 

(Langford Oliver and Vince Broussine) which have taken a greater interest in the 

emotional issues associated with organisational change. 

.1 Koib, Rubin and Osland 

Kolb and Frohman42  developed a Process of Planned Change model which 

comprised seven linked steps: 

42 Koib, Rubin and Osland: 592-599 
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Table 3 - Kolb and Frohman - Process of Planned Change Model 

Stage Description 
Scouting • manager is determining readiness for change, identifying 

obvious obstacles and observing what's going on 
• involves passive diagnosis of the situation to size up 

costs and benefits of intervention 
• key task is to find the entry points for initiating change 

Entry • negotiate a contract through the entry point 
representatives 

• emphasis on a continuing process of sharing expectations 
• emphasis on the continuing process negotiation 
• this stage is the return point of the feedback ioop 

including diagnosis and planning stages therefore must 
be flexible 

• main issue is power - gaining the influence necessary to 
implement the change 

Diagnosis • problem definition - important to ensure organisation 
wide acceptance 

• identification of forces that promote and resist change - 
the key point is the conception of change as a dynamic 
process in which a state of equilibrium is reached 

• goal definition - articulate in broad outline the state you 
would like the organisation or group to reach as a result 
of the change effort 

• resource identification - identify the abilities, motivation 
and commitment resources within and determine what 
external resources are needed 

Planning • expand entry contract to include all members affected 
• define the objectives to be achieved, alternative solutions 

andlor change strategies 
• undertake simulation tests and finalise strategy 

Action • can encompass a wide range of activities 
• there is likely to be resistance 
• positive aspects of resistance: 

* it makes management more diligent in previous 
stages 

* promotes an awareness of social changes not planned 
for 

• dysfunctional outcomes: 
* the sudden imposition of changes in someone's 

environment without their knowledge 
* breeds hostility and resistance 

Evaluation • evaluation of the action strategy in terms of the specific 
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objectives set in Planning (or as revised) 
Institutionalisation • opportunity to maintain a culture of change 

43 

This change model has been designed primarily with the management of change 

as the objective. The authors recognise the important role all organisational groups 

play in a successful change program and, in the diagnosis stage, note: 

"Since people in the system will be involved in implementing the 
change (indeed, they are the major resources in many cases), their 
abilities, motivation and commitment must be used if the change effort 
is to proceed properly."44  

It seems obvious that the authors are well aware of the human resource factor and 

behavioural effects and ensure that it is considered throughout the change process. 

They do not, however, try to come to terms with how people feel throughout the 

process and what it is that leads some to find the change process too difficult. They 

readily acknowledge actions as being representative of some state of mind. For 

example, the "human response to a situation of anxiety or panic being hostility".45  

However there does not seem to be a priority to understand the source of that 

anxiety or panic as felt by the person and the likely downstream effects on the 

organisation and the person. Nor does there seem to be - and if this critique of this 

organisational change model is accurate then we would not expect to find one - in 

any stage of the model, consideration given to research on emotional chaos in 

43 Koib, Rubin and Osland: 592-599 
44 Koib, Rubin and Osland: 595 
45 Koib, Rubin and Osland: 598 
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organisation change environments or the use of any emotional change models 

relevant to organisational change. 

There is nothing in this model which places primary emphasis on the emotional 

effects of the organisational change process and therefore, nothing which provides 

managers and staff with data on possible or probable emotional outcomes. It would 

seem likely then that the absence of consideration of the emotional state of the 

participants (voluntary or otherwise), its effect on the change process planning and 

execution and suggestions on how such issues could be addressed, would render 

this model as being of marginal relevance to our research question. 

12.2 Lewin, Schein and Lippittet a! I 

Lewin developed a three stage model of the change process.46  Details of the model 

are provided in the following table. It is important to note that Lewin's theory is 

based on a broader theory which holds that what is occurring at any time is a 

resultant in a field of opposing forces. The status quo - whatever is happening 

right now - is the result of the forces pushing in opposing directions. Therefore, an 

equilibrium point occurs where the opposing forces are having equal effect. The 

key seems to be that one needs to understand what it is that motivates the opposing 

forces such that the resultant equilibrium point can be moved. The desired outcome 

then from the three stage model was to find a way to move the equilibrium point.47  

46 French and Bell: 81 



Lewin's three stage change process" includes: 

Table 4— Lewin - Three Stage Change Model 

Unfreezing the old behaviour 
Moving to a new level of behaviour 
Refreezing the behaviour at the new level 

49 

Schein took Lewin's change process model and improved it by specifying the 

psychological mechanisms in each stage.50  

The resultant change process model is one which helps to understand the processes 

that occur within each stage.5  

Table 5 - Schein - Change Process Model 

Unfreezing Creating motivation and readiness to change through: 
• Disconfirmation or lack of confirmation 
• Creation of a complex of guilt or anxiety 
• Provision of psychological safety 

Changing Helping the client to see things, judge things, and react to 
through things differently based on a new point of view being 
Cognitive obtained through: 
Restructuring • Identifying with a new role model, mentor etc. 

• Scanning the environment for new relevant information 
Refreezing Helping the client to integrate the new point of view into: 

• The total personality and self-concept 
• Significant relationships 

52 

This more easily understood model of change theory emphasises that change in a 

process can be broken down into logical stages and that different mechanisms of 

47 French and Bell: 81 
48 French and Bell: 81 
49 French and Bell: 81 
50 French and Bell: 82 



21 

change have to be managed at these different stages. At the unfreezing stage, the 

key is to provide disconfirming information, link it to important personal goals or 

ideals so that guilt or anxiety will be felt, and simultaneously provide enough 

psychological safety so that the disconfirming information will be attended to 

instead of denied. 

If through these mechanisms there is motivation to unlearn something and to 

replace it with new learning, it will be done either by identifying with a new role 

model or by scanning the environment for information most relevant to the 

problem. However, the change process will not be complete until these new 

responses are tested for fit with the rest of the self-concept and personality, and if 

they fit, tested with others. Only when the new responses begin to be confirmed by 

important others can one say that the change has really been stabilised.53  

Another change model based on Lewin's model was developed by Lippitt, Watson 

and Westley. They have taken the three stage model and expanded it to a seven 

stage model. 

Table 6— Lippitt, Watson & Westley - Seven Stage Change Model 

I Phase I Descrintion I 
1 The client system discovers the need for help, sometimes with 

stimulation from the change agent. This phase corresponds to 
Lewin's unfreezing stage 

2 The helping relationship is established and defined. In this phase a 
client system in need of help and a change agent from outside the 

Schein: 93 
52 Schein: 93 
53 Schein: 92-114 
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system establish a working relationship with each other. 
3 The change problem is identified and clarified. 
4 Alternative possibilities for change are examined; change goals and 

intentions are established. 
5 The transformation of intentions into actual change efforts. 

Phases 3,4 and 5 correspond to Lewin's move phase. 
6 Change is generalised and stabilised. Corresponds with Lewin's 

refreezing phase 
7 The helping relationship ends or a different type of continuing 

relationship is defined. 
54 

This model provides the logical steps in change management in OD consulting55  

and is relevant as a "road map" for thinking about change.56  

1 2.2.1  Emotional Themes 1 

Of the models mentioned based on Lewin's model, only Lippitt et al devote any 

specific consideration to the emotional considerations associated with change and 

their likely effect. Their model concentrates on the relationships which develop 

between the change agent and the client in what they call a "helping relationship". 

They note that: 

"most change agents who have written about their work do not 
describe very clearly this dimension57  of their experience in the helping 
process."58  

54 Lippitt et a!: 122-143 and French et a!: 82-83 
55 Lippitt et al note that "the seven phases have been derived from their case materials" and 

that their model is slanted to the perspective of the change agent and his role: 143 
56 French and Bell: 83 
57 Lippitt et al are referring here to a classification or process of emotions in change similar 

to the classification or process for change itself. 
58 Lippitt et al: 123 
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They do not however comment specifically on the emotional aspects of the 

relationship between staff and management and the effects on each nor how the 

emotions of each are managed through the change process. 

2.3 Kilmann 

The temptation for both managers and consultants is to gravitate toward the single 

approach that offers the promise of organisational success. This single approach is 

regarded as a bandaid treatment and will not provide success. A completely 

integrated program is required for long term success in today's dynamic 

complexity.59  To meet this integrated program requirement, Kilmann proposes a 

comprehensive change model which specifies the critical leverage points60  to 

manipulate for change to occur. There are five sequential stages in this model: 

Table 7— Kilmann - Five Stage Change Model 

Stage Description 
Initiating the Program This entails securing commitment and support from 

top management 
Diagnosing the Problem This involves conducting a thorough analysis of the 

problems and opportunities facing the organisation. 
These problems and opportunities will be the targets 
of later interventions. 

Scheduling the "tracks"" 
Implementing the tracks This description covers both the scheduling and 

implementing stages. 
Scheduling and implementing the tracks entails 
intervening in five critical leverage points found in 

59 Kilmann: 1-6 
60 French and Bell use the terms "critical leverage points" and "tracks" interchangeably: 83 

Tracks are described on the following page. 
61 Kilmann refers to tracks as being the critical organisational properties which an 

orgamsation must include in any "complete" program for creating and managing 
organisational success: x 
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all organisations, which, when functioning properly, 
cause the organisation to be successful 

Evaluating the results 
62 

Kilmann notes that the five tracks are integrated in a carefully designed sequence 

of action; one by one, each track sets the stage for the next track. If earlier tracks 

have not been managed as intended, it will be impossible to measure performance 

effectively; members will not be motivated to excel.63  

He64  describes the tracks as follows: 

Table 8— Kilmann - Five Integrated Tracks 

Track Description 
Culture enhances trust, openness and adaptiveness among members, the 

necessary conditions to proceed with any other improvement effort 
Manage augments ways of coping with complex problems and hidden 
ment assumptions. Without an adaptive culture, each manager will keep 
skills his assumptions to himself 
Team helps members identify and solve their most complex business 
building problems. Without the skills to cope with complexity and without 

an adaptive culture, members cannot and will not share their 
expertise and information with others 

Strategy- aligns all the organisation's structures and resources with the 
structure strategic directions of the organisation. If the prior tracks have not 

been handled properly, this very difficult problem will be addressed 
through politics and vested interests 

Reward completes the whole change process by paying for performance. If 
system the earlier tracks have not been managed as intended, it will be 

impossible to measure performance objectively and members will 
not believe the rewards are linked to performance; they will not be 
motivated to excel 

65 

62 French and Bell: 83 and Kilmann: 89-90 
63 Kilmann: x - xi 
64 Kilmann: x-xi 
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French et al like this model because of its comprehensive nature, its identification 

of the five tracks as critical leverage points and its holistic view of organisational 

change and development.66  

2.4 Langford and Oliver 

Langford and Oliver67  differentiate two groups of people who are affected by 

changes in an organisation. The first is the staff. They note that staff often have 

been kept in the dark as to proposed change and, when the change is made known, 

those staff have been more bullied into accepting the change rather than being 

made full partners in the process. They note that managers' approach to 

organisational change and staff involvement was often comprised of platitudes 

such as "Change is good", "You're going to love it" and "There is nothing to 

worry about."68  They also note that: 

"Emotional outbursts, attempts at sabotage and frantic political 
manoeuvring of others being affected by the changes, were viewed 
critically. These were seen as 'resistance to change' and judged 
harshly. This was evidence of staff being imable to 'move with the 
times'. The emotional chaos being felt by staff was merely proof of 
their old fashioned ways."69  

65 Kilmann: x-xi 
66 P:84 
67 Langford and Oliver, Organisational Consultants, wrote a paper, based on their 

experiences, titled Wiping Blood off the Floor! Understanding and Managing the 
Emotional Chaos of Change. 

68 Langford and Oliver: 1 
69 Langford and Oliver: 1 
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This explanation is closely allied to Peter's7° 'Old' way of doing business referred 

to earlier. 

The second group they talk about are the managers. They say that managers have 

been both originators and victims of organisational change. As mentioned earlier, 

it is not too long ago when organisational change was "powered" through and it 

was in these times that staff were suffering emotional chaos during the change. 

Langford and Oliver propose that it is now the manager who is the victim of 

change, rather than the perpetrator. They say: 

"Many managers are under threat as management structures and 
processes are streamlined. The old-fashioned power they exerted in the 
past is often no longer wanted in an organisation that is business driven 
and focussed on meeting external and internal customer needs. These 
managers are less able to make the rules and make all the decisions. 
They are being pushed into new and unfamiliar roles, requiring the 
development of empowering work places rather than the more 
traditional controlling and dominating displays of power. They are 
struggling to find a new way to manage as most of their role models 
are from the old school. But failure to adapt will find managers unable 
to lead a more sophisticated work force that is interested in using 
creativity and playing an active role in decisions. Managers are now in 
emotional chaos." 

Langford and Oliver hold that in situations of organisational change where the 

above circumstances apply then a state of emotional chaos occurs and it is this 

state that they have described in their paper. Essentially they have labeled different 

chronological eras within an organisational change process which they explain as: 

70 Burke: 28 
71 Langford and Oliver: 2 
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"five stages staff go through during the emotional chaos of 
organisational change"72  

and they detail symptoms and diagnose procedures for handling these stages. 

These can be seen on the following page (Table 9). 

They say: 

"Chaotic emotional reactions can be managed well. In learning to 
handle staff concerns better during change, managers will probably 
find their own needs, as people, are met as well."" 

Table 9 - Lan gford & Oliver - Five Stages Experienced in Organ isational Change 

Stage Description 
Status Quo • usually experienced in retrospect 

• nostalgia for the office before the change 
• recall times of predictability, security and certainty 
• when guidelines were unambiguous and manuals well 

documented 
• recall usually through rose coloured glasses, forgetting or 

minimising problems of that period 
• staff blame others for the need to change 
• status quo thinking triggers resistance to change 
• widens the gap between change leaders and those impacted 

when there is a need to work together 
Impending • the longest stage in organisational change 
Change • once major change is certain, chaos and emotions rule, 

productivity declines and the grapevine goes crazy 
• productivity and morale plummets as staff endlessly 

speculate 
• emotional chaos dominates 
• feelings include fear, anger, anxiety, suspicion, panic and 

catastrophic thinking 
• many suffer from insomnia 
• shamed into going underground, hiding their real fears and 

concerns, these unaddressed feelings can fuel resistance, 
active 'white-anting' of the changes and even premeditated 
sabotage 

72 Langford and Oliver: 2 
73 Langford and Oliver: 2 



Endings • managers may have driven the change but here staff can 
refuse to co-operate 

• activated when the long talked about change becomes reality 
• separation from the past 
• grieving and mourning reactions will be intensified 
• staff endlessly recount stories from the past 
• status quo thinking emerges 
• pre-occupation with negative aspects of change and an 

unwillingness to consider any possibility of positive 
outcomes 

• some staff may choose not to 'leap that wall' 
• staff who are wanting to move on may be ostracised or 

ridiculed 
Reflection • feelings of loss have been fully expressed and change 

accepted 
• negative emotions and the need to extract revenge decline 
• staff less driven by their chaotic emotions 
• assessments more balanced 
• unpredicted problems arise - precedents and procedures not 

formalised 
• sense of excitement and energy builds as gains are 

recognised 
New • staff more in control 
Beginnings • new patterns of operating become second nature 

• successes are more common 
74 

Langford and Oliver conclude that their model gives managers an outline of the 

five predictable stages (as detailed above) that most people experience during the 

process of organisational change. They provide suggestions for overcoming the 

emotional chaos associated with progressing through these stages so that, when 

they are incorporated into daily routine, staff are more likely to feel supported and 

74 Langford and Oliver: 3-12 
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therefore less stressed by the changes and are more likely to learn useful skills for 

managing the future.75  

2.5: Vince and Broussine I 

Vince and Broussine were interested in the everyday unconscious and emotional 

processes that impact on the management of change, and their study was oriented 

towards identifying and working with emotions in organisational change. Their 

central question was: 

"how do people within organisations comprehend and act for or against 
the shared emotional experiences that underline the relations between 
different levels of the organisation."76  

They were interested in exploring and demonstrating how managers respond at the 

boundaries77  of their roles and relations, and also how managing the boundaries can 

offer new opportunities for organisational analysis and action.78  This notion of 

boundary is important because it provides a sense of being an entity as well as 

containing the sense-making processes that continually shape and redefine in 

practise the individual, group or organisation. They propose there are three types 

of experience and relations that managers might have to work with when they are 

at a boundary: paradox, defence and attachment. They suggest that it is necessary 

75 Langford and Oliver: 13 
76 P2 
77 The term boundary is used to describe a 'rule about relatedness between things (Smith 

1982). 
79 P2 
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to develop ways of working with managers that builds on their experience and 

understanding of what it means to be at a boundary, and how this affects action.79  

The researchers are of the opinion that within models of change" in organisations 

there is a preponderance of 'problem' based solutions which are based on the idea 

that change is primarily a strategic issue with the underlying assumption that there 

will be an appropriate strategy to fit an identified problem of change. They suggest 

that the difficulty with problem-based models of change is that they overemphasise 

the rational and consequently do not take into account the complexity, ambiguity 

and paradox acknowledged to be the integral nature of organisation. They contend 

that rationality is often the driving force behind managerial thought, action and 

training. In the circumstances, emotional reactions to change are often seen as less 

important. The reasons for this are: 

the overly rational manager can easily dismiss emotional complexity because 

it is 'irrational': what is paradoxical and contradictory is deemed irrelevant; 

organisational cultures are often created as a defence against emotions such 

as anxiety, and this makes it difficult for organisational members to express 

feelings within the organisation; 

managers absorbed in organisational cultures dependent on task completion 

and strategic problem solving invariably find emotions and feelings difficult 

to articulate; and 

79 Vince and Broussine: 2 
80 Vince and Broussme refer here to '10 critical factors' (Matejka and Ramona 1993), '8 

basic patterns' (Cormer 1993), '4 distinct stages' (Reynolds 1994), '10 key principles' 
(Kyle 1993) and '5 common causes' (O'Connor 1993). 
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organisations give little space or opportunity for organisational members to 

access and understand their own and others' conscious and unconscious 

feelings about organisational life generally, and organisational change in 

particular. 

Therefore, their research starting point is the belief that change depends as much 

on comprehending and managing emotional relatedness as it does on employing 

rationality or logic to solve problems.8' 

The conclusion to the research of Vince and Broussine was: 

"a four stage process that can be engaged in, either with or by 
managers, in order to comprehend and act (for or against) the shared 
emotional experiences that underlie relations between different levels 
of the organisation.82  

They describe their four stage process as: 

Table 10 - Vince & Broussine - Four Stage Process 

Working with 
complexity and 
uncertainty in the 
change process 

Our approach encouraged managers to stay with the 
uncertainty long enough not to automatically deny or avoid 
the feelings associated with it in order to find what was 
stimulating rather than oppressive about it 

Reviewing the Managers seem to perceive boundaries between different 
Boundary groupings in the organisation as clearer and more separate 

than they actually are and managers were asked to reflect 
on the issues which exist on the boundary. It is this space 
where the denial or acceptance of emotion is important in 
terms of feeling and understanding significant similarities 
or differences between assumptions or attachments to 
individual, group or organisational identity 

Relatedness Once managers had become aware of an emotional level of 
interaction existing underneath their every day perspective 
on inter-personal behaviour, they were able to assess the 
extent to which feelings about change were based on 
defensive reactions or actual differences. This promoted 
greater tolerance of difference within and between the 

81 Vince and Broussine: 3 
82 P:11 
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organisational groupings 
Working through The capacity to work through an issue was most powerful 

when it was done in the political context of real work 
experiences within each organisation 

83 

2.6 Chang 

Richard Y Chang is described as the CEO of a "diversified organisational 

improvement consulting firm". He has developed a change model not dissimilar to 

those already referred to in this chapter. It is a six step model": 

Table 11 - Chang - Six Step Change Model 

STEP DESCRIPTION 
Clarify your need Identify the need and determine its potential for 

change; gauge emotional reactions of your team 
members 

Define your results Define your desired outcome and determine who 
will be affected 

Produce your plan Consider employees' responses to your plan; 
decide on tasks, assign roles, and develop an 
action plan 

Implement your plan. Put your plan into motion; decode how to 
monitor it 

Stabilise your outcome Communicate that the desired outcome is now in 
place; recognise supporters so the change 
remains in place 

Assess the process Evaluate the change and establish ways to 
encourage innovation 

85 

Chang takes his change model a step further. He says that: 

83 Vince and Broussme: 11-12 
84 Chang: 14 
85 Chang: 14 
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"The 'people' aspects are in a large part responsible for the success of 
a change. Part and parcel of managing a change is managing the people 
your change impacts.1186  

He states that it is not the change itself that employees resist, it is their attitudes 

about the change that determine whether they resist it or not. Change will affect 

employees in different ways, based on their attitudes and perceptions about 

change. Attitudes are both cognitive and highly emotional: our minds form the 

attitudes and reaction is often at gut level. Some employees' perceptions may be 

derived from common misconceptions about change. 

Chang provides some examples: 

Table 12 - Chang - Misconceptions on Change 

MISCONCEPTION REALITY 
Change is the result of some Change can often be the result of regular and 
negative occurrence positive happenings (buying a new house, 

getting a promotion, a desire to improve etc.) 
Change means learning new Change may only mean utilizing existing 
behaviours or skills behaviours or skills in a different way 
Change is a stressful This is one of the more popular and common 
experience beliefs about change. If change is perceived as 

stressful, then it is. The implication in the 
misconception is that stress is always bad 

87 

As with misconceptions, overcoming resistance to change is essential for a 

successful change. Chang notes that it is almost impossible to avoid all resistance 

to change but understanding the reasons behind it and working toward a goal of 

86 Chang: 89 
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commitment to change will be conducive to a productive change management. He 

has developed a five step procedure to be used to "get the buy-in for your change." 

He links these steps to the six step model for change mentioned earlier and 

proposes that this procedure can be employed at any time resistance is experienced 

simply by "exiting" from the systematic approach to focus on the human element 

of resistance to change. These steps are: 

Table 13 - Chang - Five Step Procedure to Commitment to Change 

Step 1 Explain the change and why it is required 
Step 2 Encourage two-way communication 
Step 3 Gather suggestions to help put the change into action 
Step 4 1  Agree on an action plan 

[Step 5 1 Evaluate progress and reinforce successes 
88 

Continuing on the theme of attitudes in the change process, Chang states that 

attitudes influence behaviours and the following are behaviours which are 

commonly found during a change process: 

"Absenteeism; 

Demotivation; 

• Verbal complaints and or questions; 

• Motivation and increased effort; 

• Transfer requests; 

• Coming to work earlier; 

87 Chang: 89-90 
88 Chang: 90-9 1 
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. Asking for more responsibility; and 

Resignations."89  

If the employees respond negatively to a change, perceptions can be altered if the 

point of resistance to change can be identified and treated. Chang identifies five 

"personalities" which may be observed during a change process and provides 

strategies to help turn the "obstacles into opportunities". 

Table 14— Chang - Five Change "Personalities" 

PERSONALITIES 
Scrooge - itis 

I Buried treasures 

Ugly Baby Syndrome 

Defensive fence 

CHARACTERISTICS 
• Primary focus on economic 

factors 
• People hear through their 

wallets, not their ears 

• Purpose and benefits of the 
change are not spelled out 
for those affected 

• Those affected are not 
involved in the planning 
andlor implementation 

• People work hard to 
develop 'their' way of 
doing something, they 
become parental 

• They may feel others are 
criticising their 'baby' 

• People tend to put a fence  

STRATEGIES 
• Provide direct 

incentives 
• Ensure financial 

security 
• Increase potential 
• Provide cost/benefit 

analysis 
• Clarify specific 

benefits 
• Involve those 

affected in the 
planning, 
implementation and 
evaluation of the 
change 

• Avoid negative 
comments 

• Recognise the past 
and present ways as 
a foundation to 
build on 

• Focus on 
enhancements 

• Get direct 
involvement 

• Stroke the egos 

89 Chang: 94 



building around their egos by taking • Demonstrate how 
the change personally direct involvement 

• Feelings of incompetence is necessary and 
are stirred up advantageous to 

them 
• Ask for their 

help/advice 
Comfortable habits • People feel safe, secure and • Find good in the 

comfortable in what they past and present 
do ways 

• People take on the attitude • Focus on 
of 'let's not upset the apple enhancements 
cart' and 'if its not broke, • Provide a taste test 
why fix it' to loosen attitudes 

and evaluate 
impacts in the near 
future 

• Relate the change to 
broad 
organisational goals 

90 

2.7 Conclusion 

It seems clear that the literature does not reflect a research focus comparable with 

the research question posed in Chapter 1. 

The 'rational' change models of Kolb, Rubin and Osland; Lewin; Schein; Lippitt; 

and Kilmaim are exactly that, models for organisational change. They pay little or 

no attention to the effects of, or on, the emotions of people involved in change, 

save for the acknowledgment of stress in times of change. They provide some 

assistance in working with stress in facilitating organisational change e.g.: review 

90 Chang: 94-99 
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ofjob redesign, job sharing/rotation, use of teams, training, reinforcement etc. but 

do not offer any insight or model or theory which concentrates on the effects of, 

and on, emotions and how, in times of organisational change, they are managed. 

This is not to say that these models expressly exclude emotions and, in most 

models, it would seem that the way people feel about the change process in which 

they find themselves, is considered. However, they do not provide any model or 

theory of emotions and their management in organisational change. 

Perhaps Fineman is correct when he says: 

"Writers on organisations have successfully 'written out' emotions, to 
the extent that it is often impossible to detect their presence."9' 

The Langford and Oliver model is primarily concerned with emotions and their 

effects within organisational change. Their reasoning and the practicality of the 

model are generally applicable in this research field. However there is insufficient 

time to consider the question of the two extreme stages along their emotional 

continuum. It is an attractive model because: 

• it considers all members of the organisation; 

• it was developed in an actual live environment by people who then had to 

'sell' it to their clients; and 

it does not pretend to provide medical or psychological diagnoses for what is 

happening but rather it provides a type of interactive framework for those 

who use it. 

91 Fineman: 1 



The Vince and Broussine model is attractive because of its underlying assumption 

that organisational change should be included within the organisational process not 

as a problem which can be strategically 'slotted' in some planning session. Their 

conclusion that organisations generally treat as less important issues for which a 

rational explanation cannot be found, perhaps offers some explanation as to why 

emotions are not specifically dealt with in models of organisational change. They 

propose that the answers lie in treating the emotional effects of, and on, 

organisational change in terms of relatedness not rationality. 

The Chang model for change is another "rational" model, save for his recognition 

of the importance of people's emotions and their treatment to a successful 

organisational change. Similar to the Langford and Oliver model, Chang has 

attempted to label some of the emotions which could be expressed during a change 

process and also provides strategies for dealing with them. Also, like Langford and 

Oliver, he refers to chaos in organisations where the change process is not 

"inclusive". It seems that Chang is trying to get to what Vince and Broussine refer 

to as 'relatedness' in the change process components. However he still seems to be 

very plan driven even given that he recognises the need to 'exit' from the rational 

plan to engage the emotional plan as needed. He is as structurally driven as some 

rationalist change modelists, e.g.: Kilma.im. 

Finally, in terms of what the literature provides in relation to this research 

question: 
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The 'rational' models for organisational change are rejected because they do 

not emphasise emotions as a change consideration. Fineman proposes, in 

relation to the rational approach to emotion: 

"The fear [of recognising the role of emotions in organisational 
processes], it seems, is that organisation as we know it will collapse if 
we cannot de-emotionalise emotions - make them seem rational in 
terms of organisational goals and management purpose."92  

The Langford and Oliver model is not suited to this research because it is 

concerned with a time period much greater than that which is available and, 

in any case, the extremities on their continuum offer very little to the theory. 

This research is different from the Vince Broussine model because the 

interest lies primarily in the emotions of all an organisation's employees and 

how they are managed rather than the emotions of management. 

The literature provides no information on the source of the data used by 

Chang to develop his two models. 

For the reasons expressed above, it is believed that this research is distinctive, that 

the role of emotions in organisational change is very important (as mentioned by a 

number of the authors referred to in this chapter) and that it will assist staff and 

managers alike to better understand the role of people in organisational change and 

allow them to more successfully implement that change. 

92 Fineman: 1 
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3. METHODOLOGY 

In chapter 1.2, the purpose of this research was stated as being the development of 

a theory which explains the emotional effects of a major change event on an 

organisation' s staff. 

Such a theory, it was suggested, would assist management in the plaiming of the 

change event to more accurately predict and accommodate the likely emotional 

effects of change on staff and management. 

During this research, data was collected, collated and analysed which assisted in 

addressing the research purpose. 

The collecting, collating and analysis phase of this research involved a period of 

approximately six months. 

In this chapter the research methodology is detailed. This methodology involves 

the use of qualitative rather than quantitative methods and the research is 

conducted within a case study environment. The data collection, collation and 

analysis method is explained as the use of Grounded Theory principles and the 

structure of that method are explained. The chapter concludes with explanations of 

data validation using triangulation, the research data source and the limitations 

with this research methodology specifically as they relate to this thesis. 
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3.1 
IN 

 

The methodology used was consistent with the phenomenological paradigm. 

Phenomenological research focuses on the ways in which social actors make 

situations meaningful. It focuses on the way people interpret the actions of others, 

how they make sense of events and how, through communication, they build 

worlds of meaning.93  The phenomenologist researcher is committed to 

understanding social phenomena from the actors' own perspectives. He or she 

examines how the world is experienced. The important reality is what people 

perceive.94  

In contrast, a major paradigm which has dominated the social science scene is the 

positivist paradigm. Social scientists who are primarily influenced by the positivist 

paradigm like to structure both questions and answers in order to simplify 

quantitative processing of data. They disregard signs of communication other than 

verbal, and so do not register such phenomena as body language, physical 

environment and unexpected events that may occur during interview.95  The 

positivist seeks the facts or causes of social phenomena apart from the subjective 

states of individuals. 96  

93 Bouma: 178 
94 Taylor and Bogdan: 1-2 
95 Gummesson: 150 
96 Taylor and Bogdan: 1-2 
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3.2 Qualitative Research 

Phenomenological research uses qualitative methodologies. Qualitative 

methodology refers in the broadest sense to research that produces descriptive 

data: people's own written or spoken words and observable behaviour. It is more 

than a set of data gathering techniques, it is a way of approaching the empirical 

world: 

Qualitative research is inductive. Researchers develop concepts, insights and 

understanding from patterns in the data rather than collecting data to assess 

preconceived models, hypotheses or theories. Researchers follow flexible 

research design. 

In qualitative methodology the researcher looks at settings and people 

holistically; people, settings or groups are not reduced to variables, but are 

viewed as a whole. 

Qualitative researchers are sensitive to their effects on the people they study. 

Researchers interact (participant observer and in-depth interviewing) with 

informants in a natural and unobtrusive manner. 

Qualitative researchers try to understand people from their own frame of 

reference. Central to the phenomenological perspective is experiencing 

reality as others experience it. Qualitative researchers empathise and identify 

with the people they study in order to understand how they see things. 

The qualitative researcher suspends, or sets aside, his or her own beliefs, 

perspectives and predispositions. Things are viewed as though they were 
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happening for the first time. Nothing is taken for granted. Everything is a 

subject matter of inquiry. 

For the qualitative researcher, all perspectives are valuable. The researcher 

does not seek 'truth' or 'morality', but rather detailed understanding of other 

people's perspective. All people are viewed as equals. 

Qualitative methods are humanistic. When we reduce people's words and 

acts to statistical equations, we lose sight of the human side of social life. 

When we study people qualitatively we get to know them personally and 

experience what they experience in their daily struggles in society. 

Qualitative researchers emphasise validity in their research. Qualitative 

research emphasises validity while quantitative researchers emphasise 

reliability and replicability. Qualitative research is concerned with accuracy 

in data gathering. However, it is not possible to achieve perfect reliability if 

we are to produce valid studies of the real world. 

For the qualitative researcher, all settings and people are worthy of study. 

Qualitative research is a craft. Qualitative methods have not been as refined 

as other research approaches. Qualitative researchers are flexible in how they 

go about conducting their studies. The qualitative social scientist is 

encouraged to be his or her own methodologist.97  

Mention has been made in this chapter of two research methodologies accepted in 

the social sciences. Qualitative research detailed above, and quantitative research. 



In order to clarify and support the decision to adopt the qualitative methodology in 

this research and not a quantitative methodology, following is a comparison of the 

two methodologies: 

Quantitative researchers choose from a specialised, standardised set of data 

techniques. Hypothesis testing and statistical methods vary little across the 

natural and social sciences. Quantitative analysis is highly developed and 

builds on applied mathematics. By contrast, qualitative data analysis is less 

standardised. Qualitative research is often inductive. Researchers rarely 

know the specifics of data analysis when they begin a project. 

Quantitative researchers do not begin data analysis until they have collected 

all of the data and condensed them into numbers. They then manipulate the 

numbers in order to see patterns or relationships. Qualitative researchers can 

look for patterns or relationships, but they begin analysis early in a research 

project, while they are still collecting data. The results of early data analysis 

guide subsequent data collection. Thus, analysis is a less distinct final stage 

of research than a dimension of research that stretches across all stages. 

Quantitative researchers manipulate numbers that represent empirical facts in 

order to test an abstract hypothesis with variable constructs. By contrast, 

qualitative researchers create new concepts and theory by blending together 

empirical evidence and abstract concepts. Instead of testing a hypothesis, a 

qualitative analyst may illustrate or colour in evidence showing that a theory, 

generalisation or interpretation is plausible. 

97 Taylor and Bogdan: 5-8 



Quantitative researchers use the symbolic language of statistical relationships 

between variables to discuss causal relations. They assume that social life 

can be measured using numbers, and when they manipulate the numbers 

according to the laws of statistics, the numbers reveal features of social life. 

Qualitative analysis is less abstract than statistical analysis and closer to raw 

data. The data are in the form of words, which are relatively imprecise, 

diffuse and context based and can give more than one meaning.98  

The nature of this research was such that it was best undertaken using qualitative 

methods. It dealt with people's emotions and feelings and perceptions and it was 

important that those data form the basis of the theory not some pre-determined 

parameter decided by the researcher or the analysis methodology. Continuing that 

theme, what was regarded as relevant, within the broad context of the research, 

was principally determined by the research subjects and to capture these data the 

researcher needed to be involved in the activities of the research subjects. Blumer 

says: 

"To try to catch the interpretive process by remaining aloof as a so-
called objective observer and refusing to take the role of the acting unit 
is to risk the worst kind of subjectivism - the objective observer is 
likely to fill in the process of interpretation with his own surmises in 
place of catching the process as it occurs in the experience of the acting 
unit which uses it.'  9° 

This "coal-face" interaction between researcher and research subject, when 

coupled with the unstructured nature of qualitative research, raises a question 

98 Neuman: 405 



among scientists as to the validity of the theory produced. This issue will be 

addressed later in the chapter. 

3.3 Case Study 

The research was based in a case study. 

This case study was exploratory in nature because it produced a theory on the 

emotional effects of orgariisational change on people, something which has not 

been researched in the terms detailed herein. 

An important advantage with case study research is the opportunity for a holistic 

view of a process. According to the holistic view, the whole is not equal to the sum 

of the parts (reductionism). Consequently, the whole can be understood only by 

treating it as the central object of the study. In this context, case research seeks to 

obtain a holistic view of a specific phenomenon or series of events. 00  

Another advantage of case study research is that it can be of particular value where 

research often aims to provide practitioners with tools.° This advantage was 

significant in this research as the outcome is to be useful and used. Whilst there 

may well be some modifications to the 'practitioner's tools' because of an 

99 Blumer: 86 
100 Gummesson: 76 
101 Gummesson: 76 
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organisation's environmental demands, widespread applicability is envisaged 

because of the nature of the case being researched. 

Gummesson writes that even though case study as a research method is gradually 

receiving scientific approval in the management field, questions which frequently 

emerge in relation to case studies relate to validity and the possibility of 

generalising the results.'°2  

In relation to validity, he notes that social science research in the management field 

is concerned with the generation of theory not the testing of it. Through processes 

such as theoretical sampling"' and saturation'°4  the researcher is able to ensure the 

resultant theory is valid for the circumstances of the research.105  Taylor and Bogdan 

write: 

"It is not that qualitative researchers are unconcerned about the 
accuracy of their data. A qualitative study is not an impressionistic, 
off-the-cuff analysis based on a superficial look at a setting or people. 
It is a piece of systematic research conducted with demanding, though 
not necessarily standardised, procedures."°6  

In relation to generalising from the results of qualitative research, Gummesson 

poses the question: Is it at all meaningful to generalise in a social context? He 

102 Gummesson: 191 
103 Glaser and Strauss are generally accepted as the authors of Grounded Theory which 

incorporates the concept of theoretical sampling. They describe it as the process of data 
collection for generating theory whereby the analyst jointly collects, codes and analyses 
his data and decides what data to collect next and where to fmd them, in order to 
develop his theory as it emerges from the data: 45 

04 Glaser and Strauss describe saturation as the criterion for judging when to stop sampling 
the different groups pertment to a category in the category's theoretical sample: 61 

105 Gummesson: 84-85, 191 
106 Taylor and Bogdan: 7 



prefers to use the word particularisation, meaning that social phenomena are part 

of a specific situation and are far too liable to change to allow meaningful 

generalisations. The contingency theory of organisations claims that there is no 

'right' organisational structure for a company, it all depends on the circumstances. 

Gummesson says the theory is really local theory; knowledge in a social context 

arises when one is able to deal with a specific situation)07  

In relation to these two question marks placed over the efficacy of case studies in 

social research, Gummesson concludes: 

"I concluded that validity was high and generalisations are possible."°8  

3.4 Data;Collection, Collation and Analysis 

Neuman sums up the ideas of many social science researchers when he says that, 

unlike quantitative researchers who do not begin data analysis until they have 

collected all the data and condensed them into numbers, qualitative researchers 

begin their analysis very early in a research project, while they are still collecting 

data. The results of the early data analysis guide subsequent data collection. Thus, 

analysis is a less distinct last stage of research than a dimension of research that 

stretches across all stages.'° 

107 Gummesson: 84-85, 191 
108 Gummesson: 191 
109 405 
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There are some specific tools which a qualitative researcher uses in data collection, 

collation and analysis, and those used in this research are detailed below. 

13.4.1 Data Collection 1 

As mentioned earlier, a case study was used to generate the data. The environment 

was, in keeping with Williams"0  suggestion that the data source for an exploratory 

study should be those who know about the subject, an organisation which will, 

during the course of my research, prepare for, undertake and reflect on a change 

process. 

Two methods for data collection; participant observation and personal interview, 

were used. 

"Among the methods available to the traditional researcher, qualitative 
(informal) interviews and observation provide the best opportunities 
for the study of processes."111  

1 3.4.1.1  Participant Observation 

Participant observation is a mainstay of qualitative methodology. It is defined as: 

"research that involves social interaction between the researcher and 
informants in the milieu of the latter, during which data are 
systematically and unobtrusively collected."12  

110 Williams et al: 243 
1 Gummesson: 30 

112 Taylor and Bogdan: 15 
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The main advantage of this technique is the insight gained from adopting the role 

of an insider, and the collection of data which would be difficult to obtain by any 

other method. Another advantage is that it can be far less obtrusive than other 

methods of data collection.' 3  

There must be degrees of participation in participatory observation. It can be 

viewed as a continuum from spectator to full participant"', with the question mark 

over the degree of participation by the researcher. The net effect of this would be 

the necessity for the researcher to ensure data corroboration as his/her intervention 

would bring with it certain personal beliefs, prejudices etc. Burgess notes: 

"Researchers may be handicapped by the role or may assume the role 
so completely that they 'go native and no longer gather data or record 
the observations that are made'."'5  

Burgess notes that there are four potential roles for a participant: complete 

participant, participant as observer, observer as participant and complete 

observer."6  The researcher's role in the organisation as a participant observer 

equated to that of an observer who is a participant. Triangulation is discussed later 

in this chapter. 

Abraham notes that it is certainly clear that few other methods provide the 

opportunity for making detailed observations over an extended period of time as 

113 Abraham: 105 
114 Patton: 151 
115 : 81 
116 Burgess: 100 
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required for a case study."7  Yin notes that participant observation provides certain 

unusual opportunities for collecting case study data."8  

This method of data collection was used in two situations: 

during structured meetings; and 

during unaimounced visits to the organisation. 

During these times the researcher observed both verbal and non-verbal activities 

which provided an opportunity for the researcher to discover theory generating 

points for later analysis. 

1 3.4.1.2 Interview I 

At this stage it was proposed to undertake personal interviews with group 

members. During these interviews the researcher did two things: 

observing non-verbal activity. Close attention was paid to the body language 

- posture, gestures, facial expressions, dress - of the persons being 

interviewed. An attempt was made to evaluate these observations as being 

just as significant as the verbal statements"9; and 

discussing issues relevant to the research topic. 

" Abraham: 101 
18 Yin: 86 
119 Gunimesson: 110 
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As mentioned earlier, data collection in qualitative research is generally flexible. 

Gummesson says: 

"During informal interviews, questions are not put in any prescribed 
order. The selection of questions is governed instead by the actual 
situation confronting the interviewer; it is a probing technique."2° 

This is especially so in exploratory research where the desired outcome is a theory. 

This is explained further in Data Analysis. 

Where ever possible, in-depth interviewing was used in this research. It is 

described as: 

"...repeated face to face encounters between the researcher and the 
informants directed toward understanding informant's perspectives on 
their lives, experiences or situations as expressed in their own 
words."121  

This process of continuous encounters fits nicely with the concepts of Grounded 

Theory. Grounded Theory will be discussed in Data Analysis (3.4.3). The process 

also fits very well with the process of constant comparison which is discussed in 

Data Analysis (3.4.3) and Triangulation (3.5). 

A video camera was used to record all "formal" events and written notes recorded 

data from informal discussions. Observations were transcribed from the videotape 

of each event and a copy of those notes provided to the members involved for their 

consideration. This concept is discussed in Triangulation (3.5). 

20 Gummesson: 110 
121 Taylor and Bogdan: 77 
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13.4.2 Data Collation I I I 

As mentioned earlier, the primary method of recording data during this research 

was through the use of video recording equipment. Some data was collected by 

means of hand written field notes. 

Data recorded on video tape was reviewed by the researcher and relevant data 

recorded in note or memo form so as to: 

• ensure that the research direction followed the data direction, 

generate a more tangible and transportable record for future interviews, 

• allow for coding of data which resulted in the generation of streams or 

categories of the emerging theory, and 

• assisted in the more effective use of constant comparative analysis. 

Data Analysis 

Jorgensen concludes that analysis involves the sorting, coding and labeling of field 

notes, then the search for patterns, relationships, processes and sequences and the 

building of theories based on these. 22  

Grounded Theory concepts were used to develop the theory. Grounded theory was 

designed by Glaser and Strauss, as a qualitative research theory generator, from 

their belief that qualitative sociologists should direct their attention to developing 

122 :115-116 
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or generating social theory and concepts)23  This view of qualitative research is not 

universal; some researchers take the position that qualitative research, just like 

quantitative studies, can and should be used to develop and verify or test 

propositions about the nature of social life. 24  Regardless of the researchers' 

conclusions in relation to the 'proper or correct' direction of qualitative research, 

theory generation and/or analytic induction, this research developed theory in 

relation to the emotional effects of and on people in times of organisational 

change, hence the choice of grounded theory concepts. 

1 3.4.3.1  Grounded Theory 

Grounded theory is the discovery of theory from data)25  

Glaser and Strauss propose two major strategies for developing grounded theory; 

Constant Comparative Analysis and Theoretical Sampling. 

3.4.3.1.1 constant comparative analysis 
1 

Constant Comparative Analysis is a strategic method used for the generation of 

data. The purposes of comparative analysis are: 

Accurate evidence. On a factual level, evidence collected from other 

comparative groups is used to check whether initial evidence was correct. 

Thus, facts are replicated with comparative evidence. This use of 

123 Taylor and Bogdan: 125 
124 Taylor and Bogdan: 125 
125 Glaser and Strauss: 1 
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comparative analysis is not, of itself; the goal. Even if some of the evidence 

is not entirely accurate, this will not be too troublesome for in generating 

theory it is not the single fact on which one stands, but the conceptual 

category or the conceptual category"' that was generated from it. 

Empirical Generalisation. Another standard use of comparative studies is to 

establish the generality of a fact. The goal in generating theory also 

subsumes this establishing of empirical generalisations for the 

generalisations not only help to delimit a grounded theory's boundaries of 

applicability; more importantly, they help the researcher to broaden the 

theory so that it is more generally applicable and has greater explanatory and 

predictive power. 

Specifying a Concept. Another use of comparative data is to specify a unit of 

analysis for a one-case study. This is done by specifying the dimensions of 

the concept designating the unit. This form of comparison brings out the 

distinctive elements or nature of the case being studied. 

Verifying Theory. Explicit verification beyond testing hypotheses may lead 

to establishing major uniformities and universals, to strategic variations of 

theory under different conditions, and to grounded modifications of theory. 

A touch of generation may be included, but the researcher's focus is on 

verifying; he generates theory only in the service of modifying his original 

theory as a result of the tests. 

126 A category stands by itself as a conceptual element of the theory. A property is a 
conceptual aspect or element of a category. Glaser and Strauss: 36 



Generating Theory. While verifying is the researcher's principal and vital 

task for existing theories, it is suggested that the main goal in developing 

new theories is their purposeful systematic generation from the data of social 

research. Verifying is requisite, but not to the point where verification 

becomes so paramount as to curb generation. Thus, the generation of theory 

through comparative analysis both subsumes and assumes verifications and 

accurate descriptions, but only to the extent that the latter are in the service 

of generation. When generating is not clearly recognised as the main role of 

the given research, it can quickly be killed by the twin critiques of accuracy 

of evidence and verified hypothesis.'27  

3.4.3.1.2 theoretical sampling 
I 

Theoretical sampling is the process of data collection for generating theory 

whereby the researcher jointly collects, codes and analyses the data and decides 

what data to collect next and where to find them, in order to develop the theory as 

it emerges. This process of data collection is controlled by the emerging theory.  129 

The initial decisions for theoretical collection of data are based on a general 

subject and it is the data which direct future decisions. 

The researcher must be sufficiently theoretically sensitive to be able to 

conceptualise and formulate a theory as it develops from the data. This ability then 

combines with concepts and hypotheses that have emerged from the data to 

127 Glaser and Sauss: 21-3 1 
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generate new grounded theory. Obviously then, if the researcher restricts his data 

collection because of preconceived ideas as to the theory being sought, he becomes 

doctrinaire and can no longer see around either his preferred theory or any other.'29  

Glaser and Strauss emphasise the necessity to carefully select research groups, 

other than the original groups, for ongoing data collection such that they meet the 

twin criteria of theoretical purpose and relevance. They believe these criteria create 

a more systematic, relevant, impersonal control over data collection than do the 

preplanned routinised, arbitrary criteria based on the existing structural limits of 

everyday group boundaries.'30  

In determining the degree of theoretical sampling, there are three things to 

consider: 

. Theoretical saturation. Criterion for judging when to stop sampling the 

different groups pertinent to a category is the category's theoretical 

saturation. The criteria for detennining saturation are a combination of the 

empirical limits of the data, the integration and density of the theory, and the 

analyst's theoretical sensitivity. Saturation can never be attained by studying 

one incident in one group.'3' 

Slice of Data. In theoretical sampling no one kind of data on a category or 

technique for data collection is necessarily appropriate. Different kinds of 

128 Glaser and Strauss: 45 
29 Glaser and Strauss: 46-47 
130 Glaser and Strauss: 47-49 
131 Glaser and Strauss: 6 1-62 
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data give the analyst different views or vantage points from which to 

understand a category and to develop its properties; these different views are 

slices of data. There are no limits to the techniques of data collection, the 

way they are used or the types of data acquired. This openness allows for 

different schedules and masses of data which is necessary for generating 

beneficial theory because it yields more information on categories than any 

one collection technique. Slices of data can come from many sources, even 

anecdotal (provided the story was 'lived'), and can be posing different points 

of view when they are supposed to be supportive of each other. Such 

variations in evidence should not be considered harmful, rather as allowing 

the analyst to discover underlying causes of variation. This continual 

correction of data by comparative analysis gives the researcher confidence in 

the data upon which he is basing his theory, at the same time forcing him to 

generate the properties of his categories. 32  

Depth of Theoretical Sampling. The depth of theoretical sampling refers to 

the amount of data collected on a group and on a category. Theoretical 

sampling does not require the fullest possible coverage of the whole group 

except at the beginning of the research when the main categories are 

emerging. These emerge very fast. Theoretical sampling requires only 

collecting data on categories, for the generation of properties and hypothesis. 

Categories should be sampled until saturated. However, all categories are not 

of equal importance/weight. Core theoretical categories"', those with the 

32 Glaser and Strauss: 65-69 
133 those most relevant for prediction and explanation. Glaser and Strauss: 71 
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most explanatory power, should be saturated fully while others' saturation 

will be less, probably due to resources. The theory generates its own 

selectivity for its direction and depth of development. Until the core 

categories emerge, the researcher should saturate all categories.'34  

3.4.3.1.3 applying grounded theory 
1 

The practical application of grounded theory requires developing a theory with (at 

least) four highly related properties. These are: 

Fit. The theory must fit the substantive area to which it will be applied. If the 

researcher has allowed the theory to reflect his own ideals, values or culture, 

then the theory will not be grounded in the data.'35  

Understanding. A grounded substantive theory that corresponds closely to 

the realities of an area will make sense and be understandable to the people 

working in the substantive area. Their understanding the theory tends to 

engender a readiness to use it, for it sharpens their sensitivity to the problems 

that they face and gives them an image of how they can potentially make 

things better through their own efforts.'36  

Generality. The researcher should be concerned with the theory's being 

general enough to be applicable to the whole picture. Because of the 

changing conditions of everyday situations, it is not necessary to use 

rigorous research to discover precise, quantitatively validated, factual 

134 Glaser and Strauss: 69-7 1 
135 Glaser and Strauss: 238-239 
36 Glaser and Strauss: 239-242 



knowledge upon which to base the theory. 'Facts' change quickly, and 

precise quantitative approaches typically yield too few general concepts, and 

relations between concepts, to be of broad practical use in coping with the 

complex interplay of forces characteristic of a substantive area.'37  

• Control. The substantive theory must enable the person who uses it to have 

enough control in everyday situations to make its application worth trying. 

To give this kind of control, the theory must provide a sufficient number of 

general concepts and their plausible interrelations; and these concepts must 

provide the practitioner with understanding, with situational controls and 

with access to the situation in order to exert the controls.'38  

3.44 Data Conclusion 

It is perhaps misleading to have separate sections on data collection, collation and 

analysis since the three processes are really one process in qualitative research. 

Data collection and analysis go hand-in-hand in this approach. 

Throughout participant observation, in-depth interviewing and other qualitative 

research, researchers keep track of emerging themes, read through their field notes 

or transcripts or electronic recordings and develop concepts and propositions to 

begin to make sense out of their data.'39  

137 Glaser and Strauss: 242-244 
138 Glaser and Strauss: 245-249 
139 Taylor and Bogdan: 127-128 
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However, they are separated for the purposes of displaying the components or 

processes which were in use throughout this research. 

3.5 'i'riaiigulation I 

"Generally triangulation refers to the search for consistency of findings 
from different observers, observing instruments, methods of 
observation, times, places and research situations."4° 

It was mentioned previously how the researcher's observation status in the subject 

organisation during this research was perceived. The researcher was an observer 

who was a participant. However, the researcher will take with him, despite his best 

efforts not to, his personal beliefs, value systems, listening and interpretive skills. 

This will affect his ability to interpret data resulting in some form of bias. In order 

to reduce this bias to a negligible level, a number of data validating activities will 

be undertaken continuously throughout the research. These activities are 

collectively referred to as triangulation. 

The triangulation strategies to be used are: 

Use of comparative analysis. This strategy looks for corroboration or 

validation of data between groups. A minimum of three groups within the 

orgamsation will be used to generate theory, see Data Source. 

140 Chadwick Ct al: 40 



. Feedback. Each of the research subjects will be provided with a copy of the 

research field notes drawii from communications with them with a request 

that they report as to the accuracy of the data. 

Abraham poses the question in relation to 'factual' demands of qualitative 

research: if triangulation is about checking validity and reliability, should 

researchers always expect consistency? He quotes Patton in responding. Patton 

suggests not. In discussing triangulation of qualitative data sources he states: 

"The fact that observational data produce different results than 
interview data does not mean that either or both kinds of data are 
invalid, although that may be the case. More likely it means that 
different kinds of data have captured different things and so the analyst 
attempts to understand the reasons for the differences." 4  

3.6 Data Source 

Earlier in this chapter it was mentioned that the research method used would be 

exploratory case study. This research is exploratory because it had not been 

undertaken before. This is so partly because emotions and organisations and 

change are not normally spoken of in the same breath. However, in our fast 

changing society, this phenomenon has emerged and it is an area about which little 

is known. 

Given its uniqueness, the question is, where do these research data presently 

reside. It is clear that the most sensible way to obtain these kinds of data is to ask 

41 Abraham: 109 
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someone who is likely to know, that is, people who actually experience the 

phenomenon'42  

3.7 Limitations 

There are a number of limitations in the methodology detailed in this chapter. 

These are: 

• Time. Because only one year is allowed to complete this research, a 

relatively short period of time for a piece of research of this quality and 

quantity, research is restricted to one "industry" data source. 

• Data Source. By restricting research to one data source, even though 

different groups are being used within that data source, there was the risk of 

reducing the quality of the research theory because the theoretical sampling 

spread preferred in the use of grounded theory may not be able to be fully 

satisfied. The risk would be in not achieving 'generalisation' with the theory. 

If the data collection and analysis process leads to data sources outside the 

data source, it will be difficult, if not impossible, to "chase down all leads" 

given the time limitation. 

• Bias. This research was conducted from the researcher's position of a 

participant observer. The mere fact that the researcher was physically present 

at the data source organisation meant that some effect had been brought to 

bear on the subjects. Also, being introduced by the Director puts at risk the 

immediate receipt of co-operation. The researcher carried with him, 

142 Williams et al: 243 



consciously or unconsciously, his values and beliefs which will have had a 

bearing on the way data was interpreted. Therefore, both the researcher and 

the subjects may not be communicating in a totally free environment, at least 

in the first instance. However, the rigorous application of constant data 

comparison and attention to the data being the source and direction of the 

research will have alleviated this limitation to a large extent. 
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4. DATA AND ANALYSIS I 

In the previous chapters the researcher has detailed the purpose of this research and 

why it is significant. Also, the research methodology using concurrent collection, 

collation and analysis of the data has been thoroughly discussed. 

The literature review has shown clearly that whilst there are a profusion of 

organisational change models, none of these models makes the emotions of those 

involved in the change process and their effects, its principal consideration. This 

research does that in a case study environment as exploratory study. 

Finally, the data was collected using participatory observer and in depth interview 

standards in conjunction with the principles of grounded theory - constant 

comparative analysis and theoretical sampling - ensuring that the outcome is 

rooted in the data. 

This chapter contains the data and the analysis of it in a form of time series frames. 

That is, as the data collection and analysis was conducted over a period of time 

which coincided with the preparation for, the actual change and the post change 

time periods in the case study, the outcomes will be reported here in a sequential 

and continuous format of collection, review and analysis cycles consistent with 

grounded theory principles. It will also become obvious that the researcher's role 

began to shifi to that of an Action Researcher as his intervention in the 

organisation became more accepted by the actors. As stated in Chapter 2, this was 
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not the expected role the researcher set himself but rather it occurred as the case 

unfolded and the instances of interaction increased. 

This chapter begins with a description of the change event and the actors who 

sourced the data for this research. It concludes with the recording and discussion of 

the data which represents the finalisation of the substantive portion of the change 

program. It provides the basis for the research findings which will be detailed in 

chapter 5. 

4.1 DataSource 

4.1.1 The Change Event 

The change event which provided the opportunity for this research to be 

undertaken was titled project "Spear""'. The charter of project Spear was to plan 

for the acquisition, configuration and implementation of the Australian Federal 

Police PROMIS System & Intergraph CAD for the Northern Territory Police, Fire 

and Emergency Services' 

The project background is that the then current technology used by the NTPFES 

was not Year 2000 compliant and its functionality was not supporting their 

143 Single Point of Entry, Access and Retrieval 
144 Northern Territory Police, Fire and Emergency Services - Project Spear. 1 
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mission critical core business applications. A number of options were canvassed 

and the PROMIS'45  and CAD'46  applications were recommended and funding was 

approved by the Northern Territoiy Government. 

The project called for the unique integration of two systems. One part of the 

proposed integrated system was the Intergraph CAD system which system was 

successfully employed in another like environment. The second part of the 

proposed system, PROMIS, was a much more detailed, expansive and potentially 

superior system to that being used; however it was incomplete, not successfully 

interfaced to the CAD system and not NTPFES friendly. Therefore the 

technological challenges were severe. 

Added to those challenges was the scarcity of resources committed to the project 

and the exceedingly tight time frame to completion. Completion of the project 

"Spear" would occur when the two independent systems were successfully 

integrated and installed in the relevant NTPFES sites and the users of the new 

technology were successfully trained and operational. It is reasonable to say that 

this stage of the project "Spear" has been successfully completed with only a 

couple of small, albeit important, stages to be finalised. Jeffs notes: 

"The 12th May marked not the end of the project, but the beginning of 
a new era in policing in the Northern Territory. Over the next 12 
months we will be continually refining PROMIS to increase its 
functionality and usability for the members."47  

145 Police Real-time On-line Management of Information System 



The project administration plan made detailed provision for the establishment of 

task forces to complete the various project components Territory wide, appropriate 

delegations, likely risks and their management as well as action statements per 

task. Also, there were severe time and resources restrictions factored into the 

process. In other words, the planning document was thorough as to the "change 

model""' provisions detailed in chapter 2 but made no provision for the likely 

emotional effects of the change and the management of the process. 

In summary then, this change process was technically well plarmed so as to meet 

extremely tight time lines while operating in an environment where resources were 

limited and additional resources unavailable. 

4.1.2 The Actors I 

Project Spear was essentially a technology and applications program which 

effected the large majority of the Police, Fire and Emergency Services employees. 

Over 600 people Territory wide received training in the use of PROMIS and over 

50 people from across the services were trained in the new communications 

system, CAD.'49  

146 Computer Aided Dispatch 
147 :3 
148 This reference to a "change model" is generic in that most of the change models referred 

to in Chapter 2 followed a similar process model. If there was a majority model from 
among those detailed then this change model would have been very close to it. Therefore, 
this refernce to change model is not a reference to any specific change model. 
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However, the researcher limited the scope of the research to administrative staff of 

the Police Service plus the nominee of the Chief Fire Officer responsible for this 

project. The reasons for this group selection are: 

. the time factor. Only a comparatively short period of time was available for the 

research given the overall time frame for completion of the project; 

by limiting the research to organisational/administrative roles the outcome 

would have more "generality"150  acceptance and hence wider applicability; 

by excluding operational Police, Fire and Emergency service personnel the 

theory's generality was enhanced and the likelihood of unrelated "emotional 

baggage" skewing of the data was reduced. Operational service personnel are 

those whose predominant work duties do not involve administrative duties. An 

example of those excluded are the personnel who would normally attend at 

accident scenes or at other places where emergency services would normally 

be performed. 

The actors were representative of a cross-section of the organisational hierarchy 

affected by the project. They included personnel from the Spear project core team, 

project team support staff and end users. The research group commenced with 

eight members and concluded with seven. The eighth member was transferred 

during the course of the research. 

149 Jeffs, M. :2 
150 Glaser and Strauss hold that the practical application of grounded theory requires 

developing a theory with (at least) four highly related properties, one of which is 
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The actors were allowed time off from their daily duties to attend interview 

sessions. Each was told that data they provided would remain confidential and a 

letter of support from the Assistant Commissioner, Corporate Services was 

provided to each actor (see Annexure 2). In that letter the Assistant Commissioner 

clearly set out the researcher's role, reiterated the independence of the research 

from the affairs of the NTPFES and encouraged individuals and supervisors to 

become involved in the research. He also provided an office in which the 

interviews could be undertaken. 

For ease of referencing and to maintain some degree of anonymity for the actors, 

all will be referred to as the female gender regardless of their actual gender. 

4.2 Data and Analysis. 

Project "Spear" was conceptualised in mid 1998 after a number of options were 

considered to upgrade technology used by NTPFES. The most important date for 

the project was 12 May 1999 when the project went live. The substantive research 

commenced in February 1999 and concluded in September 1999. 

The data and its analysis evolve as the case unfolds through periods of time 

relevant to the preparation for the change event, the change event itself and post 

change event. The sub-sections of the data and analysis chapter coincide with the 

periods of time for the preparations for the implementation of the change event, the 

generality. They describe it as research bemg concerned with the theory's being general 
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period when the change event actually occurred and the period after the occurrence 

of the actual change event. 

Part of the conclusion to each of these time-relevant subsections will be a register 

of emotions sourced from the data for that period. These emotions registers will 

provide the data for the research findings as detailed in the final chapter. 

14.2.1 Preparing for the Change Event I 
The initial set of interviews provided the opportunity for the researcher and the 

actors to familiarise themselves with the research process and to discuss and better 

understand the research purpose. Also, it introduced the actors to the method of 

data recording; the video camera. Some expressed hesitation as to its use whilst 

others seemed to pay it little regard. One of the actors stated that she would 

complete one recorded interview and reconsider the use of the video camera. She 

agreed to its continued use. 

1 4.2.1.1  Emotions I 

During the early interviews, it seemed important that the researcher and the actors 

were aware of what it was they were discussing, that is, emotion. 

enough to be applicable to the whole picture. 
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4.2.1.1.1 What is Emotion? I 

The expectation was that the actors would provide a loose set of parameters in 

which could be accommodated their individual understandings of what an emotion 

was. It was important at this early stage to ensure that this explanatory data was 

from the actors and not from the texts. It was important so as to retain loyalty to 

the principles of grounded theory. Of course, this method could potentially side 

track the research and thereby some of its claim to generality if the actors' 

interpretations were largely outside those which a reasonable person might be 

expected to embrace. In section 1.6 the Concise Oxford Dictionary definition was 

proposed as a generally accepted definition for use in this research. That definition 

was: 

"emotion n. disturbance of the mind; mental sensation or state; 
instinctive feeling as opposed to reason." 51  

A number of similar theories were offered which all actors, bar one, were prepared 

to accept. The generally accepted theory was that emotions were the things which 

determined how one felt at any given time and were generally affected by the 

"goings-on" in the person's environment. This definition accords with the Oxford 

definition as it does with what Bedford refers to as the traditional view of emotion: 

"an emotion is a feeling, or at least an experience of a special type 
which involves a feeling."352  

151 :315 
152 :265 
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It was also generally agreed that emotions and feelings were similar enough that 

the terms and their meanings could be used interchangeably. It is clear that the 

actors' generally accepted interpretation is not out of line with academic 

interpretation and that it passed the test of acceptability by a reasonable person. 

This seemed to be a very pragmatic approach to the issue of interpretation and was 

in keeping with the researcher's general pragmatist theme of this research and the 

preferred outcome being useable by organisations. As Heam says: 

"It is the methodological status of the category, 'emotion', that is more 
important than substantive provision: what is of most interest is how 
the concept of 'emotion' is used or invoked rather than the search for 
definitions, either in general or in particular."53  

The dissenting actor's view was that feelings were the outward manifestation of 

emotions and that they were negative. That is to say that one's feelings were 

always negative. The actor was unable to explain how smiling, laughing, joyous 

behaviour and so on could be associated with negativity or to enumerate the 

emotions which might have caused these manifestations. In conclusion, the actor 

was left to ponder her interpretation and that of the other actors and make her 

decision on the interpretation. Nothing more was heard on the issue. 

This data set an understanding of the interpretation of emotion. However, when 

asked, the actors were unable to list more than about six emotions. The texts will 

153 :146 
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list as many as one would be likely to need 4  and it was puzzling that the actors 

could think of only a few. 

In pursuing this apparent anomaly, two issues emerged which would require great 

investigation. The first was that there was agreement between the actors that for 

much of the time they operated in a form of emotion free zone where nothing of 

either a positive or negative nature occurred of sufficient significance to initiate an 

emotional change registerable on their emotional meter. The second was that the 

data was suggesting that outside this emotion free zone, only a limited number of 

emotions were experienced. 

EMOTION FREE ZONE 

The early data revealed that the actors could recall only a limited number of 

emotions which had affected them in the previous seven days. The explanation was 

that they spent a significant amount of their time in an emotion free zone. One 

actor explained this phenomenon as one's daily life being an emotional continuum 

which has acceptable positive and negative boundaries which, when not exceeded, 

provide the owner with a feeling of emotional stability and comfort. However, 

exceeding these boundaries brings on an emotional response, the nature of which is 

determined by the positive or negative nature of the stimuli. She explained this as 

the emotional peaks and troughs theory. 

154 Fineman edited a text, Emotion in Organisations. A review of its index reveals 
approximately 50 terms which the researcher considers as emotions. 
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Heam refers to emotionalised zones. These zones are places or settings which 

become understood in terms of different emotions. 

"So the funeral parlour, pithead bath, shop floor canteen are each 
socially constructed for particular forms of emotional display - 
solemnity, tears, laughter, joy.. •"155 

Hearn further rationalises the concept: 

"The notion of emotionalised zones also reminds us that organisations 
rarely have homogeneous emotional cultures. Corridors, tea rooms and 
corners of workshops offer different degrees of emotional freedom."56  

In order to understand this emotional comfort zone it is necessary to understand 

what it is that determines the boundaries of the zone or, at least, to understand 

where the boundaries are. It is important to an organisation's management and 

employees to understand this comfort zone because it is the parameters of the zone 

which determine the latitude the individual will allow before the emotional 

comfort zone barriers are breached and the individual's emotional state changes. 

Further, it is important to know whether there exist different comfort zones for 

different activities, as Hearn and Parkin 57  suggest. It is important because the 

outcomes to some similar stimuli in different comfort zones may well be different 

and therefore the management of the stimuli and the outcome will vary. 

The stimuli can provide a positive or a negative emotional response or a series of 

either positive or negative responses which influences the person's behaviour, Of 

155 Fineman, S. : 6 
56 Fineman, S. : 6 

157 :167-189 
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course, knowledge of these stimuli targeting positive and negative emotional 

responses are reasonably well documented in Organisational Behaviour theory'58  

however they are known in generic terms rather than organisational specific or 

individual specific terms. Therefore, it becomes important for management to 

understand generic emotional stimuli, their organisation's emotional stimuli as 

well as individual personnel' s emotional stimuli, including their own. 

Emotional Stimuli 

Generic emotional stimuli are those which people would generally accept having 

like outcomes. Examples might be winning first prize in a lottery which would 

result in any winner feeling happy and the celebration of Victory in Europe day 

which caused overwhelming outpourings ofjoy and relief. Similarly, the deeds of 

Adolf Hitler, Idi Amin and Milosevic are widely regarded as inappropriate and the 

158 Adler refers to Vroom's Expectancy Theory as a stimulus for motivating people to 
achieve through a expectation of a reward (eg: continued employment, pay rise) for 
producing results. 157 
Adler refers to Herzberg's Two Factor Theory which suggests that certain extrinsic 
(hygiene) factors only have the power to demotivate while intrinsic (motivators) have the 
power to energise and motivate. 156 Herzberg's extrinsic factors largely correspond with 
Maslow's lower order physiological and safety needs while the intrinsic factors largely 
correspond to Maslow's higher order needs. 152 and 156 
Adler notes that Hofstede points out that culture infleunces factors that motivate and 
demotivate behaviour. 156 
Lussier refers to the effects on behaviour of the various leadership theories. 176 He also 
discusses the behavioural effects of an individual's attitude. 192-193 
Coffey et al refer to Deficiency Reduction Needs, which trigger behaviours of avoidance, 
and Growth Aspiration Needs which motivate people to approach or seek out experiences 
that they find personally meaningful. Coffey goes on to say that thinking about these two 
sets of opposing forces helps explain why a person's behaviour changes day to day. 103-
104 
Schermerhorn (462-688) and Robbins (24-187) look at the roles of organisational politics, 
leadership, communication, change, stress, conflict, negotiation and innovation on 
behaviours within an organisation. 
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cause of much pain, suffering and grief. These emotionally induced states would 

be shared by most people when confronted with these same stimuli. 

The second consideration in attempting to explain the emotional zone boundaries 

is the role played by the culture and norms of the organisation'59  itself. 

Organisational cultures and norms are the guidelines which allow the organisation 

to exist. These guidelines may be written or unwritten and performance within 

their boundaries is generally held to be acceptable. Therefore, the organisation's 

cultural and norms boundaries could be said to be the same as the emotional zone 

boundaries people observe. The reason people observe these boundaries is that 

they are able to remain in their emotional comfort zone; a place of safety and 

serenity. 

The data show very plainly that the organisational culture and norms which 

pervade the working lives of these actors is para-military in nature with very strict 

levels of authority and a regime of total adherence to a discipline based set of 

rules. This was the unanimous opinion of all actors. 

In explaining the para-military style of organisational management confronted by 

the actors and its effects in this research, it is necessary to review the wider 

organisational culture and norms. This is because whilst the change process was 

159 It is important to remember at this time of examining organisational norms and culture 
in trying to explain how they contribute to the triggering of employee's emotional 
stimuli that those actors in this research who are sworn members of the PFES are not 
operational officers. That is to say that their roles during the course of this change 
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organised by the Spear team, the majority of users will be the operational officers 

who operate in the wider organisational culture and are guided by that culture in 

their acceptance or otherwise of the change. 

The literature suggests that the organisational culture of the police force is 

changing as a result of society becoming more complex, better educated, and more 

critical of how police operate.'6° This change is also being driven by the 

proliferation of specialist crime fighting organisations such as the National Crime 

Authority (NCA) and the Independent Commission Against Corruption (ICAC).16  

To provide a better service, police leaders must look to innovative and 

transformational ideas to enable policing to throw away the chains of a hierarchical 

and para-military organisation and become a modem proactive and service 

oriented organisation.'62  

Nixon and Reynolds hold that within the New South Wales Police Force the 

organisational culture which directs its model of thinking or its theme determines 

the presiding paradigm. Within that force, they see two quite distinct and 

identifiable paradigms in operation. The first they identify as a combined 

functional-mechanist paradigm which has been referred to as the military-

bureaucratic model, prevalent in policing across democratic countries. The second 

paradigm they identify as being distinctively proactive in its planning model is 

process were administrative. The reasons for excluding operational officers were set out 
in 4.1.2. 

'° Palmer, Mick :85 
161 Palmer, Mick :84 
162 Palmer, Mick :84 
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evident in the community based policing approach.163  This concept of paradigms 

and paradigm shifts within police forces is supported by other authors) 

The military-bureaucratic model is widely held to be the dominant paradigm 

having its roots in police organisation culture and sub-cultures. Nixon and 

Reynolds refer to the "superstructures"165  which have evolved in the police force as 

the struggle to maintain this culture is fed by the symbols of success, rank and 

power. Bradley and Coiccarelli refer to this dominant paradigm as being: 

"organised in quasi-m ilitaryfashion , with a centralised, classical 
organisation structure, with unity of command and control, a strict 
reporting relationship tying each and every officer to the chief 
executive bureaucratic head - the police chief." 66  

So it is within this organisational structure that the actors are exposed to the 

organisational cultures and sub-cultures which dominate their thinking and their 

actions. Some authors'67  agree that it just so happens that this type of organisation 

has its culture very deeply rooted in thinking and beliefs which are fast becoming 

out-dated. 

The third and final consideration in attempting to explain the emotional zone 

boundaries relates to the individual and her capacities. Here the issues to be 

considered are those which form the emotional comfort zone for that person. There 

is no definitive set of standards which provide an answer to this query and there is 

63 Chappell & Wilson :50-5 1 
64 Bradley and Coiccarelli :78-83 , Bradley, D :85 

165 :52-53 
166 :79 



little doubt that the actors reacted differently to similar stimuli when in the 

organisational (work) environment and when they were not. For example, actors 

reported an acquiescence in the work environment to stimuli which, outside the 

work environment resulted in harsh loud words and/or "switching off' from the 

environment. Within the work environment, it would be regarded as a dereliction 

of duty to respond in that way. 

Similarly, the data says it would be an over-simplification to rely on the individual 

stimuli providing a unique emotional outcome. For example, a number of the 

actors provided data which resulted in contradictory outcomes to the same stimuli. 

That is, they felt positive about the change and the likely outcomes and this was 

reflected in their conclusions that the change process provided advancement 

opportunities, whilst they were negative about the capacity of the hardware or the 

applications providing favourable solutions for them. In fact, two actors believed 

that the outcome would be negative in that they foresaw the need for additional 

resources (apart from the need to technically and organisationally complete the 

change) to complete their current tasks but were disappointed in their attempts to 

have this 'fact' recognised or addressed. Therefore, they are saying that the 

academic organisational behavioural theory168  on stimuli does not explain the 

totality of what it is that sets these emotional zone boundaries. 

167 Nixon and Reynolds :53;Bradley and Coiccarelli :78-79; Palmer, M. :84. 
168 An example of this might be that OB theory would hold that the production of ajob 

description for an individual would be a positive stimuli to that person's performance. 
However, the person may see it as a negative outcome because the job description places 
restrictions of the person's commission without that having been the intent. 
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Another relevant issue in discussing the personal environment free zone and the 

varying effects of stimuli is that of the likelihood of the person experiencing the 

stimuli to react in predictable or consistent ways. And it should be noted that there 

are likely to be two streams of response to the same stimuli. These streams are 

described as the socially acceptable response determined by that society's norms 

and the conflicting response when confronted by a stimuli which is contained 

within the family environment. For example, one actor referred to her experience 

in confronting like stimuli as harsh words and overt actions evidencing her 

displeasure whilst dealing with the stimuli in the family environment, harsh words 

without the behavioural display when dealing with friends and a concerted effort to 

not become involved in any displays in her work environment. 

The discussion on the emotion free zone concluded with general agreement that 

such zones exist and that there are likely to be at least three separate but 

interlinking zones. Generally the zones were referred to as: 

a generic zone where all reasonable women would agree that an event or a 

stimuli would, among them, have a like result. An example given is wirming the 

lottery, 

• an organisational zone where the boundaries were determined principally by the 

organisation's culture and norms. They recognised the importance of the 

variation in organisational cultures and norms in their own environment which 

is that of a para-military organisation heavily dependent on discipline and status 

to give effect to its mission critical activities, and 



• the individual emotional zone which related to activities outside of the 

organisational environment and how the actor responded. The actors noted that 

the same stimuli faced within the organisation may well be treated differently 

when faced outside the organisation. Also, their responses led to the conclusion 

that their individual reactions could not be universally applied when 

anticipating the response of another actor to the same stimuli. That is, the 

responses would be treated as unique. 

Interlinkages Across Emotional Zones 

The idea of inter-linking zones of emotional comfort or emotion free zones 

introduced in the previous sub-section had its origins in the actors reflecting on 

their emotions throughout this preparation period. The data shows that there are 

two aspects to this inter-linking concept. 

The first aspect relates to the likely emotional responses to similar stimuli 

confronted when different norms apply. This has been discussed in the preceding 

sub-section. The second aspect relates to emotional zone parameters experienced 

by the same person when she performs the dual roles of the managed and the 

manager. For example, actors reported instances where they remained in the 

emotional zone that permeates their role as a managed employee in the 

organisation as directed by the organisational culture and norms; 

however in fulfilling their role as a manager within the organisation they took a 

more aggressive role within the team. 



The variations in the actors' emotional zone boundaries based on their status or 

rank proved difficult to explain. Some thoughts on it included: 

the manager's need to be seen as 'one of the boys' displaying a healthy, but 

discreet 'in-club', distance from the 'top floor', 

the apparent 'consensus with the flow' maintain the status quo within the team, 

• it obviated the opportunity to expand on the negative theme. 

This linkage between performance and status is in keeping with the norms 

associated with the dominant paradigm on policing as expressed earlier in this sub-

section. 

Another important aspect of this interlinking concept is the way in which the 

actors who are the subject of it, or who are players within the environment, 

perceive the roles of the players, the advice/directionlexplanation they receive and 

how that outcome filters down the command chain. In trying to explain this 

interlinking effect in this environment, there seemed to be distinct patterns in 

interpretation depending on the status of the actor within the organisational 

structure. Of course, this should come as no surprise given the para-military nature 

of the organisation and the culture which affords "untouchable" or unaccountable 

status to the higher levels of the command structure. This cultural norm should not 

be seen only as a negative or an impediment to progress and change for it also 

affords specialised groups or teams, such as the Spear group, increased access to 

the higher levels of the command structure. This concept is pursued in 4.2.1.2. 



The data shows that a level of antipathy exists between actors based on their 

positioning in the chain of command. The outcome is that the way 'levels' of 

actors respond to stimuli may vary markedly when the stimuli is a result of action 

or inaction at a higher level. An example of this is the way actors (refer to these as 

seniors) responded to questions from those either reporting to the actor because of 

their position within the organisational structure or those who held the actor in 

some regard. The seniors would respond to enquirers with the "party line" whilst 

themselves feeling disappointed, demoralised and demotivated by the scarcity of 

evidence of performance either at all or in addressing expressed concerns. 

It is clear from the data however that the level of antipathy bore a direct 

relationship to the level of information to which the actors had access. This 

question of access to information is addressed later but it is relevant to include here 

for roundness that in many cases the actual situation and the perceived situation 

rarely coincided. This is not offered as an excuse for any of the sins which either 

side may have committed, rather as another contributor to the explanation of the 

role played by emotion free zones and different stimuli in what drives individuals 

to stay within or to breach the emotion free zone boundaries. 

OUTSIDE THE EMOTION FREE ZONE 

In early discussions, the actors were asked to reflect on the emotions which had 

affected them over the previous seven days. The response was that only a few 

emotions could be recalled as noteworthy by the actors. This seemed somewhat 



incongruous to the researcher and further discussion revealed the existence of an 

emotional comfort zone which dominated much of their time. This phenomenon 

was discussed in the previous sub-section. However, the actors did itemise a 

number of emotions which had affected them in that period which they believed 

moved them outside the emotion free zone and as more data was received there 

began to emerge two theories which were used to explain the limited number of 

emotions experienced. The first is the concept of super emotions, and the second is 

the concept of cyclical emotion sets. 

There seems to be some conftision in the data as to whether the conclusion of super 

emotions is the best way to identify this phenomenon and this confusion arises 

because it is unclear whether what have been called super emotions are the logical 

head of a hierarchy of subservient emotions or the super emotion was the one 

which made the greatest impression on the actor. The data does however reveal 

that emotional events outside the emotional zone usually occur in clusters. The 

concepts of super emotions and clusters or sets of emotions are discussed in the 

following sub-sections of this chapter. 

It does not much matter what term is used given the desired outcome of the 

research. What is important is that the emotions triggered by the change event 

process are recorded together with as much cause and effect data as is available. 



Super Emotions 

The data revealed a consistency of emotional response to a disparate set of stimuli. 

This is not unusual in itself, however it was the seemingly supportive role of 

emotions culminating in the actor's conclusion that the emotion they experienced 

was the super emotion. This concept was developed as data was sought from the 

actors which would provide explanations for the stimuli which caused the 

emotional state. 

The label "super" is used not to suggest that one emotion was more important than 

another but rather that the super emotion was the peak emotion in the environment. 

For example, actors named the emotion of frustration as a recurring emotion in 

events associated with the organisational change. However, associated with this 

emotion were others linked to various components which comprised the event 

which caused the frustration. Some examples of the linked emotions are anger, 

demotivation, demoralisation, empowerment and stimulation. The apparent 

anomaly in positive and negative emotional outcomes purportedly from the same 

event will be dealt with elsewhere. The important outcome here was that the actors 

seemed to encapsulate a series of supporting emotions into a major or super 

emotion for the purposes of communicating their positions. 

The use of super emotions to communicate an actor's position did not usually 

result in the true position being known. There were norms used in the organisation 

and these are readily understood. However, the introduction of individual or 



"organisational status""' specific norms as a communication facilitator seemed to 

be doomed to failure. This was especially so in an organisation which embraced 

the para-military organisational culture and norms. 

Another outcome of the use of super emotions which conceal other supporting 

emotions was that the opportunity existed for the individual to deflect external 

enquiry without actually being untruthful. An example was when an actor was 

asked her opinion on a particular option or planned event. The data show that 

actors used the super emotion to explain their position. Specifically, actors 

reported instances of emotional states ranging from anger to demoralisation when 

asked about the apparent lack of information being made available to them about 

the project. Initial responses were that the actors were frustrated with the hierarchy 

and the time it took to get something done or to get a response. 

This was the comfortable emotion to display and it was an organisationally 

acceptable reply as it fitted within the culture and norms of the organisational 

structure in which they operated. However, in this example to conclude that the 

event being queried resulted in a person being frustrated was, according to the 

data, a dangerous conclusion to draw. Of course the actors were frustrated by the 

seeming inactivity from the hierarchy but either supporting or being masked were, 

in many instances, far more detrimental emotions. 

169 Mitchell et al :272-273. This notion of status within the organisation provides the 
group's rules for determining the "importance" of the personlposition within the 
organisation. The higher the status the higher the ranking. As has been demonstrated 
earlier, the concept of hierarchy and intermingling of rank in a para-military 
organisation is discouraged. 



In concluding this example, it also seemed incongruous that some actors carried 

the roles of both the unsated enquirer and the unsating hierarchy. Perhaps this 

phenomenon can be explained by the seemingly untouchable status afforded 

people of rank within the organisation and the ease with which rank allows one to 

shift positions. 

It would be unfair to suggest from the above example that any actor was derelict in 

her duty or exhibited an obvious misuse of rank for the data did not contain any 

such instances. However, it was one event of many reported where the substance 

of the data was a lack of communication from the higher "rank" that precipitated 

the lower "ranked"7° actors' observations and it was the higher "ranked" actors' 

observations in relation to organisational command level communications, which 

provided the data used in the example. 

The emergence of the idea of masking one's emotions was interesting because it 

related back to the second and third of the three types of emotional stimuli and 

their effects, referred to in 4.2.1.1.1. Putnam and Mumby suggest that felt and 

expressed emotions are not necessarily consistent. They go on to say that people 

often mask their feelings to manage social impressions, to avoid embarrassment 

and to save face. 7' Their conclusions certainly corroborate the data. They also 

appear to support the notion emerging from the data that the structure of the 

organisation has an effect on the degree or spread of emotional masking. They hold 

170 The term rank is used her in an organisational sense rather than a person's actual rank. 
:50 



that when emotional labour172  becomes institutionalised with deliberate, ascribed 

feeling rules aimed at serving an organisation's commercial or strategic ends, the 

tension between the felt and feigned emotions is often great and the potential for 

employees to lose touch with their own feelings is heightened. 173 

The theory of emotional labour sits comfortably with the data as it relates to 

emotions within the organisational environment. 

There were myriad examples of the masking of emotions and it would be unfair to 

conclude that they were all based on negative emotions. Indeed it was mentioned 

earlier in one example used to demonstrate the existence of super emotions that 

one actor reported feeling frustration because she could not get early access to a 

technology which she regarded as challenging and providing an opportunity for her 

to improve her skills. 

However another example which demonstrates this notion put by Putnam and 

Mumby that masking leads to uncharacteristic outcomes involved an illness to an 

actor's partner who was very well known and liked by others in the organisation. 

The actor found herself in a position where she felt she was being "loved" to 

distraction because of the continual concerns and best wishes expressed by her co-

workers. She decided that she would change her work habits to engross herself in 

her work and to re-invent herself as a leader in her section and to drive the events 

72 Emotional labour is the effort an employee must exert to project the organisation's 
image regardless of how that individual herself feels. Fineman :3 



within her section. This re-invention was expressed by the actor as her way of 

dealing with her then dominant emotions. 

The Cyclical Nature of Emotion Sets 

This concept of the cyclical nature of emotional sets emerged from the data used to 

explain the seemingly incongruous situation of the actors being able to name only 

a few emotions which they had recently experienced. Actors had introduced the 

notion of the emotion free zone and it was the emotions outside this zone which 

were being discussed. The data suggested that the actors used super emotions to 

explain their emotional states at given times. They also referred to a concept of a 

set of emotions which followed a logical looping series to explain their emotions. 

The emotional set could be explained as a set of emotions which follow a uniform 

path to conclude with the recognised emotional state. It is similar to the use of 

super emotions in that it recognises a 'descriptive' emotion which can be used in 

communication which is at the head of a set of supporting emotions. It would also 

seem that the construction of the emotions set is based in the organisation's culture 

and norms. 

The distinguishing nature of the emotional set was that it followed a cyclical path. 

That is, there was a dependence of the current emotion on the former. The super 

emotion example was applicable here in that the set was recognised by the emotion 

of frustration; however the cycle which resulted in that emotion was recognised as 

173 :50 
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the example unfolds. One actor reported that attempts to clarif,' the role she would 

play in the change event resulted in frustration. However, within the cycle 

resulting in frustration, was anger, demotivation and demoralisation. 

Those in the organisation know the cycle and the embedded emotions from the 

data. This situation seemed to be one which would readily find roots in a para-

military organisational environment because of the disciplined hierarchical status 

which provides those at a lower rank little alternative in this environment but to 

accept it and to keep working. 

CONCLUSION 

The data generated in this section of the research addressed the issues the actors 

presented as relevant in defining emotions and how they are manifested in their 

organisational environment. 

The data conclude that emotions and feelings were interchangeable terms and that 

they could be defined as those things which determined how one felt at any given 

time and were generally affected by the 'goings-on' in a person's environment. 

The data gave birth to the notions of emotion free zones, where a person's 

emotional state is not directly stimulated either positively or negatively, and the 

likely effects on emotions outside the emotion free zone. Also introduced was the 

role played by the organisation's culture and norms as well as the concepts of 

super emotions and the cyclical emotional set. 
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The role played by the organisation's culture and norms was shown to be a major 

contributor to the actors' mode of emotional "expression". This role is further 

examined in the following section. 

1 4.2.1.2  Working the Command Structure I 

It is acknowledged that the NTPFES is a para-military style organisation based on 

discipline and a clear demarcation between ranks. Similarly, the data show that this 

organisational style and its culture and norms pervade non-uniformed and 

uniformed employees. 

A major consideration emerging from the data was the lack of communication 

from higher ranked personnel. As Palmer says: 

"There was only one way that the lower ranks could communicate with 
the upper echelon of the organisation and that was through the various 
senior officers who filtered the information as they forwarded it 
'upstairs' "174 

And so it was then that the employees of this organisation report emotions of 

frustration, disharmony and demoralisation at the apparent failing of management 

to recognise matters raised, to properly prepare those affected and to provide 

feedback/leadership. Dalglish notes: 

"There is a tendency in restructuring to ignore the human dimension or 
to see it as peripheral to the change process. People are seen simply as 
one aspect of change, a cost or even an impediment, rather than the key 
to successful change."75  

174 :84 
175 :61 
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The issues relative to organisational change are discussed in a following section. 

It was also important to note that actors at different levels within the organisation 

responded differently when discussing the emotional effects of working in this 

structure. It should also be noted that all of the actors made the same observation 

as to working within the structure. 

What then were the emotional effects of working in this environment during this 

change process? 

Acquiescence 

All of the actors noted, to varying degrees, frustration at dealing with others at 

different ranks within the organisation. Generally this occurred when lower 

"ranked" individuals were the instigator/inquirer and the higher rank showed no 

obvious form of response. 

The data suggests that the way the actors responded to this lack of activity was one 

of acquiescence. This took the form of retreating from the position put to the 

higher ranks and an acceptance of the norm even though it was not, according the 

inquirer, the best, or any, solution to the issue raised. The term acquiescence is 

used because there was little evidence in the data of the inquirer further pursuing 

the issue but rather concluding that she could not beat the higher rank so she 

acquiesced. 



Nonchalance 

The actors displayed nonchalance in differing circumstances. For example, one of 

the actors responded to a question about what happens to those people who have 

missed compulsory training sessions. The response was that they would have to 

catch up in time and until then they would have to figure it out. The "it" being the 

new software. The actor continued that there were some people who would never 

change and that they were running a covert program of destablising the project. 

Another example was an actor's response when asked what she would do in her 

job after the cut over day if she had not received training. The response was that it 

would not be her fault if the tasks she normally performed could not then be 

performed. She works from 9 to 5 and if it could not get done in that time then it 

would have to wait. 

These and other examples of nonchalance did, in the first instance, seem to be at 

odds with the notion of a para-military type of organisation based on discipline. 

However, the data provides some explanation of this phenomenon. Whilst the 

para-military organisation is dependent on the use of discipline to ensure 

performance, there is a contra discipline in effect which says that unless the higher 

rank provides the tools to perform the duty the employee will, without referral, use 

their current tools regardless of their ability to produce the required outcomes. It 

could be likened to a work to rule ban. 
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Across the Rank 

It was mentioned earlier that acquiescence across ranks in this organisation was 

based on the lower rank acquiescing to the higher rank. It was suggested that the 

power resident with the higher rank would, if the issue became contested, prevail 

therefore the lower ranked person acquiesced. 

Another method used in this organisation to achieve a result is based on the 

starvation principle. This principle holds that if other parties do not want to 

perform as they are asked then some vital piece of information or other resource 

will be withheld. The data show that the invocation of this principle was usually 

precipitated by the higher rank, or a like rank, and it provided a very effective 

substitute for open conflict with other parties. The reason it was effective is that 

the owner of the information or other resource would need to be convinced to turn 

it over and would only do so when certain criteria were met. 

Organisation Specific Issues 

The data show that the organisation carried with it an amount of unfavourable 

'baggage'. Examples were generally related to the way the organisation had 

functioned in terms of communicating with people what it was they were doing 

and why. A specific example was the way some people perceived the termination 

of the old technology and associated processes together with the selection of the 

new technology. This sounds a bit 'wishy-washy' however the example is 
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supported by the data but for confidentiality reasons, no further details will be 

provided. 

As the project developed, those outside the core group were of the opinion that the 

old change methodology still persisted. This feeling emerged through the 

preparation phase. The early data on the project were, for these employees, based 

on a short preview of an old version of the software and hearsay, much of which 

came from the researcher as questions were put to the actors. Responses were very 

positive. For example, one actor said if it could do what they said it could, it would 

be most beneficial while another noted her excitement at the prospect of mastering 

a new technology and the impetus it could provide to her employment prospects. 

These positive outcomes statements did not change throughout the research 

however the 'baggage' issues of methodology and process did. 

Whether these issues related to change management are specific to this 

organisation or are widespread in the generic type organisations will be discussed 

in the following section. However, it is clear that the culture and norms of this 

organisation were factors in the change process and people quickly reverted to 

claiming them as negative contributors when events did not follow a desired 

pattern. 

1 4.2.1.3 Organisational Change I 

In the previous sections some specific para-military organisational issues were 

discussed. These issues related to the actions or methods employed by people in 
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this kind of organisation during a change process. The data provided examples of 

people acquiescing to a higher or dominant rank and people adopting a nonchalant, 

almost resigned, position. The overwhelmingly consistent cause of these 

behaviours was the lack, or the paucity, of communication. Other causes were 

leadership, planning and change history within the organisation. 

COMMUNICATION 

The emotions the actors felt as a result of their perceived failure to effectively 

communicate generally resulted in them acquiescing when they were confident 

they had a genuine and positive outcome based concern but were ignored, and in 

them adopting a nonchalant approach to matters associated with the event. This 

generally meant that the actors did not bother to contribute or pursue contributions 

when they sensed an outcome likely to result in negative emotions. 

For example, two actors expressed feelings of disappointment, frustration and 

being demoralised at not being kept current on change events. One actor described 

how she was asked to assess a part of the program using an old version of the 

software. She responded with issues relevant to her work area but then did not hear 

any more about whether the observations were to be actioned as the software 

developed and issues of the availability of other dependant resource use were left 

unaddressed. Consequently, she was not able to plan for the upgrade. 

The effective use of communication is bedrock of the organisational change 

models described in chapter 2. Similarly, it is recognised in policing organisations 



as a vital change ingredient. Daiglish, writing on change in the Queensland Police 

Service post Fitzgerald Inquiry, notes: 

"The process of recognising good ideas from all ranks was a new one. 
It took two years to get members to believe that their views on a 
discussion document would be taken into account. Often a discussion 
document, an early draft of some policy or strategic plan, was seen to 
be the latest rule, and it took a great deal of persuasion to assure the 
members that their views and suggestions would be taken seriously."76  

It is important to recall at this point that the change event was overwhelmingly 

targeted at the uniform members of NTPFES with supporting, but still very 

important, outcomes for management. It was not unusual then that the data 

provided different views on the need for the communications to spread to all 

sections of the organisation at all times and for all events. The views expressed 

above were from non-core actors. The view of the core actors was that the need to 

communicate with these non-core actors was less urgent than was communication 

with those users who would be immediately impacted on the date of the change-

over.'77  

This needs based decision making was justified by the core team actors on the 

basis of the time constraints applied to them by their superiors. They decided that 

resources would be used to meet desired ends at the risk of alienating some other 

user groups. These alienated groups then reverted to a state of nonchalance, 

contributing to varying degrees depending on their position in the structure. 

176 :65 
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Reference was made to the alienated groups and to the varying degrees of 

contribution. The data clearly show that from time to time both the core and non-

core team members were subjected to selective decision making process. The role 

of the non-core actors has been explained but it is necessary to explain that the 

core team actors were subjected to the same process. An example is the 

appointment of the personnel to man the emergency communication centre. The 

decision was withheld for, what seemed to the actors, an inordinate amount of time 

thereby further squeezing the time frames to complete by the given day. There was 

a mix of emotions expressed from anger to frustration. However, the data clearly 

show this display of nonchalance was based on the fact that as the directive for the 

change event was being driven from high up in the organisation, a response would 

be needed sooner or later otherwise the change over date would be at serious risk. 

The issue of communication as a means of facilitating a change event takes on 

greater importance given the actors' unanimous conclusion that effecting change in 

their environment would always be a difficult task. This notion of resistance to 

change in the police environment is not new. Nixon and Reynolds write that in 

New South Wales, movements towards change have met resistance. They say: 

"Those people with a vested interest in maintaining the culture, for a 
variety of reasons, have resisted change and weakened the initiative. 
Change takes time but in a context of dissident and divergent forces, it 
also requires tenacity and continuity."78  

177 Of course, it will not be possible to fully assess the effectiveness on this plan because the 
research excluded operational staff. 

78 :50 
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This introduced the concept of leadership and its effect on organisational change 

and this will be discussed in the following section. 

Concluding on the role of communication in organisational change and its effect 

on the emotions of those involved, it was clear from the data that, during the 

preparation phase, the lack of effective communication was the largest single 

emotional stimulus. The outcomes were principally negative however, given the 

apparent organisational culture of nonchalance and acquiescence in such 

challenging times, manifestations of emotions likely to give effect to any activities 

which overtly or covertly attempt to undermine a change event were not evident. 

LEADERSHIP 

In the previous section the idea of leadership as an important attribute of a 

successful organisational change event, was raised. Dalglish notes: 

"Highly visible leadership is needed throughout the transition stages. 
Personal contact between senior and other staff, and an obvious interest 
in the process of change, can do much to keep morale high."179  

Again the data told two stories. The first was the leadership shown within the core 

group. The data clearly show that the leadership style of the project leader had 

positive effects on the core team and resulted in the prolonged maintenance of the 

actors' emotional comfort zone. References were made to minor troubles however 

there was reported an acceptable method of dispute resolution. Despite the 

179 :65 
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additional efforts demanded of the core team, the data reveal a harmony of thought 

and deed which was significantly influenced by the style of leadership. 

However, outside the core group, the data reveal that project leadership was not 

perceived as being as positive as it seemed inside the core group. The major reason 

provided was the problems which existed in the field of communication. The non-

core group was not privy to all of the events occurring in the project however it 

seemed that members thought the change event in their teams should have been 

treated differently by the leadership. 

There was disappointment in the non-core actors at not being kept informed of the 

change process whilst there was genuine support for the proposed benefits the new 

technology would provide. One actor described this apparent contradiction as her 

desire to provide the uniformed officers with the best available technology to allow 

them to complete their duties and her disappointment at the organisation failing to 

communicate with her to settle ways her section could fulfill her desire. In other 

words, she wanted to be positive, provide positive feedback and build a better 

system but that opportunity was not afforded her. 

PLANNING 

Without exception, organisational change models all place enormous importance 

on an effective planning process. It was mentioned earlier that project Spear was a 

well planned change program and, in traditional terms, that was accepted by the 
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actors. However, the planning failed, as did the traditional plans, to make provision 

for people's emotions and their likely effect on the process. 

The data clearly show that the core group only was apprised of the total plan and 

others were treated on a need to know basis. The data relative to planning very 

much followed the themes which emerged in the communications and leadership 

sections above. 

It is mentioned here as a separate item because of the need for the three services, 

Police, Fire and Emergency, to come together for the first time and, in many 

instances, the need to generate new or refined systems and resulting norms so as to 

give full effect to the project. Police and Fire were represented in the research 

group and they clearly were able to compromise on planning issues. This 

compromise was essentially facilitated through like rank to rank communication. 

The data clearly show the benefits of people of the same decision making 

capabilities dealing with each other. 

Another reason for its separate inclusion is that almost everything discussed in the 

research with the core group came with a time imperative. This was so because the 

team was working to, what its members held to be, a very tight schedule. 



103 

Jeffs notes: 

"Change in an organisation is not an easy thing to accept or deal with, 
let alone the amount of change we have thrust upon everyone over the 
last 12 months."80  

It may well be that the planning process was flawed as it related to non-core 

members given Palmer's view on change in the police environment. He says: 

"Rapid change can cause considerable stress to those involved. The 
process of change provides an environment in which uncertainty 
flourishes. New rules are in place and disruption to previously routine 
and orderly duties can cause feelings of incompetence. To effect 
meaningful change to the police culture managers should remember the 
old saying, 'slowly, slowly catchee monkey'." 8' 

He goes on to say that it is important that a visionary police service have a 

corporate plan which has been devised after consultation with others who may be 

affected. If there is general consensus on a goal there is greater likelihood of 

acceptance. It is not an easy task but police executives should form their vision and 

then sell it. A new style of transformational manager is required who will insist on 

greater involvement of staff in formulating the vision so as to provide a greater 

chance of success in obtaining ownership and commitment to the vision."' 

The concept of selling the project became entangled in the emotional effects of not 

having access to information. One more detached actor noted that the project was 

very poorly sold while another noted that within the resources available, third party 

notification (intranet, e-mail) was the norm. Actors generally held that more should 

180 :3 
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have been done to sell the project and its benefits but were not surprised given the 

lack of effective communication. Some actors reported that, given the 

organisation's change management history, greater emphasis could have been 

placed on selling the project. 

CHANGE HISTORY WITHIN THE ORGANISATION 

Throughout this section on preparing for the change event to occur, the type of 

generic organisation and its effect on the emotions of those involved has been 

prominent. However, the data also showed that the Police department had not been 

overly successful in previous Information Technology (IT) changes. A number of 

actors referred to the way in which previous attempts at technology changes were 

very badly handled and this had engendered within the staff a feeling of another 

doomed attempt. This feeling was exacerbated by the processes used to decide on 

the Spear solution. 

One actor referred to the effects of previous IT solutions as "letting down the rank 

and file coppers". Another referred to the problems of dealing with "disillusioned 

and angry staff' who had to be relocated and which she considered to be "not 

organisationally the best outcome". Yet another actor, when commenting on the 

likely outcomes of the IT upgrade, said that the outcome would be of great benefit 

"as long as they deliver what they say they will deliver". 

182 :89 
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Emotionally, some of the research team were commencing this change process in a 

confused state. The negatives emerged from the actors knowledge of the 

organisation's IT change history. The positives came from a number of sources 

including the desire to improve the capacities of the uniformed staff to perform 

their duties, individual opportunities such a successful change event may offer and 

the challenge the project offered. 

The data do not indicate any open conflicts of these negative and positive emotions 

and the reason seems to be the philosophy of acquiescence and nonchalance 

described earlier. This conclusion was supported by actors' statements such as "if 

it fails, it fails". 

1 4.2.1.4  Emotions Register I 

In section 4.2, reference was made to the construction of an emotions register 

based on the data relevant to that period on the change event. The following 

emotions register relates to the preparation period for the change event and 

provides details on the various emotions and their causes as expressed by the 

actors. This register, along with the registers for the following two periods, will 

provide a framework on which the research findings will be documented in the 

final chapter. It should be noted that there is no relevance to the order in which 

they are recorded. 
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Table 15 - Emotions Register - Preparation for Change Event 

Emotion Cause Supporting Information 
Excitement • New technology 

• New challenges 
• Self improvement 
• Promotion 
• Improve the facilities of 

the operational police 
• Improve quality of data 

Confidence • Ability to complete 
• Technical expertise  

Comfortable • Software people on site 
pre-changeover  

Frustration • Lack of information • details of the change 
• role of the actors in the 

change process 
• effects on staff 
• generates perceptions of 

doom 
• Lack of communication • no responses to mail 

• current status of 
development 

• important decisions not 
being made 

• generates perceptions of 
doom 

• Lack of clarity of • unclear on "bosses" 
expectations expectations 

• non-commercial nature 
of agreement 

• ineffective 
communication 

• additional duties 
Anger • Being ignored 

• Putting at risk of 
operational police 

• Lack of Information 
• Lack of communication 
• Process of dealing with • orgamsational history on 

staff change not addressed 
• no "selling" of the 

product resulted in 
perceptions developing 
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followed by "white- 

___________________________  anting"83  activities 
Anxiety • Lack of information 

Ability to perform 
additional duties without 
additional resources 

Disharmony • Lack of information 
Satisfaction • When an output 

milepost is achieved 
Demoralisation • Lack of response on 

issues raised 
• Lack of information 
• Staff feelings of 

uncertainty unable to be 
addressed 

• Lack of training  
Demotivativation • Failure to recognise 

effort 
• Lack of communication 
• Lack of information 

Apprehension • Concerns have not been 
addressed 

Disappointment! • Having to train on old 
Disillusionment sofiware versions but 

expected to go live on 
the new version 

• Bad planning 
• Dealing with a large 

project in a non- 
commercial 
environment 

Self-doubt • Budgeting for unknown • Both diminish as output 
• Dealing with new and milestones are 

unknown technology successfully achieved 
and_practices  

Tiredness • Mental 
• Physical  

Uncertainty • About ability to perform 
in an unknown 
environment 

Worry • Whether operational • Worries diminished as 

183 White-anting refers to the practice of being negative about an event for the purposes of 
radically changing it or having it cancelled. 



staff will like it output milestones are 
• Whether project can be successfully achieved 

completed on time 
• Were the initial 

decisions correct 
Stress • Getting close to change 

over without testing new 
software 

Rejection • Left out of previously 
acceptable information 
loops 

• Purposely excluded 
from relevant meetings  

1 4.2.1.5 Conclusion 1 

The period relevant to this section refers to the time during which the preparations 

for the change event occurred. Essentially, this was the period of time from the 

general introduction of the concept of the change event to the time immediately 

before the change occurring. It covered the longest elapsed time period of the 

research and provided some insights into the shifting emotional states of the actors 

and the reasons for those shifts. 

In keeping with the methodology, the data has provided theory properties which 

are presented here and expanded as a total theory in the final chapter. The data led 

the research into areas of organisational structure and its effect on the emotions of 

those involved in the process. Earlier in this chapter, the change event was detailed 

as were the actors involved in the research. This section concluded with the 

generation of an emotions register. 
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At the commencement of this section of the research, the actors developed a 

generally acceptable definition of emotion and decided that emotion and feeling 

could be used interchangeably. The data then led the research into the seemingly 

peculiar organisational culture and norms which pervade their work environment 

and to the concept of the emotion free zone. The data suggested that the 

organisational cultures and norms played a major sorting role in determining the 

negative and positive boundaries of the emotion free zone as they also did in 

actors' determination of their responses to stimuli which moved them outside those 

boundaries. It was interesting that the literature supported the data in these 

findings. 

The data also showed how, in the prevailing organisational culture and norms, 

actors responded to emotional stimuli. The data introduced the concept of actors 

masking their "true" feelings. This masking took a number of forms. First it 

resulted in the use of super emotions. These emotions headed a hierarchy of 

supporting emotions but seemed to be more passive in nature. The data also 

revealed emotional cycles or clusters which were culturally and norms driven and 

the sequences of which were understood by other actors, usually from details of 

like events. 

The data also showed how the actors handled the masking of their emotions. They 

either acquiesced or took a position of nonchalance which manifested itself as a 

form of work to rule. 
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The data showed that during this period of preparation the major stimuli of actors' 

emotions was the lack of information caused by the paucity of communication. 

This theme is clearly evident from the emotions register. 

The data also reviewed the organisational change issues relevant to this type of 

organisation and the roles played by communication, leadership and planning. The 

data also showed that being non-communicative was a research-group wide 

phenomenon; however the resultant emotions actors endured generally differed 

given the "rank" of the individual in the project team and in the organisation. 

Finally, there was a clear movement in the actors' emotions throughout this period. 

This movement was consistent with the particular actor's rank which was also 

consistent with the actor's access to information. For example, as a major 

interfacing hurdle was resolved late in the period, the core actors' emotions moved 

from questioning to more positive. At the same time, the emotions of the non-core 

actors, who were unaware of the problem or the solution, were moving from 

disappointment to demotivation because their issues remained unaddressed. 

In the coming section, the period of the actual change event will be examined. 

1 4.2.2  The Change Event 1 

This section of the research relates to the period commencing one week before the 

implementation of the change event and concluding one week after the change 
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event had been implemented. The first week is pre-implementation and the second 

is post-implementation. 

During the pre-implementation period the Spear management group halted all 

training and undertook various systems tests. During the post-implementation 

period teams were organised to monitor the new CAD and PROMIS systems in the 

live environment, to act as crisis managers for system and user queries, and to 

monitor the stability and applicability of the system. 

The major efforts of the core project team during this period were directed towards 

the immediate users of the systems i.e. operational users and communication centre 

staff. Organisational staff were not afforded priority during this period. 

As the preparations for the change event progressed, the data clearly show an 

intensifying of the divergence of views between core project team members and 

administrative members on the progress of the project. 

On the one hand there was the Spear core team and its support team espousing the 

view of a system which was going to provide vastly improved outcomes to the 

organisation (both users and management) and their major efforts were focused on 

the development of the applications, implementation of supporting technology 

(telecommunications, office space etc) and training of users. All of these activities 

were being undertaken under tight time and budget constraints. On the other hand, 

there were non-operational users who were aware that the new applications were 



112 

coming, were excited about the new opportunities the technology offered 

themselves and the operational staff, and who were willing to contribute to a 

successful project. 

Within this non-operational user group, one actor's section which provides vital 

data to operational staff, would be required to go live on the cut over date while 

another actor's section would need to access the new application soon after it went 

live. 

The core and support teams were prioritising resources on a needs basis. The 

perceived need of the non-operational users was not considered high and hence 

efforts were directed elsewhere. The non-operational actors had assessed an old 

version of the proposed application and had made a number of recommendations 

to the project team to firstly, make the application operational to the level of their 

current application, and then to improve it. The non-operational actors were 

becoming more and more frustrated by the failure of the core team to address the 

issues they raised, to adequately train their staff and to document the process. This 

frustration moved from annoyance to demotivation and demoralisation in the non-

operational actors as a result of what they perceived as a long period of neglect 

leading up to the implementation stage. During the implementation period, the 

divergence of emotions between the two sectors intensified. 
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The following two sections report on the data provided by the two identified 

groups relevant to this research; the core and core support groups and the 

administrative/non-operational group. 

1 4.2.2.1  Why was Time so Critical? I 

Before reporting on that data, it is relevant to pause here to consider the issue of 

the time constraints used by the core group as a justification for prioritising 

activities. 

In 4.1.1 it was reported that the change event (PROMIS, CAD and supporting 

technology and infrastructure) had time imperatives because the then current 

NTPFES technology was not Year 2000 compliant. Also, it did not adequately 

support NTPFES mission critical core business applications. The data also 

provided two other reasons for the criticality of time. The first was the imposition 

of substantial financial penalties for Northern Territory departments which were 

not Year 2000 compliant by 30 June 1999, and the second was the advent of the 

national Police Commissioners meeting in Darwin in the last week in May 1999184 

The first of the reasons stated was unchallenged. The second reason posed by the 

data was never denied. The data threw up the issue of the role of politics in the 

organisation and this has been absorbed into the discussion on the effects of 

organisational culture and norms in a para-military organisation. However it is 

184 The change over date was 12 May 1999 
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raised here again because the data shows a number of references to the politics of 

the NTPFES organisation and their effects. In summary, the data relevant to this 

time period questions the relevance of the Police Commissioners national meeting 

in Darwin in late May 1999 as one of the driving forces to have the organisation 

meet the 12 May 1999 deadline. 

CORE AND CORE SUPPORT GROUP 

PRE-IMPLEMENTA TION AND CHANGE OVER 

The pre-implementation period was set aside for testing of the systems preparatory 

to going live. Tests were conducted on the hardware and the applications with a 

view to simulating likely scenarios and testing planned recovery procedures. 

During this period, the actors were becoming progressively more relieved as the 

application and the hardware was operating within tolerable levels. At the 

commencement of the period, this group was anxious about the success of the 

project to date. Reasons for this were the stability of the PROMIS application, the 

level of preparedness of the operational and support staff and the effectiveness of 

recovery plans. They were confident of a successful outcome based on what they 

saw as very effective planning and as the week progressed their confidence grew. 

One member commented that in the days before change over, she was feeling 

almost embarrassed that she was not actually doing very much because the testing 

was progressing so smoothly that recovery action was not needed therefore that 
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person was doing very little work. Another was feeling satisfaction and excitement 

because she had been approached by the communications staff to start early with 

the new application. 

There were two unscheduled events which occurred on the change over date. The 

first was a failure of the service wide Wide Area Network (WAN). The cause of 

this failure was not Spear project related; however it did cause some mild 

consternation among the group. The concern principally was for the damage to the 

project's credibility which would accrue purely because of the timing of the WAN 

failure and the implementation of the project. The actors generally took the view 

that the failure was outside their control and that message would have to be 

delivered to the staff. In terms of system down time, it was not a major event. The 

second unscheduled event was a telephone system which was not working as 

planned. Essentially, the group's response was similar to that of the WAN failure. 

There were positives from the two failures. The most important was the ability to 

test the systems capacity to re-build the interface between the CAD and PROMIS. 

This was successfully completed when the WAN fault was corrected. This also led 

the group to feel satisfied that their planning and execution of the project had been 

successful. 

Other emotions reported were deflation at the lack of any critical issues associated 

with the activities of this period, emptiness when they arrived at work to sort out 

problems and issues and nothing required their attention, pride in their and their 



116 

staff's abilities to achieve an outcome in circumstances of severe time and budget 

constraints, contentment with the outcome of the planning effort as well as the 

ongoing frustrations which also be-devilled the preparation period. 

In summary then, the core and core support groups were satisfied with the 

outcomes of the pre-implementation and change over period. They were looking 

forward to the post implementation period with some degree of excitement at the 

prospect of completing the project but more with a feeling of the job having been 

completed. These feelings of completion are discussed in the following Post 

Implementation section. 

POST IMPLEMENTATION 

During the seven-day post implementation period, some of these actors expressed 

the view that the project was then essentially finished. One commented that when 

she came to work after the change over, she cleaned up her desk for the first time 

in a long period intimating that she had little else to do as the change over had 

been so successful. This actor, as did others, recognised that there was still some 

tidying up work to do on the application, some more training to be completed and 

some building work to be finalised. 

The data clearly show these to be low order issues which it was known would need 

to be addressed. However, it was the change over which was the test they 

considered needed to be completed in order to claim that the project was 

successful. As one actor said, when asked about the performance assessment 
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measures against which the completed project's success would be adjudged, the 

only criterion was that it worked and it did. 

All actors in this group agreed that their operational staff reported a degree of 

satisfaction with the new applications and they took this as a recognition of 

success. 

The actors were asked to consider the success of the project so far given the 

problems being experienced by non-operational users of the applications. In the 

preparation for the change event section of this chapter, the non-operational staff 

were concerned about, among other things, the lack of training they had received. 

They had reported being frustrated at not being able to prepare themselves and 

their staff adequately for the change over. They were also concerned that the 

training which was provided was on an old version of the application which did 

not address any of the issues they regarded as important in their sections' 

successful use of it. Although not specifically included in this research, the actors 

reported a training program for the operational staff which, in some instances, was 

considered less than effective. 

On the issue of training, the core actors responded: 

• the time limits on the project were too tight to guarantee blanket effective 

training, 

• the training regime provided had been disregarded in some sections and 

critically delayed in others despite notification to commanding officers, 
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• tight time limits meant that training resources had to be prioritised and some 

sections were regarded as not mission critical in meeting the change over date, 

and 

the super-users'85  training program had been completed and implemented. 

It would seem that these training arrangements should have been adequate. When 

responding, one core group member noted that one of the non-operational sectors 

had not responded to queries raised by them very early in the preparation stage so 

it may well have been ignored in the preparation and pre-implementation stages of 

the project as a form of retaliatory action. This response was not confirmed by 

other data but it does fit within the notion of "information starvation"86  referred to 

in 4.2.1.2. 

It also fits with a response from a core group actor that if operational staff did not 

make the effort to meet the training requirements then it was too bad for them, they 

would have to make other arrangements but without any priority. 

Another view expressed was that the core group used the command structure 

within the organisation as a primary instigator for getting adherence to scheduled 

training. That is, they made commanders responsible for their people and used the 

commanders as the distribution points for information on the project. This was in 

185 A super-user is a person from an organisational section who receives intensive training so 
that she can go back to her section and provide training and guidance to her co-workers. 

186 This theory holds that if, when trying to proceed with like ranked individuals in a para- 
military organisation, if one cannot achieve what they want to achieve they will 
informationally starve the other party into complying with their request. 
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keeping with the organisational structure and rank culture of this organisation in 

that those in command take command of and responsibility for their sectors and 

their staff. 

Whilst part of the data reported above relative to training is directly attributable to 

the research subjects and the research organisation'87, some refers to operational 

staff in the NTPFES. No data were collected from operational staff, however 

reference is made to them here because the data on the training program and its 

effectiveness was introduced by the actors when discussing the project's criteria 

for success. It can also be seen that data from non-core group members is included 

and this will be expanded upon in the coming section titled Non-Core Group. 

CONCLUSION 

The core group actors were, by the end of the change event period, satisfied that 

their planning and extra curricular contributions had ensured a successful change 

over for the Spear project. The measure of success was that the new hardware and 

the applications passed testing procedures and their use in a live environment. 

During the two weeks covered by this period, their emotions were generally 

reinforced with the efflux of time and the lack of any damage reports. In addition 

to these emotions they also reported feeling somewhat deflated because of their 

hyper-activity of the preparation phase and the ease with which the new hardware 
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and applications bedded in. Whilst there was recognition of supporting tasks yet to 

be completed, at this stage they were not motivated to treat them with any urgency. 

They all recorded feelings of mental and physical tiredness. 

They attributed the success of the installation to a very rigorous and effective 

planning process and to the commitment of their staff. 

The data show more defensive postures on issues related to measuring project 

success. They shifted the emphasis on reported training shortfalls to section 

commanders and to the need to rigorously prioritise the use of scarce resources. 

They regarded a lack of attention to their schedules as a failure of the commanders 

and, in the end, had to postpone training so as to complete compliance testing. The 

test applied to the success of the project was that it worked and, as they said, it did. 

The issue of project success being substantively achieved with the successful 

change over was challenged by the data provided by the non-core group in the next 

section. However, the claiming of success could be tied to the perception that the 

core group had satisfied the political objective of getting the system to live status 

in time for the national Police Commissioners meeting in Darwin. As mentioned 

previously, none of the actors denied the political expediency as a decider of the 

time deadline. 

187 The research organisation referred to is that identified in 4.1.2 and described as 
representative of the administrative staff of the Spear project as different to operational 
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The foregoing are observations of the core and core support groups of the Spear 

project. They have been reported separately from the non-core group because the 

data portrayed an intensifying of the divergence between the two groups. The non-

core group data is reported next. 

NON-CORE GROUP 

Of the members of the non-core group, two actors were to be directly affected by 

the new system. The first was involved in data entry and production of information 

for use by operational staff. The second was responsible for the provision of 

statistical information for national and domestic purposes. Therefore, the need for 

a comprehensive knowledge of the new application, an assessment of its abilities 

to meet current requirements and an assessment of the resources needed to operate 

in the new environment were treated as important issues by this group and their co-

workers. That they did not receive this recognition and appropriate training caused 

them to feel frustrated, demotivated and demoralised. These emotions continue the 

theme expressed in the preparation for change section (4.2.1). 

In addition to the lack of effective training, these actors also reported being 

ignored by their supervisors and, to a large extent, by the Spear group. These 

actors clearly believed that the Spear group were responsible for the total Spear 

package. Examples were provided in the preparation for change section of one 

actor preparing written information on the applicability of the package to her 

section, proposed enhancements and requests for more information and of these 

officers. 



122 

actions being predominantly unanswered which left the actor feeling ignored. 

Although she was aware of the organisational structure, the data show her 

frustration at being ignored and this leading to anger to demotivation and 

demoralisation. She reported that these emotions were intensified because she saw 

her role as providing a 'best practices' service to the operational staff and, from 

what she had seen of the package and the Spear group's/management's ignorance 

of her requests and suggestions, she would not be able to fulfil her obligations 

effectively. 

PRE-IMPLEMENTA TION AND CHANGE OVER PERIOD 

The data show that the actors' emotions were positive during this period and 

expressed the view that the application would be beneficial once it was enhanced. 

The previous section recorded the process which lead one actor to believe she (and 

her section) were being ignored by the Spear group and she was concerned that she 

would not be able to provide an adequate service to operational staff. As the 

change over date drew closer, she reported her feelings intensifying such that she 

reported that she was being misinformed by the Spear group. Examples can be 

grouped as the actor receiving information on the status of the application which 

were untrue. i.e., when the time arrived for certain action to be completed, it was 

not. The data show that this actor was feeling betrayed by the Spear group. 

These actors clearly acknowledge that their sections are only part of the 

organisational change program. One actor acknowledged that her section was not 
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critical to the effectiveness of the change over in that she was a down stream user 

of the data. Her section had made contingency plans to accommodate their likely 

exclusion from the mission critical work required to give immediate effect to the 

program. 

Armed with this knowledge, these actors reported feeling excited by the prospect 

of improving services to the organisation and improving on their own skills as well 

as feeling frustrated, disappointed, demoralised, demotivated and betrayed by the 

actions or inaction of the Spear group throughout this pre-implementation and 

change over period. 

POST IMPLEMENTATION PERIOD 

The data in the previous section records the seemingly incongruous feelings of the 

non-core group actors of positive and negative emotions evoked in them by the 

same event. This applied to the core group also. However the data show that the 

causes of these emotions were different between the two recognised groups of 

actors. However, in this post implementation period, the divergence of emotions 

and emotional stimuli became more stark. 

It was reported in the core group post implementation period section that two 

incidents occurred at change over which would likely have had some effect on the 

users but which were outside the sphere of responsibility of the Spear group. They 

were the failure of the service WAN and problems with the telephones. The core 

group approached both incidents as unfortunate, but beyond their control. The data 
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show that the non-core groups also recognised these incidents as unfortunate but 

unconnected to Spear and the effects were minimal. 

The data show that the emotions of these actors carried over from the pre-

implementation and change over period. This notion is reinforced in the emotions 

register at the end of this section. The stimuli also carried over however they were 

supplemented by new technology and applications issues. Essentially these were: 

the application drops out if not used for a short period of time 

• to reload the application takes about 15 minutes 

• the network is very slow 

• faulty printer instructions. 

The data show that the actor was told these things would be fixed and they were 

not. In the non-core group, this lead to feelings of frustration, disappointment and 

demotivation. One actor reported that she wished the Spear group would not 

promise fixes to the system rather than promise them and not meet the promise. 

She felt betrayed. 

Other examples of actions leading to these emotions include the provision of 

misinformation on the previous application capacities, lack of communication on 

the status of the project, training too rushed and disorganised, unresolved staffing 

issues and uncertainty as to the application's stability and the resultant detrimental 

effect on operational staff efficiency. 
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CONCLUSION 

The non-core group expressed feelings of frustration, disappointment, 

demotivation, demoralisation and betrayal throughout the pre implementation, the 

change over and the post implementation periods. The emotions were triggered by 

the failure, in some cases repeated failure, of the Spear core group andlor 

management to respond to issues. In some instances these issues were raised by the 

non-core group actors themselves and in other instances they perceived the 

obligation to oversee and action certain issues were the prime responsibility of the 

core group. 

These emotions were heightened post implementation when certain technology and 

application problems were identified and Spear group promises to address the 

issues went unfulfilled. 

As the negative emotions expanded and intensified during this period, there 

remained a constant for these non core group actors through this and previous 

periods, that being their excitement and enthusiasm for the prospects of improved 

support for operational staff and the personal advancement opportunities afforded 

by a successful Spear project. 

1 4.2.2.2  Emotions Register I 

In section 4.2, reference was made to the construction of an emotions register 

based on the data relevant to that period of the change event. The following 
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emotions register relates to the pre-implementation, change over and post 

implementation period for the change event and provides details on the various 

emotions and their causes as expressed by the actors. This register, along with the 

registers for the other two periods, will provide a framework on which the research 

findings will be documented in the final chapter. It should be noted that there is no 

relevance to the order in which they are recorded. 

Table 16— Emotions Register - Change Event 

Emotion 
Excitement 
/Enthusiasm 

Frustration 

Cause 
• New technology 
• New challenges 
• Self improvement 
• Improve the service to 

the operational staff 
• Improve the quality of 

the data 
• Problem free testing and 

change over 
• Job completion 
• Waiting on the next 

challenge 
• Lack of information 

• Lack of communication  

Supporting Information 

• Details of the change 
• Role of the actors in the 

change process 
• Effects on staff 
• Generates perceptions of 

doom 
• Unplanned change over 
• No responses to mail 
• Current status of 

development 
• Important decisions not 

being made 
• Generates perceptions of 

doom 
• System failures not 

explained 
• Application upgrades 
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ignored 
• Lack of clarity of • Unclear on "bosses" 

expectations expectations 
• Non-commercial nature 

of agreement 
• Ineffective 

communication 
• Additional duties 

Frustration • Misinformation • About the data in the 
/Betrayal previous system 

• Promising fix dates but 
not achieving 

Armoyance/Anger • Being ignored • Non-response to mail 
• Assessment of 

application 
• Putting at risk of • Failure to meet 

operational police commitments 
• Lack of information 
• Lack of communication 
• Process of dealing with 

staff 
• Organisational history on 

change not addressed 
• No "selling" of the 

product resulted in 
perceptions developing 
followed by "white- 

___________________________  ariting" 88  activities 
Demoralisationl • Lack of response on 
Demotivation issues raised 

• Lack of information 
• Staff feelings of 

uncertainty unable to be 
addressed 

• Lack of training  
Neglect/Ignored • Failure to recognise 

effort 
• Lack of communication 
• Lack of information 

Relief7Confidence • System testing within 
tolerable levels 

• System stability  

188 White-anting refers to the practice of being negative about an event for the purposes of 
radically changing it or having it cancelled. 
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• Success of change over 
• Validated planning  

Anxiety • Lack of information 
• Ability to perform 

additional duties without 
additional resources 

• Waiting for the system to 
fail 

• Would operational staff 
accept it 

• Adequacy of 
preparedness of staff 

• Effectiveness of 
recovery/contingency 
planning  

Embarrassment • Ease of testing and 
change over 

• Nothing to do 
Satisfaction • Successful planning • Staff wanting to go live 

• Successful rebuilding of early 
interface after system 
failure 

• Job successfully 
completed • Substantive job 

completed with tidying 
up work to do 
Met performance criteria 
- it worked 

Cainmess • During the testing period 
• During the external 

system failures 
Deflation • Substantive work 

completed and only 
tidying up to do 

• Nothing went wrong 
• Job completed  

Tiredness • Mental and physical on 
successful change over 

Defensiveness • Measuring success on the • No performance criteria 
project for project 

• Criteria stated was 
whether it worked or not 
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1 4.2.2.3  Conclusion 

The period relevant to this section of the research refers to the time immediately 

before the change over to the new system, the actual change over and the post 

implementation period. It covers a period of two weeks. 

During this period the data show a clear divergence of emotions between the Spear 

core and supporting groups and the non-core group. It was also clear, from the 

emotions register relevant to the two periods discussed so far, that many of the 

emotions reported in the preparation for the change event period remained in effect 

for the currently reported period. That is, actors reported frustration at inactivity, 

lack of information and lack of communication which invariably led to anger, 

disappointment, demotivation, demoralisation and anxiety. They also reported on 

emotions of excitement and enthusiasm. 

However, as this period unfolded, the data show two additional things happened. 

First, many of the emotions reported by the non-core group intensified e.g.: 

frustration to anger, disappointment, demotivation, demoralisation and anxiety 

intensified to feelings of betrayal. The causes/stimuli for this intensifying of 

emotions are detailed both in the reported data and the emotions register. The 

second was that the data showed a marked divergence of emotions between the 

two major groupings of actors, the core group and the non-core group. 
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The divergence was stark in that the core group was satisfied and contented that 

the task they had been set had been substantively completed. The test for success 

was that the new system worked and, according to the core group, it worked very 

well. The non-core group however reported coming to terms with a new system on 

which they had limited training, both as to time and the version of the application, 

technical shortcomings, disinformation from the core group as to timing of 

software fixes and issues of staffing not addressed. It could almost be seen as the 

core group recognising the change over date as the finish date and the non-core 

group seeing the change over date as the starting date. To confuse things further, 

the core group reported the outstanding issues as tidying up and the non-core group 

reported these issues as imperative. 

Part of the explanation of the stark differences between the emotions expressed by 

the two groups on this notion of claiming task completion may well lie in the core 

group believing that they have satisfied the political objective of the project, 

completion for the national Police Commissioners meeting, as well as the other 

more technical requirements mentioned earlier. 

In the coming section of this chapter, the period after the change over is reported. 

This period commences one week after the change over date, 12 May 1999. 

14.2.3 Post Implementation 1 

This section of the research relates to the final period of the case study 

commencing one week after the change over and concluded sixteen weeks later. 
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During this time, the two applications were used by both operational and non-

operational staff. 

It became obvious to the actors during this time that the two applications were 

enjoying different levels of acceptance generally based on their state of 

preparedness for live use. This variance was assumed during the preparation period 

and became more evident during the change period however for various reasons 

the change over date could not or would not be changed. 

An interesting development in this period was a greater appreciation of some 

actors in the core or core support groups for others. This came about for two 

reasons; the applications went live on the due date without any noticeable 

problems and, by necessity, one of the CAD core group was required to spend 

more time on the PROMIS application and so became aware of problems users 

were experiencing. This issue will be addressed later in this section (Convergence 

of Groups). 

Save for greater understanding mentioned above, the two groups (core and core 

support and the non-core) continued on their divergent paths from the change 

event period both as to the success of the installations and the benefits enjoyed by 

the users. The reasons for the divergence were referred to in the previous sections 

but they further crystallised during this period. It is relevant in discussing these 

differences to note that each of the actors knew by this stage who the other actors 

in the research were. Therefore, the comments were now of a more personal or 
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position specific nature rather than the organisation wide nature earlier in the 

research. 

GROUP DIVERGENCE 

The PROMIS application and its implementation was the greatest cause of 

divergence between the two groups. 

The core group claimed success in its implementation in that a version of the 

application was available on the change over date and that as many people as 

possible had been trained in its use. They had co-ordinated an applications and 

hardware solution of significant technological difficulty in a Northern Territory 

wide organisation in a short period of time and with limited resources and the test 

of its success was that it was working. 

On the other hand, the non-core group claimed that they were expected to use the 

application on change over, that they had received training varying from very 

limited to nil on old versions of the application, that there were serious bugs and 

shortcomings in the application, that the data migration had not been totally 

successful and that some of the data was therefore unreliable and that they were 

essentially ignored in the preparation, change over and currently by the Spear 

project team. 
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This resulted in the actors experiencing emotions of frustration, anger, 

demoralisation, demotivation, anxiety, apprehension and annoyance. These are 

familiar emotions expressed throughout this and the previous section. 

Both groups remained positive about the benefits they could see accruing to the 

service assuming a successful implementation. The question seemed to be, when 

would it be assessed as successful. They experienced emotions of comfort, 

satisfaction, encouragement and success. 

As this period evolved, the actors were asked to reflect more on the project as they 

considered its progress and they provided data relative to the post implementation 

period. These data provide an explanation for the divergent views expressed by the 

two groups of actors. In the following table the issues are listed with the comments 

from the two groups. 

Table 17— Assessment of Issues by Group 

CORE GROUP ISSUE NON-CORE GROUP 
• It works. Project mostly Successful • Partial with most 

finished. Implementation work yet to be done 
• "Its like the 1812 • Better 

Overture where the understanding of the 
music builds to a application eases 
crescendo and then the concerns 
carmons fire. The • Just starting now 
cannons have fired" • The 1812 overture 

is just starting 
• Very good planning Successful change-over • Application has 
• More work to be done bugs and hardware 

experiencing 
difficulties. 

• Uses more 
resources than 
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previous application 
• Good plan but could Training • Next to nil and now 

have been better self-teaching. 
• "can lead a horse to 

water but cannot make 
it drink" 

• More training to come 
• Unique Significant • Has potential to 

technological benefit all users but 
achievement too many issues and 

bugs to be 
addressed yet 

• Very limited with little Time • Understand but 
chance of extension question 

effectiveness of its 
use 

• Limited but should have Resources • Why didn't Spear 
asked for more project get enough? 

• Only one person 
working on it now, 
why? 

• How will they catch 
up on fixes and 
enhancements 

• CAD immediately Applications • PROMIS looks 
successful PROMIS good but too many 
evolving fixes needed and 

bugs 
• Could have been better Data migration • Not successful but 

is being fixed 
• Fouling data 

thereby fouling 
reports 

• Tried but not enough User inclusion in • Tried but ignored 
time. decision making  

• Will come in time. PROMIS enhancement • Gave presentation 
• "convenient ignorance" with 18 fixes. Spear 

by some users in non- to fix in 5 weeks. 12 
actioning not fixed after 12 

weeks with no 
completion date 
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The foregoing table provides a vivid description of the divergence between the two 

groups on issues relative to the post implementation period. This builds on the data 

provided in the previous section. 

The core group reported feeling deflated during this period because the change 

over was so successful. They acknowledged that there were tidying up things to be 

done but that they were feeling unmotivated to complete them. They also reported 

being bored by the mundane duties left to complete. These feelings were explained 

as consistent with the transfer from a long period of high intensity of thought and 

action to experiencing much less intense needs to complete tasks. 

From Table 17, it can be seen that the non-core group was, during this post 

implementation period, moving into its most intense period relative to PROMIS. 

The shortcomings the members perceived are detailed in the table and their 

emotions of frustration, annoyance, anger, demotivation, betrayal and 

demoralisation intensified. This intensity followed a period of diminution in the 

aforementioned emotions as they became more aware of the demands and 

capacities of the software after change over. However, the emotions re-intensified 

as the hardware and application problems emerged and the Spear project team 

appeared to break-up with very few resources then available to address their 

concerns. 
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UNDER -RESOUR CING 

It was mentioned by all actors that the Spear project was under-resourced. So far in 

this report, problems related to under-resourcing have included incomplete training 

programs and insufficient staff in the project team. The emotional effects have also 

been detailed. However, in the post implementation period the under-resourcing 

problem became the focal stimuli in actors' emotional status. 

The key elements reported in the data relative to under-resourcing were incomplete 

training, quality of training, program evaluation, writing fixes for PROMIS 

software bugs, enhancement of PROMIS and a lack of obvious on the ground 

leadership to continue the project to completion. 

Incomplete Training 

All of the actors acknowledge that service wide training was incomplete. Reported 

instances include ceasing training before change over and non-core actors 

receiving little or no training. These non-core actors reported feeling angry, 

unhappy and frustrated that they were considered non-essential members and 

therefore unimportant in this project. The core group reported that because of the 

scarcity of resources they had to prioritise resources to essential users of the 

applications. They also expressed feelings of frustration that resources could not be 

stretched to all users given the time imperative. 
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Quality of Training 

The non-core actors who received some basic training reported having to train on 

an outdated version of the software which did not include the basic enhancements 

one of the actors had recommended be made before the change over. 

Also, some of the super users were unable to fulfil their roles of training staff in 

their home districts which lead to requests to project management to provide a 

training resource to complete the training. 

These two examples resulted in very similar emotions being reported by all actors. 

These were frustration, anger, demotivation and annoyance. A core group actor 

reported that the poor quality of the training providers was her major shortcoming 

in the project management and she would, with the value of hindsight, use service 

personnel in future projects. 

Program Evaluation 

The Spear project did not incorporate any provision for its evaluation even though 

this would normally be included in any well-planned project. The lack of an 

evaluation process was important to the non-core actors as they thought that the 

project had been so poorly managed that for it to maximise its potential it would 

require such an evaluation. They were not confident that such an evaluation would 

occur given the organisational structure and rank systems of the service. 
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These actors reported being disappointed that resources had not been allocated to 

program evaluation as they felt that PROMIS had the potential to improve their 

own efficiencies and thereby the efficiencies of the operational staff. The program 

now needed to be driven hard to ensure the application was stabilised and 

enhanced at the earliest possible time. 

De-bugging the Application (PROMIS) 

The most current data came from the non-core group actors. They reported a 

process of correcting application bugs which was very slow. An example of this 

came from one non-core actor who, having prepared and presented a status paper 

on PROMIS in her section, was told the bugs would be corrected in 5 weeks. Some 

ten weeks after that completion date approximately 30% of the bugs had been 

corrected however no completion time had been given for the other corrections. An 

outcome was that her section was, at the expiration of those ten weeks, some three 

to four weeks in arrears in their normal work and getting further behind. 

Other problems she reported were staff being over worked, loss of incentive and a 

feeling of inadequacy. She reported feeling angry, frustrated, demotivated, stressed 

and physically and mentally tired, as were her staff. She reported her section 

remains committed to PROMIS. 

Enhancing the Application (PROMIS) 

Hand in hand with the de-bugging was the enhancements required to PROMIS. 
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One non-core actor reported that there was a need to provide enhancements to get 

it to the functionality level of the previous application. Some enhancements had 

been made and it was believed that, with more use of the system, more would be 

required. However, with only one programmer on site and the need to test a series 

of new versions of the application, fixing bugs and sundry duties, enhancements 

were a low priority. This is supported by the project management's failure to meet 

their own deadlines as mentioned above. 

The data provided on these issues relating to the adequacy and upgradeability of 

the application did, in addition to the citing of a lack of resources as a major 

contributing factor, again bring to the fore the role played by service politics in the 

setting of the change over date or, more particularly, the project management's 

refusal to extend it. The role of politics was raised from data in the previous 

section as having the major bearing on the setting of the change over date. 

The data show that there was unanimous agreement on the fact that the PROMIS 

application was not as advanced in its NTPFES development as it should have 

been at changeover and, more importantly, could have been if the changeover date 

had been extended. Actors report such an extension still would have required the 

additional resources referred to herein. 

On the Ground Project Leadership 

At the date of the last interview, four principal leadership figures from the Spear 

project were either on extended leave or on other duties. The non-core group actors 
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reported feeling neglected, ignored, frustrated, betrayed and angry that the project 

leadership had effectively vanished and they were left to wonder at the progress of 

the PROMIS development. They reported it looked to them that the project 

management team regarded the key date as the changeover date and that 

subsequent events and those affected were of little consequence. One actor 

reported that it "looked like they [Spear project team] have all deserted the ship." 

One non-core group actor reported that she felt as if she was "out there all alone 

with no support and just had to get it done". She was referring to the combination 

of staff shortages/inadequacies in her primary organisational section management 

in generating more interest in PROMIS and its effect on her daily duties. She also 

reported she was annoyed and frustrated that she "cannot see anyone leading Spear 

anymore" so she was left to her own devices. 

However, the core group advised that two of those principal leadership figures 

were obliged to take extended leave or to lose it. Another was unable to perform 

her duties and the other had been required to undertake other duties. The lack of 

resources meant that additional staff could not be engaged although none of them 

were able to explain how the project would progress given their absences. 

Conclusion 

Within the NTPFES the resources available to commit to the Spear project were 

set in line with the proposal. With hindsight, the data clearly show these resources 
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were inadequate. This inadequacy was exacerbated by the inflexibility of 

management to extend the changeover date whether for political or other reasons. 

The data from the non-core group actors clearly show that the effect of the 

resource shortfall could have been limited if the application had been installed 

when it was stable, current, bug-free and enhanced as requested. The emotions of 

frustration, anger, annoyance, demotivation and betrayal expressed by all actors to 

some degree could have been avoided and a more harmonious workplace 

environment generated. 

The actors conclude that such an achievement did, in their organisation, play only 

a supporting role to other more important considerations. And, the management 

was able to achieve the changeover because of the domination culture within the 

para-military rank based organisational structure. 

CONVERGENCE OF GROUPS 

Earlier in this section it was said that during this post implementation period there 

was a convergence of thoughts between a member of the core group and members 

of the non-core group. The data show that this occurred in two ways, immediately 

after change over and about 8 weeks after changeover. 

Convergence - First Example 

In the period immediately after changeover, data show the non-core group 

members becoming less frustrated about the project and reviewing some decisions 
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made earlier in the pre-implementation period. This change came about as they 

began using the live version of the PROMIS application and some of the 

uncertainty was removed. This change of feeling did not last long as the problems 

with the application began to emerge. These problems have been detailed 

previously in this section. 

Convergence - Second Example 

In the second example, the data record a member of the core group beginning to 

become more appreciative of the issues being raised by the non-core group. While 

she was a member of the Spear project team, she was primarily concerned with the 

CAD application and only marginally with the PROMIS application. However, 

due to re-allocation of resources she became more involved in the post 

implementation issues relative to PROMIS. Of particular concern to this actor was 

the depth of training provided to users, the stability of the application, the time 

taken to fix bugs, the time taken to work on enhancements and the resources 

available to give effect to the application post implementation. 

CAD APPLICATION 

Earlier in this sub-section reference was made to the state of preparedness of the 

two applications which made up the Spear project. So far in this post 

implementation period the data related predominantly to the PROMIS application. 

The CAD application shared the change over date with PROMIS however data 

relative to its implementation show a technologically successful implementation. 
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One explanation for this success was that the NTPFES chose, with the CAD 

application, a stable and finalised product which allowed for current training 

throughout the training program, event free change over and post implementation 

periods and no outstanding remedial action required. 

Those actors in the research group directly involved in the CAD section of the 

Spear project reported that in this period those using the application became 

increasingly positive in their responses, that morale was increasing with 

application familiarity and that there was an increased confidence in the efficacy of 

the application and the associated procedures. 

It is important in the context of this research that the opportunity arose to compare 

and contrast the data relative to the two applications. 

Table 18— Comparison of Applications 

PROMIS ISSUE CAD 
Unstable Application stability Stable 
Many reported and 
outstanding  

System bugs Nil 

Needed for day to day 
operations  

Enhancements Nil required 

Low User acceptance High 

The fact that the applications were appreciably different in size is of minimal 

relevance. The relevance of the data used in this table is that within the same 

organisation and with the same project team structure such a marked difference 
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existed in user acceptance of the applications. The data clearly show the status of 

the application as a major contributor to the emotional state of the actors. 

Conclusion 

The data show the divergence between the two groups continued in the post 

implementation period. However, it also shows that if certain criteria were met 

then management and user groups were likely to work together in achieving 

desired outcomes. In this case study, those criteria were management becoming 

more aware of the users' perspective and management providing information (in 

this case, the applications) to the users. 

The data also clearly show the benefits which accrue to the organisation and the 

users when the change event is stable and user friendly when introduced. 

1 4.2.3.1 Emotions Register I 

In section 4.2, reference was made to the construction of an emotions register 

based on the data relevant to that period of the change event. The following 

emotions register relates to the post implementation period for the change event 

and provides details on the various emotions and their causes as expressed by the 

actors. This register, along with the registers for the other two periods, will provide 

a framework on which the research findings will be documented in the final 

chapter. It should be noted that there is no relevance to the order in which they are 

recorded. 
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Table 19— Emotions Register - Post Implementation 

Emotion Cause Supporting Information 
Frustration • Lack of information • On fixes and 

enhancements 
• Role of the actors in the 

change process 
• Effects on staff 
• Generates perceptions of 

doom 
• Misinformation • Completion dates not 

met 
• Lack of communication • Times to complete 

• Feedback opportunities 
• Project team 

• Incomplete application • No succession plaiming 
• Operating on old version 
• Management not 

meeting deadlines for 
fixes 

• Management not 
meeting deadlines for 
enhancements 

• Lack of resources 
• Time constraints • Didn't allow for full 

training 
• Didn't allow for more 

user friendly PROMIS 
application to be 
developed for 
changeover 

• Had to take shortcuts 
• Support leadership could 

have been more 
accommodating 

• Role of politics rather 
than rationality in 
decisions 

• Leadership • Spear project team 
disbanded 

• No-one driving the 
project 

• Seems that project team 
finished with change 
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over 
• Insufficient resources 
• Support leaders did not 

drive Spear in their 
sections 

• Wrong decision made 
on training service 
providers 

Anxiety • Poor quality outcomes • Unable to produce a 
quality outcome even to 
pre implementation 
standard 

• Must heavily qualify 
data 

• Lack of resources 
• Lack of information 
• lack of communication 

Anger/annoyance • Leadership • No-one driving the 
project 

• Seems that project team 
finished with change 
over 

• Unable to produce a 
quality outcome even to 
pre implementation 
standard 

• Must heavily qualify 
data 

• Lack of resources 
• Lack of communication 

Demoralisationl • Leadership • No-one driving the 
Demotivation project 

• Seems that project team 
finished with change 
over 

• Unable to produce a 
quality outcome even to 
pre implementation 
standard 

• Must heavily qualify 
data 

• Training incomplete 
therefore must self-train 

• Needs more resources 
• Management 0 Displays little interest in 
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problems 
• Paying little attention to 

staff shortages caused by 
PROMIS 

Betrayal • Leadership/management • Not meeting self 
imposed time lines for 
fixes and enhancements 

• Lack of resources 
Misinformation 

Comfort • Planning • Having met the time 
deadlines 

• Applications operating 
Satisfactionl • Technology & • ICAD operating very 
Success Applications well 

• Users becoming more 
comfortable with the 
application 

• PROMIS was as well 
prepared as time and 
resources permitted 

• The application was 
being used 

• The technological 
challenge was met 

• The PROMIS 
application will 
eventually improve 
service outputs 

Encouragement • Applications • Positive feedback on 
1CM) 

Deflatedlboredl • Change over • Successful change over 
Unmotivated meant reduced intensity 

• Tidying up jobs are 
comparatively mundane 

Disappointment • No program evaluation • It would show up poor 
management of project 

Inadequacy • No obvious application • Staff working very long 
finalisation date hours and getting further 

behind 
• Cannot provide 

unqualified data to users 
• Putting operational staff 

at a disadvantage 
• Carmot come one's own 

tasks 



Ignored/neglected • Leadership/management • After change over 
project team decimated 

• No support 
Tired (emotionally • Unstable application • Staff had to work longer 
and physically) hours 

• Requests for fixes and 
enhancements not met 

• Continuous use of 
defective technology 

• Looking ahead to 
uncertain conditions 

• Being loaded with duties 
of former project 
members 

Implementation • Holidays 
successful • Less hours 

• Intensity dropped 
dramatically 

Enthusiasm • Applications • Potential to provide a 
better service 

1 4.2.3.2  Conclusion 1 

This section of the research relates to the final period of the case study 

commencing one week after the change over and concluded sixteen weeks later. 

During this time, both operational and non-operational staff used both of the Spear 

project applications. 

During this time the data show the two groups maintained their divergent views on 

the change event and their emotions reflected those reported in the other two 

periods. However, there was some change in the reported causes or emotional 

stimuli during this period and these have been detailed in the post implementation 

emotions register. 
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The data show the emergence of another major emotional stimulus during this 

period. All actors reported on the problems experienced during this period because 

the project was under resourced. Manifestations of the under resourcing were 

incomplete training, inferior quality of training, no program evaluation, time lag in 

de-bugging PROMIS, non-committal to time frames for enhancements and a 

scarcity of on the ground project leadership. 

The data also offered an opportunity to compare and contrast the two applications 

which comprise the Spear project following their implementation. The data 

indicate under resourcing, management inflexibility and stable/unstable 

applications as the major points of differentiation between the post implementation 

status of the two applications. 

Finally, the emotions register clearly demonstrates the divergence of the two 

groups being maintained through the post implementation period as well as the 

emergence of fresh stimuli of actors' emotions. 

4.3 Conclusion - Data and Analysis 

This chapter contains the research data and analysis for the period of the case 

study. This period has been broken into preparation for the change event, the actual 

event occurring and the post implementation periods. 

In chapter 3 the methodology used in this research was detailed. The data 

collection and analysis were undertaken simultaneously in accordance with the 



150 

principles of Grounded Theory. This involved the researcher in a process of 

constant comparative analysis to ensure the outcomes were rooted in the data and 

to ensure the data came from as wide a sample as possible within the case being 

studied. This also provided the opportunity for the researcher to search for a level 

of data corroboration with which to support a claim for theory accuracy. 

This methodology also provided for the research direction to be lead by the 

emerging theory. This emerging theory concept provided scope and direction as 

well as providing the researcher with a prompt when theoretical saturation was 

reached and the need to redirect the data collection had arrived. 

The data relevant to reported emotions in each of the periods referred to above 

have been detailed in this chapter and summarised through the use of emotion 

registers at the conclusion of each period. These emotions registers provide details 

of the stimuli which triggered the emotions as well as provide details on outcomes 

reported from the case studied. In order to be in a position to prepare these 

registers, the scope of the research, within this case, investigated a number of 

issues. These issues are listed below however it is important to note that these 

issues emerged from the data and were reported herein in three logical time 

periods, the preparation period, the change over period and the post 

implementation period. 

These issues were: 

0 Agreeing a useable definition for emotion, 
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Developing an understanding of the case study corporate structure and the 

culture and norms, 

. Investigating the actors' perceptions of their emotional boundaries (within their 

emotion free zones or outside the zones) applicable to the various activities 

confronted in their daily lives as well as reviewing the literature to corroborate 

the actor supplied data, 

Developing the theories on how the actors reported their emotions (use of 

super emotions and emotion sets), 

Explaining how the actors controlled (acquiescence and nonchalance) their 

emotions while working in a highly disciplined, para military organisation 

which relied on historical norms and the use of rank and symbols to achieve 

their objectives, 

Identifying the key elements (communication, leadership, planning and change 

history) effecting the change program and therefore the emotions of the actors. 

Throughout the three time periods, and in developing and addressing the above 

issues, the actors were inter-weaving their emotions throughout the process. As 

there were three distinct periods, it was appropriate to also examine a combined 

emotions register. This appears in Annexure 1. The relevance of the flow of 

emotions will be discussed in the next chapter. 

The Spear project provided the opportunity for this exploratory research to be 

undertaken and thus far the data have been directly related to the events of that 

process. While the final chapter will concentrate on the research findings relative 
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to the research purpose, for two reasons it is important to provide a generic 

summary of the change process elements generated from the data throughout this 

research. The first reason is that it will contribute to satisfying the researcher's 

stated requirement for the research outcome to be useable. The second reason is to 

satisfy the Grounded Theory concept of generality. 

GENERIC OR GA NISA TIONAL CHANGE ELEMENTS 

The data was unanimous in identifying the organisation's culture and norms as 

being the biggest element of influence in the change process. The manner in which 

an organisation operates will undoubtedly control the success or failure of the 

change process. For example, this research found that where organisational norms 

exist which include being non-collaborative, discipline focused to achieve, 

uncommunicative, unreasonable, inflexible and overly secretive then the ability of 

the organisation to embrace the widely accepted concepts and theories of 

Organisational Development is diminished. 

The data generated a set of general questions which could be used by management 

to assess their organisation's culture and norms preparatory to a major change 

event. These questions are listed below. 

Within the organisational culture and norms: 

. how are decisions made and who makes them? 

• what is the likelihood of management being widely inclusive of the mass of the 

staff in the decision making process? 
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. will management readily admit a mistake and change event parameters? 

• how much information is distributed throughout the whole change process and 

how effective is it? 

• how effective are the communication processes between management and 

user? 

how approachable is management throughout the process of change to ideas of 

enhancement? 

how qualified are the decision-makers to make and implement change 

programs? 

• how committed is management to the finalisation of the process and what is 

finalisation? 

• are the allocated resources sufficient to complete the project? 

• how important is a contented staff to program success and what is done to 

achieve it? 

• does management have a history of commitment to staff training? and 

• how cognisant is management to the feelings of its staff? 

This research shows that an organisation which positively responds to the 

questions listed above would implement a successful change process. A review of 

the combined emotions register (Annexure 1) reveals that the emotional stimuli 

which took staff outside their emotional comfort zone could have been negated 

andlor diminished if this change event had occurred in an organisation with a 

culture and norms which equate to positive responses to these questions. 
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It should not be read that these general aptitude questions were the product of data 

from any particular 'status' of employee within the organisation. All employees 

contributed. For example, issues such as timely decision making, communication, 

effective communication, resourcing, commitment, training and quality of staff fell 

on the core group from both upper and lower levels within the organisation. 

There are numerous computations and permutations possible from the responses 

and it was not possible, nor was it the intention, for this research to provide a 

definitive "perfect set of organisational culture and norms". As can be seen from 

the combined emotions register there are issues born of multiple stimuli which 

generate different emotions just as there are multiple emotions"' generated from a 

single stimulus. 

Finally, the data show that the longer management can control the stimuli which 

cause an employee to breach the negative boundary of her emotion free zone, the 

more likely it is that the employee will remain productive. This issue will be 

pursued in the following chapter. 

189 Refer to super emotions and emotion sets in 4.2.1.1.1 



CHAPTER FIVE 
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~ 50- - FINDINGS 

These research findings address the research purpose clearly stated in chapter 1.2. 

That purpose was to develop a theory which explained the emotional effects of a 

major change event on an organisation's staff. 

It was stated that such a theory would assist management in the plaiming of a 

major change event to more accurately predict and accommodate the likely 

emotional effects of change on staff and management. 

In presenting the findings of this research the theory which the research question 

sought will be presented first. The theory is followed with a set of requirements 

which must be met in order for the theory to be successfully enacted. In detailing 

the requirements some additional information in the form of explanatory examples 

has been included as well as data from the case study. 

In presenting these requirements, emotions will be referred to as either positive 

emotions, negative emotions or emotion free zone emotions and some liberties 

have been taken in the grouping of emotions. However, further and more specific 

data on the emotions, their causes and other supporting information from the 

subject case study is provided in the combined emotions register (Annexure 1). 
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Specific emotions relative to specific requirements have not been included in this 

chapter because: 

. the various computations and combinations of the emotions across the change 

event periods would be too numerous and would detract from the processes 

presented, 

• even though there will be organisationally common emotions, it is the 

hypothesis and the requirements which are central to this research rather than 

individual emotions, and 

• as a reference source, the combined emotions table (Annexure 1) is much 

simpler to follow. 

5.1 Theory 

In order to more successfully plan and implement a change event, an 

organisation's management should first maximise the amount of time people are 

able to enjoy positive emotions, second maximise the time employees spend 

within their emotion free zones and finally minimise the amount of time people 

spend enduring negative emotions. 

5.1.1 Requirements 

It is recommended that for an organisation to successfully execute the theory 

detailed above, all of the following requirements should be satisfied. These 

requirements are not stand-alone requirements. Failure to achieve these minimum 

standards will invariably result in a change event process in which the actors will 
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endure more negative emotions than positive, and less time in their emotion free 

zones. Also, it will result in people: 

masking their emotions so as to avoid confusing and confronting situations 

(usually because they feel powerless to change the cause of the problem so 

they acquiesce), 

exhibiting a form of nonchalance which manifests itself as a work to rule (they 

feel disinclined to go out of their way to assist), and 

being less likely to be proactive and to articulate their views (they feel that 

management has betrayed them and other purported beneficiaries of the change 

event so why bother to offer unsolicited assistance). 

REQUIREMENT 1 

Management must be aware, within their organisations, of: 

• Positive emotion stimuli, 

Negative emotion stimuli, and 

• The boundaries to the emotion free zone/s which permeate their organisation. 

This awareness should encompass the different status groups within the 

organisation. Eg: the divergences between core and non-core project members' 

perspectives detailed from the case study and reported throughout 4.2.2 and 4.2.3. 

Note: there is no evidence of a significant difference in the types of emotions 

reported and their causes based on the gender of the actors. 
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REQUIREMENT 2 

Management should be aware that people's emotions do not remain in a constant 

state and prepare accordingly. Logically this follows the issues of requirement 1 

that management should also be aware of the stimuli which change a person's 

emotions. For example, over the period of the case study, some actors' emotions 

relative to specific events changed from anxious and worried to satisfied based on 

their access to the change event software application or their access to information. 

An interesting outcome of the research was that people seem to be more accepting 

of stimuli within the organisational environment without reaction than they are in 

their private lives. This suggests that their organisational emotion free zone 

boundaries are much wider or more accepting in an organisational environment. 

This is likely to be a result of the culture and norms of the organisation in that 

organisation wide acceptance of stimuli over-rides individual acceptance in the 

organisational environment. See Emotional Stimuli 4.2.1.1.1. 

REQUIREMENT 3 

Management must be aware of the likely consequences of people either actually 

being, or perceiving to be, forced outside their emotion free zones. For example, 

the combined emotions register clearly demonstrates positive emotions prevail 

when people believe an outcome will provide a benefit whilst negative emotions 

result from a lack of information and/or poor communication. The data show that it 
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is possible for people's emotions to vacillate between positive and negative at 

different times in relation to the same stimuli. 

REQUIREMENT 4 

Management must take a holistic approach to the planning, implementation and 

post implementation periods in any change process. For example, people become 

frustrated, anxious and annoyed when they cannot visualise the full picture and 

their role in it. 

REQUIREMENT 5 

Management should employ realistic planning processes. For example, in the case 

study where insufficient time and resources were allocated, technology and 

applications are incomplete/inferior, and there is no performance assessment, 

people predominantly experience negative emotions. Also note, some people 

respond positively to a challenge. 

REQUIREMENT 6 

An effective feedback process is imperative. The 'effectiveness' criterion must be 

supported by all who use (or should use) it. For example, use of a feedback process 

which is, or is perceived to be, ineffective will result in people feeling frustrated, 

demoralised, demotivated and betrayed. This research clearly showed that a total 

reliance on an electronic feedback process is unwise. 



CHAPTER SIX 
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6. CONCLUSION 

In the Introduction chapter of this thesis it was demonstrated that organisations are 

in an almost constant state of change, trying to secure a competitive advantage 

within their environment through the application of organisational development 

and other theories. 

Within this environment, employers and employees contract with each other, not 

only in relation to tangibles but also intangibles, so as to reach agreement on the 

level of performance expected and the rewards which will flow from successful 

performance. This was described as the psychological contract. It was impossible 

to completely codify this contract as it is only partly tangible with the balance 

being "understanding or trust" issues. It was within this grey area that this research 

was undertaken. 

The research purpose was explained in 1.2. It said: 

"This thesis acknowledges the rapid change process within 
organisations and the resultant need to reconsider the obligations and 
expectations contained in the psychological contract and is particularly 
concerned with the emotional effects which organisational change has 
on staff and how management addresses this phenomenon. 

The purpose of this research is to develop a theory which explains 
the emotional effects of a major change event on an organisation's 
staff. 
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Such a theory will assist management in the planning of the change 
event to more accurately predict and accommodate the likely emotional 
effects of change on staff and management." 

It was expected that the outcome would take the form of a theory which explained 

the emotions involved in a change process and their management so that 

organisations could predict, during their planning process, emotions likely to be 

experienced by staff. Armed with this knowledge, management would be expected 

to develop an appropriate change model. 

It was clearly stated that the purpose of this research was not to provide a medical 

or psychological explanation of emotions in organisational change but rather, in 

keeping with the business management tenor of this Doctorate, to provide an 

outcome which is useable in modern organisational environments. 

Having determined the research purpose, a review of the literature (Chapter 2) was 

undertaken in order to refine this purpose. This review led the researcher to 

conclude that whilst there were a significant number of organisational change 

methods or models, none of them prioritised actors' emotions and their 

management in the organisational change process. This led the researcher to 

conclude that this research was distinctive and it would add another dimension to 

the planning and implementation of organisational change. 

In order to honour the useability requirement, a methodology was used which 

demanded that the outcome would be sourced from and led by the data. This 
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methodology was detailed in chapter 3. The use of Grounded Theory principles 

ensured the source and research direction were data driven and, through the 

implementation of constant data comparison and theoretical sensitivity, the 

outcome provided theory generality. 

The data was sourced from a public sector organisation through an exploratory 

case study which saw the organisation planning for and implementing a major 

technology and applications change which would end up affecting the work 

practices of all members of the service involved. The change event and the actors 

involved are explained in detail in 4.1.1 and 4.1.2 

Chapter 4 contains the data which emerged throughout the preparation for the 

change event, the actual change event and the post implementation periods. The 

data was presented and analysed as part of a series of time periods which followed 

the above three change event sections. In this way, the data was being continually 

corroborated through the use of constant comparison analysis as it emerged from 

the actors. This emerging data set the direction for the research and, as reported in 

chapter 4, a number of themes or categories of emotion emerged. 

It is of interest to note that the presentation of the primary data using the time 

series emotions register fits neatly with the compartmentalised approach to change 

planning from the literature as detailed in chapter 2. 
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The Findings chapter (5) details the theory which emerged from the research data. 

Also produced was a series of requirements which need to be addressed and 

resolved in order for the theory to be satisfied and, thereby the change event, 

emotionally successful. 

In its totality, this theory is complex in structure and not easily achievable. A 

simplistic assessment of the theory could lead one to conclude that if people are 

kept generally happy and contented rather than sad and demotivated then the 

emotional change event will be successful. Essentially this is correct however it is 

the demanding 'how', 'why' and 'what' questions which follow that make the 

successful execution of the theory such a difficult process. It is the satisfaction of 

the six theory requirements which is the source of the difficulties. 

An example demonstrates that point: 

A review of the primary questions a change manager should ask in relation to 

requirement 1 gives some insight into the dfJiculties mentioned above. The likely 

questions would be: 

• What are the positive emotions enjoyed throughout the organisation in day to 

day mode and how are they stimulated? 

• What are the negative emotions endured throughout the organ isation in day to 

day mode and how are they stimulated? 

• What are the boundaries to the emotion free zone/s and what are the stimuli 

required to breach these boundaries? 
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This same set of questions would need to be asked and answered in relation to the 

change event. 

In order to answer both sets of questions, the change manager would need a 

thorough understanding of the effects on people 's emotions of 

• The culture and norms of the organisation, 

• The role played by the organisational structure, and 

• The likely effects on the various groups (eg: core and non-core groups) within 

the organisation. 

With the demands placed on change managers to satisfy all of the requirements in 

order to be in a position to successfully execute the theory comes related issues 

which this research has thrown up but not addressed. 

6.1 Future Research 

RESEARCH PR OJECT 1 

This research applies to organisational change, the emotions involved and their 

management. The theory generated, and the supporting requirements, challenge the 

change manager to develop a holistic change model which recognises the role of 

emotions and their stimuli. Although it seems to the researcher that responses to 

the requirements would be organisation specific, future research could produce 

such a holistic model incorporating emotions and their management. 
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RESEARCH PROJECT 2 

Data generated from this case study has highlighted the role of organisational 

cultures and norms in the creation and maintenance of emotions and emotional 

stimuli within this particular organisational structure. Future research could 

challenge the dominance of culture and norms in other organisational structures in 

the shaping of emotions. 

RESEARCH PROJECT 3 

Generally, the research challenges the human resource management industry to 

expand its vision to incorporate emotions and their management into the 

organisational strategy. If this case study is indicative of public sector 

organisations then the current "strategic" paradigm within human resource 

management is a failure. Someone may wish to disprove this conclusion. 

RESEARCH PROJECT 4 

Finally, with this research confirming that people's emotions affect their outputs as 

well as their desire to contribute during an organisational change event, research 

should be conducted to attempt to quantify these effects on the business of 

organisations. It would seem logical to this researcher that an organisation's risk 

management program for day to day operations and for change processes could be 

significantly at variance to reality on the basis of an unsubstantiated assessment or 

a nil assessment of the effects of people's emotions on the relevant process. 
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ANNEXURE 1 

COMBINED EMOTIONS REGISTER 



COMBINED CASE STUDY EMOTIONS REGISTER 

No Emotion Preparing for Change Event Change Event Post Implementation 
Cause Information Cause Information Cause Information 

 Excitement • New • New • Applications • Potential to 
technology technology provide a 

• New challenges • New challenges better service 
• Self • Self 

improvement improvement 
• Promotion • Improve the 
• Improve the service to the 

facilities of the operational 
operational staff 
police • Improve the 

• Improve quality of the 
quality of data data 

• Problem free 
testing and 
change over 

• Job completion 
• Waiting on the 

next challenge  

 Confidence! • Ability to • System testing 
Relief complete within tolerable 

0 Technical  levels 



expertise • System stability 
• Success of 

change over 
• Validated 

planning  

 Comfortable • Software • Planning • Having met 
people on site the time 
pre-changeover deadlines 

Applications 
operating 

 Frustration • Lack of • Details of the • Lack of • Details of the • Lack of • On fixes and 
information change information change information enhancements 

• Role of the • Role of the • Role of the 
actors in the actors in the actors in the 
change process change change 

• Effects on staff process process 
• Generates • Effects on • Effects on 

perceptions of staff staff 
doom • Generates • Generates 

perceptions perceptions of 
of doom doom 
Unplanned 
change_over  

 • Lack of • No responses • Lack of • No responses • Misinformatio • Completion 
communication to mail communication to mail n dates not met 

• Current status • Current status 
of development  of  



• Important development 
decisions not • Important 
being made decisions not 

• Generates being made 
perceptions of • Generates 
doom perceptions 

of doom 
• System 

failures not 
explained 

• Application 
upgrades 
ignored  

6. • Lack of clarity • Unclear on • Lack of clarity • Unclear on • Lack of • Times to 
of expectations "bosses" of expectations "bosses" communicatio complete 

expectations expectations n • Feedback 
• Non- • Non- opportunities 

commercial commercial • Project team 
nature of nature of 
agreement agreement 

• Ineffective • Ineffective 
communication communicatio 

• Additional n 
duties • Additional 

duties  

7_7 • Incomplete • No succession 
application planning 

-a 



• Operating on 
old version 

• Management 
not meeting 
deadlines for 
fixes 

• Management 
not meeting 
deadlines for 
enhancements 

• Lack of 
resources 

8. • Time • Didn't allow 
constraints for full 

training 
• Didn't allow 

for more user 
friendly 
Promis 
application to 
be developed 
for 
changeover 

• Had to take 
shortcuts 

• Support 
leadership 



could have 
been more 
accommodatin 
g 

• Role of 
politics rather 
than 
rationality in 
decisions 

9. • Leadership • Spear project 
team 
disbanded 

• No-one 
driving the 
project 

• Seems that 
project team 
finished with 
change over 

• Insufficient 
resources 

• Support 
leaders did 
not drive 
Spear in their 
sections 

• Wrong 

-a 

00 



decision made 
on training 
service 
providers 

 Frustration • Misinformation • About the • Leadership! • Not meeting 
/Betrayal data in the management self imposed 

previous time lines for 
system fixes and 
Promising fix enhancements 
dates but not • Lack of 
achieving  resources 

 • Misinformatio 
n 

 Anger/ • Being ignored • Being ignored • Non-response • Leadership • No-one 
Annoyance • Putting at risk to mail driving the 

of operational • Assessment project 
police • Putting at risk of application • Seems that 

• Lack of of operational • Failure to project team 
Information • Organisational police meet finished with 

• Lack of history on • Lack of commitments change over 
communication change not Information • Unable to 

• Process of addressed • Lack of produce a 
dealing with • No "selling" communication quality 
staff of the product • Process of outcome even 

resulted in dealing with • Organisationa  to pre 

White-anting refers to the practice of being negative about an event for the purposes of radically changing it or having it cancelled. 



perceptions staff 1 history on implementatio 
developing change not n standard 
followed by addressed • Must heavily 
"white- • No "selling" qualify data 
anting" 1 of the • Lack of 
activities product resources 

resulted in 
perceptions 
developing 
followed by 
" white- 
anting " 
activities  

 • Lack of 
communicatio 
n 

 Anxiety • Lack of • Lack of • Poor quality • Unable to 
information information outcomes produce a 
Ability to • Ability to quality 
perform perform outcome even 
additional additional to pre 
duties without duties without implementatio 
additional additional n standard 
resources resources • Must heavily 

• Waiting for the qualify data 
system to fail • Lack of 

0 Would resources 

00 



operational 
staff accept it 

• Adequacy of 
preparedness of 
staff 

• Effectiveness 
of 
recovery/contin 
gency_planning  

15. • Lackof 
information  

• Lackof 
conmiunicatio 
n 

 Disharmony • Lack of 
info rmation  

 Satisfaction • When an output • Successful • Staff wanting • Technology & • ICAD 
milepost is planning to go live Applications operating 
achieved • Successful early very well 

rebuilding of • Users 
interface after becoming 
system failure more 

• Job • Substantive comfortable 
successfully job with the 
completed completed application 

with tidying • Promis was as 
up work to well prepared 



do as time and 
• Met resources 

performance permitted 
criteria - it • The 
worked application 

was being 
used 

• The 
technological 
challenge was 
met 

• The Promis 
application 
will 
eventually 
improve 
service 
outputs 

19. Demoralisedl • Lack of • Lack of • Leadership • No-one 
Demotivated response on response on driving the 

issues raised issues raised project 
• Lack of • Lack of • Seems that 

information information project team 
• Staff feelings • Staff feelings finished with 

of uncertainty of uncertainty change over 
unable to be unable to be • Unable to 
addressed  addressed  produce a 

-a 

00 



• Lack of • Lack of quality 
training training outcome even 

to pre 
implementatio 
n standard 

• Must heavily 
qualify data 

• Training 
incomplete 
therefore 
must self-train 

• Needs more 
resources 

 • Failure to • Management • Displays little 
recognise effort interest in 

• Lack of problems 
communication • Paying little 

• Lack of attention to 
information staff shortages 

caused by 
Promis 

 Apprehension • Concerns have 
not been 
addressed  

 Disappointmen • Having to train • No program • It would show 
t/ on old software evaluation up poor 
Disillusionmen 

versions but  management 

00 



t expected to go 
live on the new 
version 

• Bad planning 
• Dealing with a 

large project in 
a non-
commercial 
environment  

of project 

 Self-doubt • Budgeting for • Both diminish 
unknown as output 

• Dealing with milestones are 
new and successfully 
unknown achieved 
technology and 
practices  

 Tiredness • Mental • Mental and • Unstable • Staff had to 
• Physical physical on application work longer 

successful hours 
change over • Requests for 

fixes and 
enhancements 
not met 

• Continuous 
use of 
defective 
technology 

- 



• Looking 
ahead to 
uncertain 
conditions 

• Being loaded 
with duties of 
former 
project 
members 

 • Implementatio • Holidays 
n successful • Less hours 

• Intensity 
dropped 
dramatically 

 Uncertainty • About ability to 
perform in an 
unknown 
environment  

 Worried • Whether • Worries 
operational diminished as 
staff will like it output 

• Whether milestones are 
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• Were the initial 
decisions  

00 



correct  

 Stress • Getting close to 
change over 
without testing 
new software  

 Rejection! • Left out of • Failure to • Leadership/ma • After change 
Neglect/ previously recognise effort nagement over project 
ignored acceptable • Lack of team 

information communication decimated 
loops • Lack of • No support 
Purposely information 
excluded from 
relevant 
meetings 

 Embarrassmen • Ease of testing 
t and change 

over 
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 Calmness • During the 
testing period 
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external system 
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 Deflation/Bore • Substantive • Change over • Successful 
d work change over 
Unmotivated completed and meant 
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to do intensity 

• Nothing went • Tidying up 
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success on the performance 
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project 
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whether it 
worked or 
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t feedback on 
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provide 
unqualified 
data to users 
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operational 
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• Cannot come 
one's own 
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P0 Box 39764 Winnellie Northern Territory 0821 Telephone (08) 8922 3344 Facsimile (08) 8927 0381 
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r&1 :Your Ref. 

:Our Ref. 

To whom it may concern 

Introduction of Mr Terence Raymond Dreler - Independent Researcher. 

I am pleased to introduce Terence to you and confirm that he has my endorsement and 
approval to conduct his personal studies research project on Emotions in Organisational 
Change using volunteer participants from the NTPFES in Darwin. 

The main change agent related to the research is the SPEAR PROJECT and the pool of 
volunteer personnel is to be generally drawn from Corporate Services units closely involved or 
affected by the new information systems. 

As Terence will explain to you in more detail, his research is totally independent of this agency 
and he will not be communicating any information gained during the research to me or any 
other person in accordance with the ethical standards established by the Northern Territory 
University. 

In order that Terence may carry out his research, I have arranged for a small interview office to 
be made available at the NTPFES College, subject to competing requirements, and support 
your release from duty to attend mutually agreed interview sessions with Terence at that, or 
any other appropriate facility. 

Supervisors are requested to facilitate Terence's project by allowing him to attend and observe 
unit or committee meetings and change process planning sessions under mutually acceptable 
arrangements whenever possible. 

Should you have any concerns in relation to Terence's presence or activities in relation to this 
approved activity, please contact either Rowan Charrington on 23332 or myself on 23333 in 
order to clarify or resolve the matter. 

you lfr your interest and possible support for Terence's research project. 

D A SMITH 
ASSISTANT COMMISSIONER 
CORPORATE SERVICES 
94 1August 1998. 

Noithn Tenitory Government 
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