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Abstract

This is a reflexive hermeneutic study exploring the emotions of individuals during
strategic and organisational change from an objectivist ontology and subjectivist
epistemology. It explores individuals’ emotions and individuals’ variations from
organisations’ cultural expectations and cultural fit. It considers individuals’ emotions
collectively, and the psychology of emotions as a basis on which organisational change

could be managed.

It provides insight into the emotional complexity of organisational life during periods of
change, the work derived feelings and emotions individuals struggle with on a daily
basis, the feelings and emotions that influence and shape, and can in turn be influenced
and shaped, by change events, and the stark management conditioning arising from the
emotional devoid reality and manipulation of organisational expectations and
mechanistically driven change programmes. This emotional insight belies the emotion
arid legacy of process driven change solutions, and adds to the growing voice that seeks
to usurp the emotionally sanitised picture of organisational life. It informs the debate
that seeks to influence the transformation of managerial objectivism, change practise,
and behaviour, so that emotions are recognised, welcomed, respected, supported and

embraced in the workplace.

The research environment is one of constant strategic and organisational change. Within
this context, the early research “hunches”, drawn from the author’s intuition, and life
history, that an individual’s feelings and emotions, their nature of being, their self
motivation, their relationships, and the nature of control, can be considered a reasonable
way of looking at and interpreting how individuals interact in everyday life, and their

personal response to change, are brought vividly to life and evolved.
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Introduction

This study is an exploration of the emotions of individuals during strategic and
organisational change within a hermeneutic framework. It is a journey that has emerged
from my own experience of organisational change, where the reasons for change are
often accepted yet individuals’ resistance to change still exists, hinting at the microcosm
of emotions and motivations that exist beyond the surface view of organisational life.
What does the emotional lens reveal if we pay due regard to our feelings and emotions
in the work place, and consider the value they may add? This is the journey I have
embarked upon driven by a genuine interest and belief that if feelings and peoples’
individuality were better understood and respected more in the work place as the norm

and not the exception, the practice of delivering change in organisations may also be

different.

There is a growing interest in feelings and emotions in management theory, in which
attempts are being made to, develop an understanding ofthe issues and the implications
for management praxis, and in this study, I draw on some of this research, which has
been invaluable in giving depth and meaning to my research, and which ultimately have

given me the confidence to proceed.



Map of the hermeneutic journey

This is a hermeneutic exploration that I discuss in detail during the study. My objective
has been to develop an understanding of how individuals make sense of their world by
using an approach in which I could gather information, form impressions and develop
understanding from studying the patterns emerging from the research material. The
hermeneutic methodology provides a framework that supports this objective, and the
following is a simple representation to illustrate the map of my hermeneutic journey.
The approach explicitly recognises the pre-understanding and the participation of the
researcher in the process. The iterative and triangular approach embracing, reflection,
consideration and exploration; interpretation, and literature interrogation is at the core of

this methodology.

Life I Research
history | | interest
A HERMENEUTIC
EXPLORATION
SELF LITERATURE
KNOWLEDGE (Initial intellectual
presuppositions)
In the context of change In the context of change
PRE-
UNDERSTANDING
1i
r
EMERGING OBSERVATIONS HUNCHES
UNDERSTANDING -« (Reflections ofthe empirical Q - (Early research considerations)
(Broader implications) world)

THEMES EXPLORED
» AND EVOLVED

(Interpretation and modest

theories)
Adapted from Gill and Johnson (1997);

Kolb (1979) Experiential learning cycle;
Wallace (1971) The logic ofscience in
sociology



In chapter 1, Pre-understanding, 1 share details of my life history and how this has
informed this study, directed my initial literature review and helped to shape and inform
my early research considerations of feelings and emotions, self motivation, relationships
and control as a basis for inspection and association. I have drawn upon some examples
and observations from my working life to illustrate what is important to me, my
thoughts, feelings and motivation, and I discuss my thoughts on some select texts and

how these have helped give shape to my research.

In chapter 2, My researchjourney, 1 bring to life the aim, purpose and objectives of the
study and how my philosophical and methodological considerations have helped to
shape and inform my overall approach to this exploration, the research methods I have
adopted, my interpretations, and emerging understanding. An important part of this
journey has been my own feelings and emotions, which I reflect upon and share within
the discourse. This is a reflexive study and it would be misleading to suggest that I had
a clear view of how I intended to carry out this study from the outset of the journey or
even to suggest that I had a clear view of what my research objectives were going to be;
I didn’t. Decisions had to be taken on the methods and on the overall methodology I
was going to use. The starting point here is my ontology and epistemological
considerations, and I have attempted to provide an understanding of the journey; taking
ontology and epistemology together, and then my methodological considerations, my
methodological choice of the hermenecutic framework, and then a discussion of the
methods I employed to collect my qualitative research material, although the journey

itselfwas far from this straight forward.

Throughout the discussion, I seek to bring to life the practical issues that started to give
life to my research journey; the research environment, the approach and the methods I
use; the individuals who have been willing participants during my journey, and the

ethical issues I have deliberated on and on occasions struggled with.

I share my approach to my exploration, and interpretation using the hermeneutic loop.
This was not a remote academic exercise that I undertook at the side lines, observing at
the periphery of others’ lives; my experience, thoughts and feelings had a part to play.

This has been a fascinating journey for me and I seek here to reflect on some of my own



feelings and emotions and to share these as an insight into my experience during my

collection, transcript, exploration and interpretation ofthe research material.

In chapter 3, A hermeneutic exploration, 1 endeavour to bring to life my hermeneutic
exploration of the emotional experiences of individuals during periods of strategic and

organisational change, and the understanding emerging from this.

This is a reflexive exploration during which my objective has been to develop an
understanding of how individuals make sense of their world by using an approach,
which explicitly recognises the researcher’s intuition, interpretation, understanding, and
relationship with the research subject. I have adopted a number of core principles that
underpin the hermeneutic approach, and in this way, [ gather information, form
impressions and develop understanding from studying the patterns emerging from the
research material. Through my iterative approach, intuition and reflexive responses, I

bring the hermeneutic cycle to life.

In chapter 4, Conclusions and personal reflections, 1 review the aim, purpose and
objectives of my study, my conclusions and observations, and the considerations for
management praxis. I share my thoughts on the strengths and limitations of my study,

my recommendations for future research, and my personal reflections of the journey.



1 Pre-understanding

Introduction

The objective of this chapter is to provide insight into my pre-understanding as a

basis for inspection and association.

In the chapter that follows, I share details of my life history and how this has informed
my research interest, directed my initial literature review and helped to shape and
inform my early research considerations. A map of the discussion follows, which is
presented to illustrate the initial stages of my research journey in an order that faithfully
reflects how I have sought to understand and develop my pre-understanding. I reflect on
who [ am, my experience, my values and beliefs, and why I am interested in this study. I
then introduce the literature I initially explore to help develop my pre-understanding and
inform my initial research interest. This helps to give shape to my early hunches of
feelings and emotions; self motivation, relationships and control, and has given me the

confidence to proceed.

Who | am; my experience; Introduction to the
my values and beliefs; literature | reviewed Interest for j
why | am interested in this initially to help develop the j
study # the concept f research #:
CHAPTER 1
PRE-
UNDERSTANDING
SELF LITERATURE CONSIDERATIONS
KNOWLEDGE
Life Research Developing Feelings and
history interest knowledge emotions
Moving from pre- ¢ Self motivation

understanding to
modified understanding

Relationships

Early hunches

1

Control



The map is presented to provide an understanding of the discussion, although here, at
the start of the journey, there is no clear path ahead; no decisions have been taken on
how I am going to carry out this study and I have no clear view of what the research
objectives will be. In its nature, this is a reflective piece of work, from which decisions

to be télken and the theory will emerge as the journey progresses.



Self knowledge

What follows is a little personal introduction about me, the researcher, to share
why I am interested in this study through a snapshot of my life history set in a
context of change. I have drawn upon some examples and observations from my
working life to illustrate my competence to carry out this study and to illustrate
what is important to me, my thoughts, feelings and my motivation as a basis for
inspection and association. At this stage of my research journey, I have
deliberately not sought insight from the literature. The focus here is my

experience. This is my voice.

In providing an insight into my life orientation, and how I know what I know, I begin to
reveal my ontological and epistemological perspective, and the considerations and the
interdependencies that shape my reflexive journey. My philosophical considerations and
their theoretical reference are discussed in more detail in the next chapter, although, I
hint at these in the background, at this stage, to provide an early insight into some of

their origins and their influence.

My life orientation - a personal introduction

If you were to ask some people who know me what they believe is important to me,
they would more than likely say that I live to work and that the company and my career
are the most important things to me. They would say this because I regularly work long
hours. Let me set the record straight. I enjoy my work but it is why and how I go about
what I do and my family that are the most important things to me. For me this started a
long way back. In my younger days, I can remember my Dad regularly telling me, “A
job’s not worth doing unless you are going to do it properly”. I was brought up with this
work ethic and at some point in time I readily adopted this value as my own. My friends
say I am a perfectionist but to me it just means if a job is planned well and done
thoroughly in the first place, it saves what can be huge amounts of rework time later on,

time that could be spent doing the next job!



I get a huge amount of satisfaction from the work I do. I work to fulfil my own
individual motivation, my pride in a job done well and in the standards that I grew up
with and that I have for many years set for myself, both in my dealings with other
people and in how I expect to be treated myself. These standards include; treating all
people fairly and honestly, with open and honest communication, with respect for
individuals’ differences, innovation and creativity, and with full recognition of a good
job well done. The psychological contract of work is for many, in my experience, an
expectation that they will receive consideration along the lines of the standards I have
outlined here, or at least something similar to these, although I believe there is some
doubt about how visible or understood these are by individuals themselves or the

organisational collective. This has been a key area in shaping my interest in this study.

My interest in this study

My interest in carrying out this study has emerged from my own direct experience of
change in different organisations; both from my experience of being on the receiving
end of change and from my experience of designing and managing the implementation
of organisational and strategic change initiatives. It has been a fascinating journey, I
have learnt a lot and I have been recognised in the organisations I have worked for as

being good at what I do.

When I am designing change, the people that the changes are going to impact are central
to my considerations. I feel a great sense of responsibility for them and my objective is
always to try and support them through both the negative and positive impacts. In
practise, this often means building a process that recognises there will be emotional
reactions and which puts in place a support structure to help individuals work through
their feelings. I have had many people tell me how grateful they have been for the
support provided and I feel a sense of ajob well done. In reflecting on this, however, |
find that all T am doing and this would equally apply to others like me is building
processes that attempt to control and manage people’s emotions. I am not persuaded
that we ever really get beyond surface level feelings or even that we want to. Most
people I find have good intentions, they want to in the main, do the best for their

colleagues but despite this, the work environment does not generally encourage



individuals as a matter of course to be open with their feelings, nor in my experience
does it place any meaningful value on these feelings. As such, I have started to question
the moral and ethical correctness of attempting to manage and control individuals’
emotions to deliver change in this way and to ask if there are better ways for both the

individuals concerned and the organisation of making change happen.

In my experience of working in a number of typical Financial Services organisations,
members try to be in control of their emotions during organisational change, whether
they are on the receiving end of change or managing the implementation of change. I
ask myself; what if we didn’t do this; what if we didn’t try and control our emotions and
those of others; what would be the situation if we paid due regard to our feelings and
emotions; what would be the situation if we respected our emotions and then considered

the value they may add? This is the journey I have embarked upon with this research

project.

The role I have adopted in carrying out the research has been one of trying to create an
environment for open discourse and exploration. I have not been interested in searching
for some superior insight or privileged truth. I am, however, very passionate about how
change is managed and the consideration afforded to people affected by change. I have
a lot to bring to the table on this subject from living and breathing and caring about
change in the organisations I have worked for over many years. I intend therefore, to be
at all times very much a part of my study and not removed independently from it. My
own experiences are directly linked to organisational life and the world we live in and
as such, bring not just an understanding of myself and my basic assumptions, values and
beliefs, but of individuals in organisations and Society as a whole (Blaikie, 1995;
Bleicher, 1982). To this extent, I have attempted in the section that follows, to provide
some background about me and to provide an insight into me as an individual, drawing
on specific examples from my experience of organisational change to draw out and

illustrate what is important to me, my values and my beliefs.



Examples and observations from my working life

I have worked in Blue Chip organisations within the Financial Services environment in
the UK for over 25 years and it is through my experience and training during this time
that my competence to carry out this study has been developed. For over 20 years I have
been employed in managerial roles during which change has been dynamic within the
Financial Services industry. For my first 8 years as a manager I was responsible for
implementing many organisational change initiatives and over the last 12 years, I have
been directly responsible for the architecture, management and delivery of operational

and strategic change.

Throughout my career there have been many changes that have come not just from
within the Financial Services industry but from general management practice and
thinking across the wider business community. We have experienced Soft Systems
Thinking, Six Sigma, Business Process Redesign and Total Quality Management
amongst others. With them all has come organisational and strategic changes in many
guises as business leaders and managers, including myself, have attempted to bring to
life the benefits articulated by the latest management guru through; takeovers, mergers,
centralisation, de-centralisation, re-structuring peoples’ roles and responsibilities,

downsizing, upsizing, and Regulatory changes to name a few.

My experience of organisational life started for me like for many people when I began
my first real job after college in what was affectionately referred to as the machine room
at the local branch of a major bank, keying in the daily cheque reconciliation on a
painfully slow, archaic mainframe computer and manually stamping customer details
into cheque books for customer requests passed over from the cashiers on the lofty front
row. It didn’t take me long to realise that change was not really the order ofthe day and
I needed to resign myself to more of the same for the next three years if I wanted to
progress to the lofty front row dealing directly with the customer. In short order, five
weeks to be exact from my day one inauguration, I moved on and took up a position as
cashier on the front row with a large Building Society where change wasn’t quite the
order of the day, but was at least more evident with a new computer system to replace
manual cashiering processes being installed within a month of me joining them. I can
take no credit for the new system, but I quickly recognised and embraced the benefits

10



that came with it. I was recognised as a passionate and early adopter of change with this
becoming somewhat of a trademark throughout my career. I have never looked back.
Within three years 1 moved into my first managerial role, still passionate about making
changes, not change for change sake but to find better ways of doing things with many
of my initiatives becoming adopted company practices. After a number of similar
positions around the country, [ moved into my first multi-site managerial role and with

it my first direct experience of large scale organisational change management.

Several years later, the common thread running through my experience in the different
companies | have worked for and in the varied roles I have held, has been the design
and management of organisational and strategic change. Working with and managing
people through many change events during this time has provided a unique and
privileged opportunity for me to observe individuals’ and their reactions during periods
of change. There have been many drivers for the change events I have been part of and I
have had the opportunity to talk to individuals about their experiences and with this
knowledge, to reflect on the different change management processes adopted by
organisations, and equally as part of these, to reflect upon my own approach to change
management. What is clear to me is that at a rational level, the reasons for strategic or
organisational change events are often accepted, yet to varying degrees resistance to

change still exists, albeit often on a more individual basis.

Organisations are made up of groups of individuals who have come together with their
collective efforts focused on achieving the goals of the organisations but who equally
have their own individual psychological contracts of work. Not everyone has the same
work ethic or motivation as I do, but everyone does have their own individual
motivation as to why they work and how they go about the work they do. My
observations are that managers do not really understand this. They do not generally
understand or even care about the underlying deeper psychological motivations of
individuals or even the psychological work contract and this I feel often leads to a
superficial, clinical, self interested approach to the management of change. This was
demonstrated for me clearly during a strategic change programme I was leading. Prior
to the communication of a major organisation wide restructure, I asked three senior
managers to share how they were feeling about the message we were about to give to

the people directly affected by the change. Whilst there was a good news element in the

11



colleagues in pairs along the lines of, “There is only one role now, decide between
yourselves who will take it and let me know.” Whilst [ was not directly affected by this
experience, the organisational stories surrounding the event served to highlight to me

how change should not be managed.

During an annual strategy development event, myself and other senior executive
colleagues arrived to find a new structure chart on each chair, detailing significant
changes in roles, responsibilities and reporting lines. In effect demotions, on paper at
least were taking place. Whilst changes had been anticipated following the appointment
of a new ChiefExecutive, for some colleagues, this was the first they had seen or heard
of the changes being introduced. I, at least had received a telephone call the previous
evening. Discussions with colleagues reflected my own shock and upset about the
situation and the way the message was being communicated. Other than a brief walk
through of the structure there was no other formal reference to it and no searching
questions were tabled for debate at the time. The strategy event included team building
games and a social team dinner in the evening, all of which, on the face of it went very
smoothly. Colleagues who were perceived to have come out of the restructure better
than others were overheard to comment how professionally everyone had presented
themselves and joined in the fun and games and the social event despite the change
communication and the way it was carried out. For me, individuals’ psychological work
contracts and their expectations arising from these had been ignored. There were no
celebrations for some who had received promotions and no opportunity for searching
questions and answers before a public communication for others. The need at least from
everyone on the day to save face, maintain a sense of pride, suppress emotion be it
positive or otherwise, and demonstrate good cultural fit was unanimous. Collectively
brought about through individual actions the group demonstrated that an open display of
emotions and feelings was seen not to be a justified part of work behaviour and that

emotions were perceived to have no value.

From colleagues’ feedback, the individual conversations that took place after the event
with the Chief Executive were somewhat more sincere, albeit still mindful in most cases
of'the need to be seen to understand the changes taking place. No one was in any doubt
over the cultural expectations of acceptance of the changes. I asked myself some time
later what had happened here for an organisation that prides itself on caring about

13



people to decide to carry out a major change communication in this way. The
mechanical and superficial process adopted did not give due consideration to the people
affected by the changes and the impact on them. Individual feelings and emotions had

become lost in the process.

In my experience, for individuals who are affected by a change, if they understand the
drivers for the change and accept the change, they are seen as having a good cultural fit
by business managers. Individual resistance to change is seen as an inevitable part ofthe
process. It is not welcomed, but is recognised and tolerated as something that needs to
be managed and overcome in a timely manner. Resistance to change manifests itself in
different ways. It can be obvious with variations being openly expressed verbally or
through changes in behaviours. Variations, however, can also remain unspoken,
personal, even hidden, with just small changes in an individual’s behaviour sometimes
being the only indicator of underlying resistance. Management frustrations begin to
manifest themselves I find, when resistance to change becomes protracted and with this,

questions around the individual’s culture fit begin to emerge.

Individual variations from expectations of cultural competence and cultural fit may I
believe lead to moral and ethical as well as commercial considerations. This has led me
to question if there is a need for organisations in general to better understand the
emotions of their employees during periods of change. Interestingly, a director of
Human Resources in an organisation once told me that it was better not to share feelings
and demonstrate emotion in the work place to ensure one remained in control of oneself

and ones situation.

Giving shape to my research

Overall, my experience has led me to believe that there is some doubt about the extent
to which, emotions are genuinely welcomed in the work place and this has been a key

area for me in establishing the aim for my study and in developing my research.

The ontological implications for me at this stage are; that I consider work as purposive;
that I consider organisations as instrumental in that they exist to deliver goods or

14



services; that I see management as a legitimate activity; that I see change directed
towards organisational benefit; and that I consider that even an understanding of
emotions would “add value”. I explore these issues and discuss their implications in the

next chapter.

For me, the salient points are; individuals resist change; emotions drive the actions of
individuals; organisations have expectations of individual cultural competence and

cultural fit.

Discussion within my peer group and an initial review of the literature, the detail of
which I now discuss, have developed my pre-understanding, and my thinking on these
points and ontological implications and have helped to give shape to my early research

considerations.

Every change event | have managed has been unique. I find it is not easy to predict how
individuals will react and to a large extent, their reaction in my experience has been
different in every case. There is the informal, often unspoken psychological work
contract that exists for individuals and there are the nuances of individual emotion’s that
are often only partially revealed, not fully understood or in some cases not recognised

within the change programmes.

A desire to develop understanding is my starting point, however, and I have drawn out a
number of hunches from my own experience as early considerations for my research.

These are: feelings and emotions; self motivation; relationships; control.
In the section that follows, I share how my initial review of the literature influenced

these early research considerations. This is not a detailed exploration of all the literature

but an initial exploration designed to develop my pre-understanding.
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Initial literature review

My early research considerations; feelings and emotions, self motivation,
relationships, and control, have been drawn from my experience of change in
organisational life and it is this experience that has also directed my initial
exploration of the literature. This is not a detailed exploration of all the literature.
The objective of my introductory literature review has been to develop my pre-
understanding and inform my early research considerations with my focus being
on change, the leadership and management of change, and stories of emotions in

organisational life.

In the section that follows I discuss my thoughts on some selected texts and how
these have helped develop my research study. It is important to stress here that
this literature review is designed not to reinforce my pre-understanding but to

develop an understanding of it and to take it further.

Change

I started my exploration ofthe literature with a consideration ofthe definition of change

3

and it’s meaning that there is difference in the “what is”, at different points in time;
alteration, transformation and translation being some unimpeachable examples of the
types of change that give rise to this. Even here at this early juncture, however, I
encountered difficulties with this interpretation. Drawing on writers, such as, Bertrand
Russell, change can mean something arising from nothing. Conversely, there is a view,
Donald Davidson’s (1980) for example, that for genuine change to happen something
has to already exist so that it can be changed; and the very existence of change is also
problematic for some philosophers like for example, Paramenides (c. 480 BC), and
especially for those who hold the view that the past is no different to the present
(Honderich, 1995; Magee, 1988). There is no one common understanding. There is,
however, I believe at least sufficient empirical evidence to support the view that change
can be considered a pervasive feature of everyday life, and it is this all embracing nature
of change, even the arguments for and against its existence that has fascinated and

attracted the interest of scholars for thousands of years. Whilst there are no new
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revelations, their writings and metaphors help to inform our understanding of change
through their context and association. Consider for example Lao Tzu, the ancient
Chinese sage who is thought to have lived sometime before 4000 years BC. Whilst his
existence today is in some doubt, he is traditionally viewed as the author of the classic
Tao Te Ching, the dialogue of which reflects upon the “what is” and concludes that the
world we live in undergoes progressive development with continuous change
(Honderich, 1995; Wilhelm, 1989). Like Lao Tzu, Heraclitus of Ephesus, a pre-Socratic
philosopher in the early 6th Century BC, also writes about continuous change, and is
associated with saying that “everything is in flux”, “everything flows” and famously,
“you cannot step into the same river twice” (Honderich, 1995; Magee, 2001). Benjamin
Disraeli delivered a similar message in a speech to the people of Edinburgh, Scotland,

in 1867; “Change is inevitable in a progressive country” he said, “Change is constant

(Partington, 1996).

In this section, I have sought to develop my pre understanding of what change means by
drawing on the observations and thoughts of others to help guide and shape my research
study. I now continue my exploration of the literature with a consideration of change
and the nature of being; feelings, emotions and self motivation. This is not a detailed
exploration of all the literature but an initial exploration designed to develop my pre-

understanding.

Change and the nature of being; feelings, emotions and self motivation

considered

In the section above, I consider the definition and meaning of change that has fascinated
and attracted the interests of scholars for thousands of years, and this pennanent and all-
encompassing view of change that continues to be reflected in writings today.
Alongside this, however, there is also recognition that the nature of our being, our
existence and philosophy are integral parts ofthe context and as such, begins to provide
epistemic support for my early hunches. Consider Warren Bennis, for example, who
describes change as, “...the metaphysics of our age,” with, “...everything... in motion”
(1998, pp. 151). Likewise for Edgar Schein the “what is” becomes something that can

be distinguished and consciously influenced with change being “...a cognitive process,
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which is facilitated by the obtaining of new information and concepts” (1988, pp. 245).
Here Schein is clearly advocating the importance of knowledge, motivation and the
conscious selection, evaluation and application of knowledge to bring about change, and
it is human characteristics like these that were central to some of the early theories of
emotion, Aristotle’s (384-322 BC) and Aquinas’ (1224/5-74) as examples. Theories
about emotion vary in how they regard emotions; for example, emotions are themselves
cognitions; are caused by cognitions; are part of a motivational process in that they are
what cause us to look at things in particular ways and then act accordingly. If this
connection between knowledge and emotion exists, then emotions and feelings can be
considered a reasonable way of looking at and interpreting how we interact in everyday
life (Honderich, 1995; Magee, 1988; Magee, 2001). Conversely, others, Watson (1925)
and Skinner (1953) as two examples, suggest that emotion is nothing more than an act
or a requirement to act in a certain way, but this omits to recognise that an individual
may not demonstrate the behaviours as expected and may even choose to conceal their
emotions (in Honderich, 1995). Early psychoanalytic theories of emotions, Plato’s (c.
428-347 BC) and Sartre’s as examples, suggest that emotion is the result of a reaction to
a perception, something that is in our unconscious mind, rather than something that is
real, and as such, obscures a true way of seeing the world. This however, can be
replaced by the view that emotions complement and improve our understanding and
knowledge by opening up and introducing aspects of ethical and moral values
(Honderich, 1995; Magee, 2001). Here, however, I suggest, there are still difficulties to
consider; Schein’s observation about change discussed earlier, for example, becomes
much less straight forward in practice where different people have the same perceptual
evaluation and the same cognisant response, but where their emotional responses are

different.

Everyone experiences change differently; new changes, actual or conceptual, invoke
emotions as individuals’ make associations and draw upon aspects of their lives unique
to themselves, their assumptions, expectations, previous experience, and their
memories. In his study into emotions in stories in 2000, Yiannis Gabriel emphasises the

3

importance of this and suggests that individuals’ differing views of the “what is”
following change is influenced not just by their previous life experiences but by their
emotions; “The divide is cognitive and normative, but above all it is emotional”
(Gabriel, 2000, pp. 169). Change can be an intensely personal experience, where, at the
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extreme, an individual’s whole being and purpose may become one and the same with
the change event, and as such, undistinguishable outside ofthe event. In his writings in
1983 and 1987, Stephen Fineman found this to be particularly the case for professional
and managerial employees whose “self-images” he observes, “fuse with their jobs”
(Fineman, 2005, pp. 122). Whilst individuals may make the same cognisant appraisal of
the “what is”, it is difficult to envisage that some changes, such as workplace changes
that affect an individuals’job or career for example, can ever be free from an individual
and personal emotional response (Fineman, 1999; 2005). Roger Stuart (1995) found this
to be the case during his research with people involved in a workplace restructure with
some individuals being significantly unsettled to the extent they started to question who
they really were, their beliefs and their very identify. For some people, their job was
their identity, which gave them meaning and purpose whereas others adopted a more
detached position. The individuals involved here reacted differently when faced with
change. Consider also, the following situation where two individuals may both, for
instance realise they have been overlooked for promotion during an organisational
restructure, and both may take steps to remedy this, but one individual may be
indignant, whilst the other is only amused. Fineman suggests an individual’s emotions
can explain why they might react differently; as he observes, “Emotions will shape the
anticipation, the experience, and the aftermath of change. They are not just the
consequences of a change “event,”” (2005, pp. 120). George (2000), Goleman (1998),
and Sosik and Megerian (1999) agree with Fineman in this context and emphasise the
importance of recognising feelings and emotions by offering insights into the

experiences of individuals’ and emotions in the workplace environment.

Sosik and Megerian (1999), for example, suggest that to manage changes effectively,
individuals must understand and be in touch with their own feelings and emotions and
be self motivated sufficiently to respond appropriately to these. George, writing a little
later in 2000 suggests that individuals can only be effective and self motivated if they
are open and honest in how they express and manage their feelings and emotions; the
underlying assumption also being that individuals must understand what lies behind
their feelings to be able to do this. Goleman (1998) suggests that individuals who are
aware of their feelings and emotions are more self motivated and are better able to cope
during change situations; for star performance in all jobs in every field, emotional
competence is twice as important as purely cognitive abilities. For success at the highest
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levels, in leadership positions, emotional competence accounts for virtually the entire
advantage (Goleman, 1998). Fineman, drawing on the work of George and Jones
(2001) and Kiefer (2002) agrees; “Expectations of change prompt a process of
adaptation and learning, which can be long and excruciating, or short and sweet. It
rather depends on how the change is construed - what it means to the person or people

affected” (Fineman, 2005, pp. 121).

In addition to emphasising the importance of recognising feelings and emotions,
Fineman, (2005), George, (2000), Goleman, (1998), Sosik and Megerian, (1999),
suggest that there is a relationship between emotional understanding, emotions and self
motivation. What we mean by self motivation, however, needs, I believe, careful
consideration. If, for example, an individual describes themselves as self motivated, this
prompts, [ suggest for most people, a positive image of an individual with ambition,
enthusiasm, energy and drive; possibly someone who has taken control of their
situation, has a clear view of the way forward and is positively committed to their
journey. In thinking about this in more detail, however, there must also be an
acknowledgement that there can be negative forms of self motivation; working harder
for example out of anxiety, embarrassment, fear, guilt or shame. At a practical level, the
language used in some of the observations above begins to highlight the importance of
some of these considerations for my research; for Goleman (1998), it is about an
individual’s success and even survival; whereas for Fineman (2005) it is about
recognising that the learning process is different for everyone, even to the extent he
suggests, drawing on the work of Seligman (1975), that “Some of the managers
...“learned” to be helpless, resigned to their fate” (Fineman, 2005, pp. 123). Whilst
Fineman implies that individuals have no choice, Schein is more direct and introduces a
sense of control and a more divisive consideration with his observation that, “all
learning is fundamentally coercive because you either have no choice...or it is painful

to replace something that is already there with new learning” (Schein, 2002, pp. 103).

In essence, Fineman (2005), George, (2000), Goleman, (1998), Sosik and Megerian,
(1999), are drawing upon the earlier work of John Mayer and Peter Salovey who,
following their research into the interaction and the relationship between understanding
and emotion in 1980, introduced a concept they termed emotional intelligence.
Emotional intelligence they observe is “the ability to perceive emotions, to access and
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generate emotions so as to assist thought, to understand emotions and emotional
knowledge, and to reflectively regulate emotions so as to promote emotional and
intellectual growth” (Mayer and Salovey, 1997, pp. 5). Essentially, Mayer and Salovey
are suggesting that it is an individual’s ability to not just effectively understand and
influence their own emotions and feelings but to be able to recognise, understand and
influence the emotions and feelings of others to bring about a change; the change in this
instance being the development of the individual. Whilst the work of Goleman in more
recent years has been influential in popularising the concept through his regular
publications and vocalisation on the subject (1996; 1998; 1999; 2003), the concept does
face some scepticism and the challenge that it is just another mechanistic change
management fad. For Tossman, as an example, it is another “prescriptive device” to
facilitate change (Tossman, 1999). A view arguably, that could be reinforced by many
of the management events I have attended recently in the course of my work, which
unlike a few years ago, have included a presentation or have incorporated reference to
the subject of emotional intelligence somewhere in the proceedings. Whilst, it would be
easy, I suggest, to be sceptical, I prefer to adopt a more sympathetic position, and like
Fineman (2000) and Darwin, Johnson and McAuley (2002), to regard this as an
indication that there are genuine attempts being made to develop a deeper understanding
of the nature of our being, our feelings and emotions, how we understand others, and

how we make sense ofthe world around us.

The extent to which individuals are able to do this though has highlighted a difficulty
and a key consideration for my research as it is of course entirely possible for an
individual to be mistaken about their emotions or to be misled by the incidental
emotions of themselves and others. In addition, the perspective of the individual is an
important consideration, and the need to remain aware of this, during my study is
reinforced by Frisby and Featherstone (1997) and Darwin, Johnson and McAuley
(2002). Drawing on the work of Georg Simmel (1909), Darwin, Johnson and McAuley
(2002), suggest that because of the extent, significance, sheer scale and volume of the
changes happening in our environment today, it is not possible for an individual to
internalise everything that is changing. Consequently, whilst the changing environment
is still a key part of an individual’s life to the extent that they live in it and respond to its
stimulus, it is an individual’s nature of being, their mindset, and the aspects of change
they have internalised that influences how they respond when faced with new change,
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and, as such, they are biased with no choice but to respond subjectively. Frisby and

(13

Featherstone suggest that subjectivity in this context has a “...rootless and arbitrary
character”, which “...robs the individual of any consistent inner relationship to culture
as a whole, and casts him back again on his own resources” (Frisby and Featherstone,
1997, pp. 102). This is clearly a situation they regard as being far from satisfactory;
their choice of words conveys their sense of aggravation and dissatisfaction in this
context. Conversely, Darwin, Johnson and McAuley, (2002), Huy (1999), and Nevis
(1987), all suggest that it is this subjectivity and individuality of response that can be
used to inform and enrich our understanding of the emotional capability of individuals
with emotions being seen as positive drivers during periods of change if they are
recognised and understood as such. There are, however, other difficulties to consider, as
in my experience it does not necessarily follow that an individual who is in tune with
their own emotions and who manages their emotions effectively will go on to openly
express their true feelings to others. The extent, to which they will do this, whilst
influenced by their appraisal of the context as discussed earlier, will also be detennined

by the nature of'their relationships with others

Change and the nature of being; feelings, emotions and self motivation - giving

shape to my research

Throughout this initial literature review on change and the nature of being; feelings,
emotions and self motivation, I have sought to identify the observations and thoughts of
others that could help to shape and guide my research study. From the discourse at this
stage, there are a number of key considerations for my research. These are the ways in
which our nature of being, our existence and philosophy are integral parts ofthe change
context. There is a connection between knowledge and emotion from which, emotions
and feelings can be considered a reasonable way of interpreting how we interact in
everyday life; everyone experiences change differently, however; new changes, actual
or conceptual, invoke emotions as individuals’ make associations and draw upon
aspects of their unique life experiences; change is an intensely personal experience,
where, at the extreme, an individual’s whole being and purpose may become one and
the same with the change event, and as such, undistinguishable outside of the event;

care must therefore be taken when exploring emotions, as individuals can be mistaken
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about their emotions or can be misled by the incidental emotions of themselves and
others. As discussed earlier, it is an individual’s nature of being, their mindset, and the
aspects of change they have internalised that influences how they respond when faced
with new change, and, as such, they are biased with no choice but to respond

subjectively.

I now continue my exploration of the literature with a consideration of individuals’
relationships with others. This is not a detailed exploration of all the literature but an

initial exploration designed to develop my pre-understanding.

Relationships considered

In the discussion so far, I have considered some of the issues concerning the individual
and their nature of being, their feelings and emotions and their self motivation. What is
clear from this, however, is that these considerations are also at the heart of an
individual’s relationship with others. Whilst an individual’s feelings and emotions help
them to understand the social context, and influence the decisions they make, they also
define the nature of their relationships. Consider for example, Fineman, who suggests

13

that emotions are central to our relationships; they are, he observes, “...the prime

medium through which people act and interact” (Fineman, 2005, pp. 1). Emotions

3

underpin everything that happens and shape, he suggests “...consciously or
unconsciously, the coalitions, conflicts and negotiations that emerge (Fineman, 2005,
pp- 2). Our relationships are bom within this emotional background where emotions and
feelings influence our choices about the roles we play, who we work closely with, who

we trust and what we choose to reveal about ourselves.

James found this to be the case during his research into emotional labour with a hospital
cancer care team in 1993. The relationships between individuals in this team, and the
interdependency of their roles had a direct influence on how they controlled each
other’s emotions, and determined what they chose to reveal about themselves and what
they chose to hold back. This giving and receiving of emotions James found benefited
relationships within the team, helping them to distribute the emotional responsibility

across the whole team so individuals could focus on the jobs they could do best (James,
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1993). Their individual interpretation of the social context, however, was important in
defining the nature of their relationships. Whilst individuals may make the same
cognisant appraisal of the “what is”, as discussed earlier, their emotional response and
the resulting nature of their relationships will be determined by how much they believe
it is socially acceptable and safe to share their feelings and emotions with others
(Ekman and Friesen, 1975). In James’ study, it is clear that the different individuals in
the team considered the social context to be safe, and in sharing their feelings and
emotions they were able to sustain their relationships during emotionally difficult
circumstances with the result that their relationships could be defined by how they
chose to communicate and engage with each other. Likewise for Fineman (1999; 2000;
2005), Schein (1992), and Waldron (2000) the nature of communication; its nuances
and the language used, informs an individual’s understanding of the social context,
shapes their emotional response and consequently, detennines the nature of their

relationships.

It is clear that throughout this discussion, there are interdependencies, be they either
consciously or unconsciously recognised, between an individual’s nature of being, their
feelings and emotions, their view of the social context, the decisions they make, how
they choose to communicate and their resulting relationships. This web of
interdependencies will be different for everyone, which at a practical level begins to
highlight the importance of these considerations for my research. Consider Schein, for
example, who offers an insight into the experience of individuals attempting to
influence these interdependencies through communication during periods of change,
(1988; 1992), “...the single most difficult aspect of initiating change”, he observes, “is
the balancing of painful disconfirming messages with the reassurance that change is
possible and can be embarked upon with some sense of personal safety” (Schein, 1988,
pp. 245). Attempts to influence individuals using tactical communications crafted in this
way, however, introduce more divisive considerations, and raises questions about the

morality ofthese endeavours (Fineman, 2005; Waldron, 1994).

Waldron in particular highlights this issue and suggests that, if our relationships can be
defined and maintained by how we choose to communicate and engage with others,
they can also be abused in the same way (Waldron, 1994). Whilst all attempts to

influence others can be considered abuse in some contexts, there are, at the extreme,
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some relationships that are defined, by communication that seeks to influence
individuals through, for example, bullying, harassment, humiliation, intimidation,
manipulation, persecution, ridicule or violence (Fineman, 2005; Waldron, 1994). For
Fineman, engagements of this nature between individuals result in “emotional injuries”
that can have a profound and lasting effect. Consider for example, when relationships of
this nature are defined in change circumstances, such as, changes to an individual’s job,
change of operational practices and policies within their place of work, downsizing, or
unemployment; these situations offer, Fineman suggests, a clear insight into the
emotional scars that can result; taking downsizing as a specific example “the distress...”
he observes, “is palpable. (Individuals) have been injured - they are hurt, angry,
resentful, (and) disaffected” (Fineman, 2005, pp. 182). For Waldron and Krone, the
impact may “...lead to rigidity in work relationships, misinterpretation of emotional
events, and perhaps to more explosive encounters in the future” (Waldron and Krone,
1991). In these circumstances individuals will seek to manage the outward face of their

3

emotions, sharing ‘“just enough” emotion to avoid, as Fineman observes, “...undue
collision, between the different interpersonal and political demands” facing them (2005,
pp. 196). Waldron and Krone agree, and suggest that individuals often suppress their
feelings and emotions during these types of relationships to minimise the damage to
their relationships; “largely”, they observe, “because they fear the consequences”
(Waldron and Krone, 1991). Feldman (2000) and Fineman (1987; 2005) found this to be
the case during their research into downsizing in the workplace, and drawing on these
studies, Fineman suggests that, “Those who are made unemployed and re-enter the
workforce elsewhere, do so with a legacy of wounds and wisdoms from
their...experiences”, with the result that, “they manage their careers more defensively,

(and) are cautious about offering more than a moderate degree of commitment to their

employer or role” (Fineman, 2005, pp. 185).

This highlights the impact on the psychological contract of work, a relationship built
upon a set of unwritten expectations between the individual and the organisation and
based upon give and take; trust and job security in exchange for an individual’s loyalty
and commitment to the organisation. This is a key consideration for my research as it is
this type of relationship that is often tested, as discussed above, during periods of
change, particularly where the individual has had little involvement in the nature or pace
of the change event taking place (Rousseau, 1995; Fineman, 2005). Like Feldman
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(2000) and Fineman (1987), discussed earlier, Thomas and Dunkerley found this to be
the case in their study in 1999 into psychological contracts of work following a
workplace restructure. They found that for most managers who had survived the
restructure, their relationship with the organisation was radically different. For the
majority, their previous unquestioning loyalty to the organisation had gone and had
been replaced instead by feelings of betrayal, fear and suspicion. Others were prepared
to “be seen (to be) working hard”, their commitment to doing a good job for their own
satisfaction, replacing their previous loyalty to the organisation (Fineman, 2005, pp.
188). For Chester Barnard (1948), these types of considerations emphasise how
important relationships are in creating organisational environments conducive to
effecting change and like Fineman (2005), Grint (1997), and Peters (1989), he

[3

highlights the need for co-operation and participation by everyone; “...the quality of
behaviour of individuals whereby they guide people or their activities in organised
effort...is the function of at least three complex variables - the individual, the group of

followers, the conditions” (Barnard, 1948, pp. 91-92).

Whilst, these studies begin to show that the nature of an individual’s relationship with
others can be regarded as an integral part of the change context and, as such, begin to
provide support for this early research consideration, they also indicate that workplace
relationships are more complicated than some of the academic literature suggests.
Waldron (2000) and Fineman (2005) for example, agree and suggest that past attempts
to measure and quantify our experiences, means that the nuances and complexity of
those relationships have been lost leaving behind some rather bland and emotionless
pictures of organisational life. This is a key consideration for my research and
highlights how critical the choice of methodology and methods are to avoid losing the
essence and context of valuable research material. In the next chapter, I share in more
detail how these considerations helped me to decide upon the most appropriate

methodology and research methods for my research journey.
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Relationships - giving shape to my research

Throughout this initial literature review on relationships, I have sought to identify the
observations and thoughts of others that could help to shape and guide my research
study. From the discourse at this stage, there are a number of key considerations for my
research. These are; individuals’ nature of being, their feelings and emotions, their self
motivation, their interpretation of the social context, and the nature of communications
lie at the heart of their relationships with others and the organisational collective, and
this web of interdependencies, be they either consciously or unconsciously recognised,
will be different for everyone; our relationships can be defined, maintained, and abused
by how we choose to communicate, and our experiences here, shape the emotional
masks we choose to wear; the psychological contract of work is a relationship that is
often tested, during periods of change, particularly where the individual has had little

involvement in the nature or pace ofthe change event taking place.

I now continue my exploration of the literature with a consideration of the nature of
control. This is not a detailed exploration of all the literature but an initial exploration

designed to develop my pre-understanding.

Control considered

The drive for organisational or strategic change happens for many different reasons as I
have illustrated earlier in this chapter with my own experiences. The literature
specialising in how to go about developing strategies for leading and managing change
is momentous with a continual proliferation of new publications. It is a widely
discussed and popular business area with writers keen to share their experiences and
thoughts about why we need to change and how we should go about leading and
managing change, with, it would appear an equally keen audience eager to read about
the latest wisdom. A snapshot of a few of the well quoted authors include Handy
(1989), Kanter (1994; 1997), Peters (1989), Peters and Waterman (1982), Schein
(1988; 1992), and Toffler (1970). The message that is reflected in varying degrees by all
these writers is captured by Peters with his observation that we need to change because,

“the turbulent market place demands (it)” and as such, “...we must learn, individually
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and as organisations, to welcome change and innovation as vigorously as we fought it in
the past...” (Peters, 1989, pp. 274); inherent within Peters’ observation is not just a
clear requirement for individuals to embrace and welcome change but a requirement for
individuals’ to fit in culturally. There is a sense that to do otherwise, will lead to failure,

not just to change but ultimately, to survive.

It is not therefore surprising that the ability to lead and manage change is considered a
key skill that all managers should have (Fineman, 2005), and with this, there is no
shortage of advice on how relationships during change should be managed and how any
resistance to change can be overcome. Many ofthese ideas, however, are process driven
and, as Fineman observes, are “top-down, focusing on change that is done to others”
(2005, pp. 130). Consider, for example Schein, who suggests we build upon Kurt
Lewin’s change management theory where managing change is considered a top down
process; a continuous cycle with three important stages; unsettle the current situation;
make changes to it, then when all key stakeholders have adopted the change, freeze it
(1988; 1992). Alternatively, Peters and Waterman advocate we adopt McKinsey and
Company’s Seven S analysis approach, again top down, with consideration given to the
hard S’s; strategy, structure and systems and the soft S’s; staff, skills, leadership styles
and shared values (Peters and Waterman, 1982). Whilst, these two examples are only a
small snapshot ofthe process driven change solutions, they are included at this stage to
illustrate that in attempting to lead and manage change events, we have been attempting
to control people by influencing their activity so the desired outcome is achieved. My
early hunch that managing change can be considered a form of control has been drawn
from my own experience of organisational change, however, I believe there is enough

support within the literature to provide early confidence in this position.

Consider Smircich and Morgan (1982) who suggests for example, that leadership infers
notjust a responsibility, but a right to control the existence of others. Kanter agrees with
this idea and argues the case for power, manipulation and coercion skills to effectively
overcome opposition or indifference to new ideas (Kanter, 1997). Barnard (1948),
suggests that influencing others to cooperate and comply is essentially a form of
persuasion and observes that leaders adopt many different approaches in their
relationships to persuade, coordinate action and deliver the desired results, which vary
from, “...calm poise inspiring confidence, or quiet commands in tense moments, to
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fervid oratory, or flattery, or promises to reward in money, prestige, position, glory, or
to threats and coercion” (Barnard, 1948, pp. 96). This is however, only one half of the
story, and as Fineman observes, it is “...the poorer half’ (2005, pp. 90). The literature,
however, is not short of examples in which leaders have benefited from, “participating
in processes through which less powerful people...are mistreated” (Jermier, 1998, pp.
236). These “less powerful people” are the other half of the story, the people being
controlled. These are the individuals who have to be persuaded about the choices they
have to make if they are to cooperate and comply. They are “...the followers, people
seeking comfort, stability, direction, challenge and meaning” (Fineman, 2005, pp. 90).
Schein’s observation discussed earlier in the context of self motivation helps to
illustrate the difficulty with this, if as he suggests the change journey is essentially
coercive and inevitably painful for individuals regardless of'their level of engagement or

the choices they make (2002).

Given the large amount of energy organisations invest in bringing about change, it is
interesting that there is often little or no emphasis on the activity or skills required to be
a follower (Fineman, 2005). The consequence of which, I suggest leads to a
misapprehension of how sustainable our attempts to manage change really are. As

<

Darwin, Johnson and McAuley observe, “..attempts to manage change may be
chimeras which present an illusion of control over a precarious world” (Darwin,
Johnson and McAuley, 2002, pp. 1). Warren Bennis, writing earlier in 1998 recognises
the same challenge albeit with his humorous analogy of considering leadership an

exercise in herding cats!

The nature of control - giving shape to my research

Throughout this initial literature review on the nature of control, I have sought to
identify the observations and thoughts of others that could help to shape and guide my
research study. From the discourse at this stage, there are a number of key
considerations for my research. These are; individuals are required to embrace and
welcome change, and fit in culturally as to do otherwise, puts our future survival at risk;
the ability to lead and manage change is therefore, considered a key skill that all
managers should have, with the main focus being on process driven change that aims to
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control individuals’ activity; as a consequence, the change journey is ultimately
coercive and inevitably painful for individuals regardless oftheir level of engagement or
the choices they make; and with this, there is a misapprehension of the sustainability of

managing change in this way.

Confidence to proceed

Throughout this initial review of the literature, I have sought to develop my pre-
understanding and inform my early research considerations. In doing this I have focused
on the subjects of change, the leadership and management of change, and stories of
emotions in organisational life. Whilst it appears that leading and managing change in
the workplace has to a large extent been facilitated by the application of processes and
controls, individuals, their nature of being, their feelings, emotions, and self motivation
are themes recognised within the literature. This is not a detailed exploration of all the
literature as I have concentrated upon a small number of select writings at this stage,
which have helped to develop my thinking, have helped to identify areas to focus on

during my research study, and ultimately have given me the confidence to proceed.

Pre-understanding - summary comments

In this chapter I discuss the early considerations for my research, feelings and emotions,
self motivations, relationships and control, and how these have been influenced initially

by my own experience and then subsequently by my initial review ofthe literature.

My experience has led me to believe that there is some doubt about the extent to which,
emotions are genuinely welcomed in the work place; I see change directed towards
organisational benefit and I consider that even an understanding of emotions would
“add value”. These have been important considerations for me, which have ultimately

shaped the overall aim for my study.

Reflecting in the first part of the chapter upon examples and observations from my
working life, I have endeavoured to bring to life the things that are important to me,
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through my thoughts, feelings and my motivation and to share why I am interested in
this study as a basis for inspection and association. I start to reveal my ontological and
epistemological perspective and the considerations and interdependencies that shape

this reflexive journey.

In the second part of the chapter, I have attempted to identify from the literature the
observations and thoughts of others that have given depth and meaning to my early
research considerations, and which ultimately have given me the confidence to proceed.
I trust I have been able to position my perspective and thinking in advance of embarking

on my research journey, the detail of which forms the basis ofthe next chapter.
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2 My research journey

Introduction

The objective of this chapter is to provide insight into my research journey.

In chapter 1, I provide insight into my pre-understanding as a basis for inspection and
association. I discuss my early research considerations of feelings and emotions, self
motivation, relationships, and control, and how these have been informed by my
experience of change in organisational life, and my initial review of the literature. In the
chapter that follows, I share details of the aim, purpose and objectives of my study and
how my philosophical and methodological considerations have helped to shape and
inform my overall approach to exploring the early research considerations, the research
methods 1 have adopted, my interpretation of the information, and emerging
understanding. An important part of my journey has been my own feelings and

emotions, which I reflect upon and share within this chapter.

I have presented the journey in an order that faithfully reflects all the different stages of
my research, retaining the essence ofthe lived adventure, although recognising that the
actual journey was far from this logical and straight forward. The map of the journey is

as follows;
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Introduction

- Philosophical considerations

- Positivism, postmodernism, critical theory and critical realism considered

- Research methodologies considered and discounted; action research, case study,
grounded theory, feminism, discourse analysis and ethnomethodology

- Hermeneutics research methodology - my choice

- Practical issues and methods - what; how and why; when and where; whom;
ethics

- Practical issues considered

© Exploration, reflection, consideration and interpretation ofthe research information
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Feelings and emotions

© Summary comments
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The research project - the aim, purpose and objectives of the study

The overall aim of my study is to explore the emotional experiences of individuals

during periods of strategic and organisational change.

I discuss in chapter 1 my experience and how this has led me to believe that there is
some doubt about the extent to which, emotions are genuinely welcomed in the work
place, that I see change directed towards organisational benefit, and that I consider that
even an understanding of emotions would “add value”. It is these considerations and the
confidence to proceed arising from my initial review ofthe literature to develop my pre-

understanding, which have ultimately shaped the overall aim for my study.

My purpose is to develop professional understanding and to make a contribution to
knowledge, understanding and management praxis in this area through the unique
combination of the subject matter, the context and the approach I have taken to collect

and interpret the information.

There is a growing interest in feelings and emotions in management theory, in which
attempts are being made to, develop an understanding ofthe issues and the implications
for management praxis. Whilst this is encouraging, there is still a long way to go, and
my key contribution is focused around organisations that do not have an understanding
of these issues. Management theory in which feelings and emotions are generally not
represented is still often translated into management praxis in many work places. My
modest suggestion is that if this situation was different and emotions, feelings and
peoples’ individuality were better understood and respected more in the work place as
the norm and not the exception, the practice of delivering change in organisations may
also be different. A better understanding of emotions could be the basis on which
change is introduced and managed more effectively. An important consideration for me,
running throughout this study is how the change experience can be developed so it is
better for all individuals. I find the opportunity to help inform this debate exciting and

consider this to be an important and useful piece of work.
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The key objectives of my study are:

© To explore individuals’ emotions

© To explore individual variations from cultural expectation and cultural fit

© To consider individuals’ emotions collectively

© To consider the psychology of emotions as a basis on which organisational change

could be managed

My journey has taken me down a road that has given me a privileged opportunity to
study people in a business context. I am grateful to individuals who have allowed me to
explore with them areas that would generally be considered beyond that of normal
business protocol. Their openness and candour has revealed individuals’ emotions that
are not often articulated and recognised in business. They have each given me insights
not often shared in a business context, which has enabled me to develop my study in a
way which would not have been possible had they not felt able to share their feelings

and experiences with me.
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Philosophical considerations, research methodologies, practical issues
and methods

Introduction

In chapter 1,1 share why I am interested in this study and my considerations through a
snapshot of my life history set in a context of change. I have drawn upon some
examples and observations from my working life to illustrate what is important to me,
my thoughts, feelings and my motivation. It would, however, be misleading to suggest
that I had a clear view of how I intended to carry out this study from the outset of my
journey or even to suggest that I had a clear view of what my research objectives were
going to be; I didn’t. Decisions had to be taken on the methods and the overall
methodology that I was going to use; the methods arising from the methodology, with
the choice of methodology arising from my ontological and epistemological perspective
(Crotty, 1998; Gill and Johnson, 1997; Hussey and Hussey, 1997). The starting point it
would seem was logically my ontology and epistemological considerations; my
considerations of reality and how we know what we know. Whilst I have attempted as
follows to provide an understanding of my journey; taking ontology and epistemology
together, and then my methodological considerations, my methodological choice and
then a discussion ofthe methods I employed, the journey itself was far from this straight
forward. I draw some comfort from Crotty (1998), who does not give particular regard
to the order in which these matters are considered; the robustness ofthe finished article

being of greater consideration.

Philosophical considerations

In the section that follows, I have attempted to share how my ontological and
epistemological considerations have shaped my journey by reflecting on my
philosophical deliberations and considerations of different philosophical positions;
positivist and postmodernist thinking, critical theory, touching briefly on critical
reasoning; identifying those where I have felt affinity or where 1 have been

uncomfortable with the prevailing bias.
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For a long time, I found myself in a situation alien to me; from being competent and
confident in my business world, a recognised sound route finder and decision maker, I
found myselfin a fog of indecision over my philosophical and epistemological position.
During many lectures and study group discussions, and from reading many articles and
books, I found myself almost desperately trying to identify snippets of new knowledge
that had my name on it, that I could hang on to, to give me the confidence I needed to
proceed with the research, so I could finally say, that’s me! I’'m a positivist, a critical
theorist, a critical realist, a postmodernist! I found elements within many philosophical
positions that I had an affinity with and I left many a study group discussion thinking I
had found the answer, only to find after further reading that I became indecisive again.
Was it possible to be a positivist in some situations and a postmodernist in others? I
drew comfort from the knowledge that other DBA colleagues were also struggling with
the same challenge; but it was a challenge it seemed everyone had to find their own

answer to.

The search for clarity became for me an interesting, absorbing, unsettling, personal, and
a somewhat lonely journey but equally one that was extremely important to me. I
needed to feel confident that the approach I was going to use was the right one for me
and my research study. I did not wish to be in a position after the event, trying to justify
an approach taken, which I myself did not fully empathise with. This meant for me that
alternate positions and approaches had to be considered before they could be

comfortably and sensibly put to one side. This is the journey I now share with you.

I reflect back on the many visiting lecturers who were eagerly asked; how did you select
your research methodology and your methods? For myself, and I am sure equally for
others, the hope being, that the answers would provide some useful clue to the
individual’s underlying philosophical position from which, affinity may be possible.
Interestingly, I cannot remember a single instance when a direct question about
someone’s philosophical position was asked. It felt as though it was something of a
taboo subject; not really the done thing to do; akin almost to asking someone out of the
blue what their religion is and then asking them to justify it; itjust never happened. And
then for me there was a glimmer of light that came from a DBA colleague during my
research presentation, in which I shared that I still felt unable to label my philosophical
position, something that for me at the time, was still “work in progress”. He asked the
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question, “why did we all think it was necessary to attach a label to ourselves, would
this not only served to attach a confused and confusing set of ideas and values, which
every reader would colour with their own values and beliefs?” (Couch, Oliver, Sheffield
Hallam University, DBA colleague). This, for me, and the discussion that ensued, was

eurecka moment.

I had struggled for a long while in an attempt to put a label on myselfand fit myself into
a particular philosophical box. An exercise I felt was akin to trying to fit a large squashy
mass exactly into an inflexible and unaccommodating space; there were bits in the box
but there were bits that kept popping back out and there were gaps in the comers. I am
comfortable in now happily resigning myself to having no overarching label; no-one I
suggest fits neatly into such a box. I am, therefore, reluctant to put a label on myself as
by doing so I may advocate that they do. I am not alone here, as Johnson and Duberley
observe in discussing positivist epistemology; “...hardly anyone openly applies a
positivist label to their own work - despite the odd notable exception” (Johnson and
Duberley, 2000, pp. 12). I accept that my philosophical position is always open to
challenge and the subjective interpretation of others as the content, gaps and excesses in
my box reveal themselves. Undoubtedly, though, from the bits that are in my box, some
empathy and common understanding of my philosophical position or my ontology
should be possible even taking into account the biases, views and beliefs of others.

3

Although, as Easterby-Smith notes, “...even self confessed extremists do not hold
consistently to one position or another...” (Easterby-Smith, Thorpe and Lowe, 1997, pp.
22). Some views are relatively clear. Donaldson (1995; 1996; 1997) is an example, as
he advocates Newtonian physics with its empirical testing as the best model to use to
study organisational theory, and as “the main antidote to fanciful theorising” (1996, pp.
164). He suggests that the social world and the physical world can be studied in the
same way by ascertaining the laws that “explain changes...Attention (is) paid to
material factors as explanatory variables...The search (is) for parsimonious models
utilising as few variables as possible with the variables being of an objective kind.
Subjective variables (are only) included to fill in unexplained variance” (1997, pp. 87).
The views of others are less clear, especially where individuals’ views are dependant on
the argument they wish to make at a point in time (Lincoln and Guba, 1985; Johnson
and Duberley, 2000). The discourse throughout the literature demonstrates this, in
illustrating consensus, disagreement, changing opinions, challenge, and critique. With
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the nuances of life’s influences and my reflexivity on them, I am happy that my views

and beliefs evolve. This, Gummesson (2000) would say is my “World View”.

In the section that follows, I have attempted to share this part of my journey through my
reflections on different philosophical positions; identifying those where 1 have felt
affinity or where I have been uncomfortable with the prevailing bias. This undoubtedly
provides an opportunity for the reader to interpret and form their own opinions from
their own values and beliefs; in doing this though I ask the reader not only to recognise
and reflect on their own views but to try and empathise with mine if a difference of
opinion is noted. It has not been my intention to attribute a level of importance to the
order in which 1 discuss these considerations, all hold equal importance at this stage,
although I have chosen to begin the discussion with a consideration of the positivist
epistemology given the financial services sector prides itself on its positivist attitude

and this being the milieu that I have lived in for some time.

Positivist philosophy

Positivism in the social sciences is probably the most familiar epistemology in the
English speaking world and has evolved from the approach used in the natural sciences.
Halfpenny (1982), argues that its assumptions can be found embedded in most theory
and research becoming as, Johnson and Duberley suggest “...virtually an aspect of our
common sense...part of our taken-for-granted ways...and...the dominant epistemology
...” in management disciplines (Johnson and Duberley, 2000, pp. 11-12). It allows for

the possibility of superior knowledge that is predictable and that can be managed.

It is not an approach that many researchers feel able to attribute to themselves, it being,
“..more commonly used as an epithet for someone else’s work” (Johnson and
Duberley, 2000, pp. 12). I find this interesting given its widespread familiarity and
influence, yet understandable, given my own reflections on this matter. Drawing on the
work of Lincoln and Guba from 1985, Johnson and Duberley suggest that alternative
approaches invariably start their discourse with a critique and discounting of positivism
(Johnson and Duberley, 2000, pp. 12), where the “...tendency to reduce human action
to the status of automatic responses excited by external stimuli...” denies “...the
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importance of human subjectivity” (Gill and Johnson, 1997, pp. 132-133); a position I

find I empathise with as the reader will see later in this chapter.

The key tenet of positivism is that a real world exists, independently and separate of us
knowing it, and is waiting to be discovered and known. It assumes neutral observation
is possible through dualism, or the separation of the observer and the object being
observed. In practise, however, our knowing of this real world evolves. Theories, when
falsified or deemed unobservable by the mainstream, even under the positivist umbrella,
are only discarded when there are new theories to replace them; new theories that may
still themselves be falsified in the future; the world is flat (Thales), cylindrical
(Anaximander), flat again (Anaximenes), round (Pythagoras)! And depending on your
point of view and the lens you are looking through, it could still be anyone or all of
these things. In positivist studies, the basis of explanation is provided by laws which,
allows the expectation of phenomena, causal explanation and the prediction of their
occurrence; as a result, this allows them to be controlled (Hussey and Hussey, 1997),
until of course they are shown to be false or discarded. Until this happens though, laws

13

are privileged and deemed to be “...predicated on the existence of an absolute truth”
(Symon and Cassell, 1999, pp. 4). Despite the well documented challenges of positivist
type research; Popper’s critique of logical positivism (1967), Habermas’ challenge of
“objectivist illusions” (1974), Kant’s Critique of Pure Reason (1781) and George
Berkeley’s Treatise Concerning the Principles of Human Knowledge (1710) being

3

famous examples of this, “...the commitment to a theory of neutral observational
language and a correspondence theory of truth have remained remarkably unscathed”
(Johnson and Duberley, 2000, pp. 12). I find I do have some affinity with the view that

there is a real world that we can engage with and understand.

It is, however, worth reflecting on the apparent contradiction to the theory of neutral
observational language, bom from the famous paradox of “Schrodinger’s cat”
introduced by Erwin Schrodinger in 1935, and which still remains a relevant and /ive
debate today (Penrose, 1999)! The physicist Heisenberg in his “uncertainty principle”
in 1958 also suggests that it is impossible to observe and investigate something without
influencing and therefore changing what is seen (Penrose, 1999). John Gribben (2002)
illustrates how the famous “two hole experiment” continues to challenge physicists
around the world with “desperate remedies and counsels of despair” (pp. 16) put
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forward seriously by respected scientists demonstrating he observes “what deep
(philosophical) water we are in” (pp. 16), and drawing on the work of John Wheeler and
Wojciech Zurek (1983) suggests that, “it is only the presence of conscious observers, in
the form of ourselves, that has...made the universe exist...everything in the universe
exists because we are looking at it” (Gribben, 2002, pp. 16). Nearly 200 years after
George Berkeley observed “No physical world exists behind the apparent elementary
sense impressions subjected to the reflections ofthe mind” (Berkeley, 1710, in Gribben,
2002, prologue), the debate continues. Habermas’ (1974) challenge also focuses on the
process by which knowledge is constituted, by drawing attention to social and cultural

considerations.

Reflecting on all this, I find I have some affinity with the uncertainty surrounding the
views ofreality and the challenge that observation can be completely neutral, value free
and objective. This is an extremely important consideration for me and one that
significantly influences my choice of research methodology, as I discuss later in this

chapter.

Postmodernist philosophy

Postmodernism is often considered the antithesis to positivist thesis, its aim being to
undermine positivist notions of objectivity and the theory of neutrality in social research
(Gergen, 1992; Rosenau, 1992). Originally, it was used to describe art and literature that
represented a move away from an ordered structured modernist society to something
more random, anarchic, fragmented and indetenninate (Honderich, 1995; Johnson and
Duberley, 2000). There is no straight forward description, however, for postmodernism
as a foray into the postmodernist literature reveals. There is the need to differentiate
between the two fundamentally different concerns of the postmodernist period and
epistemological positions, but the philosophy itself it seems to me sits uncomfortably

with the Western way we order and live our lives around objective rules and laws.

The key tenet of postmodernism is that in knowing something we create it through
language; a purpose oflanguage, therefore, being, not to describe, but to create. Nothing

exists independently and separate of us knowing it; instead, everything is equal and

41



subjective and there are always multiple meanings at  play,
“...postmodernists...embrace, celebrate and reinvigorate relativism” (Johnson and
Duberley, 2000, pp. 91), so in effect, there can be no consensus and no answers. The
result being Parker argues, “a fundamentally uncontrollability of meaning...the out
there is constructed by our discursive conceptions of it and these concepts are
collectively sustained and continually renegotiated in the process of making sense”
(Parker, 1992, pp. 3). Everything becomes relative. There are infinite alternatives but
there can be no criticism; even silence becomes partisan and supportive of the status
quo. Reality, therefore, is random, unstable, constantly changing and inherently
unreliable as it is driven and given life by the dominant discourse of the moment, which
in itself, creates knowledge, power or truism. For postmodernists, these are one and the
same thing and there can, by definition, be more than one truism; from the discourse

that is suppressed and from the resulting truth-effects.

For Foucault, the dominant discourse “produces reality... domains of objects and rituals
of truth” (Foucault, 1977, pp. 194). It is the dominant discourse that gives rise to the
truth-effect; influencing how individuals structure and define themselves, how they
think about situations and how they respond to them. Individuals, by definition, become
coerced and constrained by the truth-effect. Gergen (1992) and Rosenau (1992) suggest
that the objective ofthe postmodernist researcher should be to unsettle the dominant and
established discourses, to undermine traditions and prevailing attitude and beliefs, and
to create new knowledge by giving voice to truths, which have been suppressed,
through exploring the truth-effect and through deconstruction and exploration of the

genealogy ofthe discourse.

Deconstruction enables the researcher to examine the discourse to reveal the inherent
contradictions, assumptions and meaning within in and to explore why some
interpretations become dominant and some submerged. The problem is the discourse
has to be ongoing; if it stops, it becomes a stake in the ground and therefore, privileged.
As human beings, I believe we need some stakes in the ground, but within a
postmodernist ontology these do not exist; there is no final truism, just a new version of
reality, a new social construction, which in itself can be deconstructed. Critics of

deconstruction argue that the approach results in nothing more than armchair theorising
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(Alvesson, 1995; Feldman, 1998) or a never ending paralysing activity (Ashmore,
1989).

Genealogy runs in parallel to deconstruction and enables the researcher to explore not
just how discourses emerge and how they enable and limit what is knowable, but how
they change and become new discourses through examining the socio-historical
conditions, almost the mob psychology that make them possible. Barry and Elmes
(1997) argue that to do this, the discourse has to gain the approval of its audience by
being at the same time, credible and comfortable, new and innovative, and by using
authority, ideas, tools and techniques that are familiar to them. There are obvious
tensions here; if, for example, the audience gets bored or uncomfortable then the

discourse loses credibility.

I remember vividly my introduction to this field of philosophy, in which I found the
discussion unsettling; it certainly, however, encouraged my thinking, about thinking
about things. My question during the discussion being, “are you trying to tell me, that
you all might be a construction of my mind and none of you might really be sat here in
this room with me?” The answer being “yes, oh, and the Gulf war was a media
simulation! And, you didn’t really think we put a man on the moon did you?” So it
appeared that acceptance of conspiracy theory, simulated media events, or logic through
semantics was pre-requisite for signing up to the postmodernist agenda. It seems to me
to be implausible and absurd that these events would be constructs ofthe mind or media
driven simulations, although I acknowledge that one individual’s interpretation of an
event may differ from someone else’s as their pre-understanding influences their
understanding. [ was intrigue to understand more. Watch the film the Matrix I was told
and then reflect on it, this is a postmodernist position at its extreme. I love the film,
although in it, whilst life in the main is a construct and subjective, if one can escape
from this, reality does exist, albeit found beneath the surface; just as it exists in
Descartes” Demon theory and highlighted by Sokal’s challenge, to those who believe
otherwise, in his 12th storey window argument; jump out if you really believe reality is

only a construct of the mind (Sokal, 1996).

Postmodernists reject the concept of neutral management practices and reject, for
example, that through their training managers can acquire knowledge that others do not
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have because there can be no fixed meaning. There is a paradox, however, that faces
postmodernist research; as Johnson and Duberley argue “...if we agree with the
postmodernist’ epistemic commitment that all knowledge claims are untrustworthy,
why should we trust their claims about the relativity of knowledge?” (2000, pp. 111). If
all knowledge is socially constructed and there are no good reasons for preferring one
representation over another, should this not equally apply to postmodernism? Is there a
danger, as Johnson (2000) questions, that postmodernists’ ‘“conservative
disinterestedness supportive of the status quo lurks behind radical posturing?” or are
postmodernists “rebels without a cause” just positioning arguments for arguments sake,
where, according to Alvesson and Deetz “resistance and alternative readings rather than

reform or revolution become the primary political posture?” (1996, pp. 195).

Best and Kellner also argue that postmodernism “fails to provide a language to
articulate what is arguably indispensable concerns with autonomy, rights and justice; it
is individualist in its emphasis on desire and pleasure; and it is irrational in its rejection
of theory and rational critique” (1991, pp. 220). Whilst I find the postmodernist agenda
unreliable and at its extreme, absurd, dangerous, implausible, outrageous and lacking in
constructiveness, I have found its focus on contrasting, reflexivity, and a critical
awareness of and suspicion towards interpretation, and its sensitivity to the meaning of
language interesting and useful to reflect upon during my research. 1 do, however, have
affinity with Parker who observes, “unlike postmodernists, I believe there are limits to
human action...I do not believe that the world is infinitely pliable and would want to
assert that physical, biological and social constraints exist in a real sense...Language
may be the medium for all forms of inquiry... but it does not follow from that premise

that language is all there is” (1993, pp. 207 - 208).

Critical theory

Critical theory can be considered as an intermediate philosophy between positivism and
postmodernism and it is based on an optimistic view that knowledge can lead to
liberation and progress. It is, however, also pessimistic in that it starts from the premise
that social structures control, oppress and alienate individuals and in order for them to

achieve liberation and progress, they must break free from these constraining social
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bonds. Whilst the school of critical theory is widely recognised as being started in 1923
by Max Horkheimer and the Frankfurt School, the thinking, albeit without the label
critical theory significantly predates this. Kant for example, in his Critique of Pure
Reason in 1781 argued that the fundamental philosophical task is to account for the
possibility of synthetic a priori knowledge; our minds are not passive receivers of sense
data because we make choices, we select, limit, organise and interpret our experiences
ofthe world we live in and in doing this we make assumptions from which we give the
world meaning. Kant claimed that although the filters we use to make our choices seem
to originate in the external world, they in fact derive from within ourselves, from our
innate a priori cognitive structures, from our experiences of life and how we interpret
these, which means that we are prevented from neutrally engaging with the world. In
challenging this key tenet of the positivist philosophy, Kant argued that it is possible to
rationally reflect on the world, based on a subjective epistemology but a positivist

ontology; it is not a case of anything goes (Honderich, 1995; Johnson, 2000).

Jurgen Habermas has been a key writer on critical theory, and as noted earlier rejects
positivism’s “objectivist illusions” and argues, like Kant that positivism ignores
individuals’ experiences and the part this plays in filtering and colouring sense data to
constitute new knowledge (Habermas, 1974; Johnson and Duberley, 2000). Habermas,
however, adopts a more optimistic and balanced view than writers, such as, Adorno and
Horkheimer, and suggests that there can be two forms of knowledge; instrumental
knowledge, where objects are “moving bodies...capable of being manipulated, and
social knowledge, where objects are “speaking and acting subjects...structured and
understood symbolically” (Habermas, 1974, pp. 8). With instrumental knowledge,
Habermas accepts there is an independent reality in the world, which exists independent
of an individual’s appreciation of it and which restricts human endeavours and he
acknowledges positivisms contribution to getting things done and developing new
knowledge in this sphere. With social knowledge, however, he emphasises the need for
inter personal communication; the key being that human beings cannot rely upon a
positivist reality but must understand each other to progress and survive together. To
this, Habermas also added his view that individuals’ social liberation and progress
would arise from what he called critical science focusing on overt and covert forms of
social control. This, however, ignores that there are more positive aspects of society and
the desire to seek knowledge for knowledge’s sake, not just to address issues of social
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depravation and oppression. This, Alvesson and Deetz (2000) argue, creates an

imbalance and narrows the interpretative repertoire.

Similarities can be found between the tenets of critical theory and postmodernism,
however, there are distinct differences with critical theory’s rejection of relativism and
its goals of social liberation and progress. In critical theory, emphasis is placed upon
consensus and on individuals acting rationally with self-knowledge and understanding
arising from self-reflection. This, however, presupposes that individuals’ subjective
interpretations, communications and implied assertions of reality can be justified by
recourse to argument and discourse, but without resort to power relationships, distortion
or duplicity. This is an argument I find I have no affinity with, as I believe this to be
totally unachievable in practice. This is Habermas’ ideal speech situation, but one which
Habermas himself also acknowledges is not attainable in everyday social situations due

to the underlying influences of power.

Pragmatically, this is, therefore, problematic if adopting this approach for management
research; without this ideal speech situation the result I would argue risks becoming
nothing more than an intellectualising theoretical circular debate; a situation I find little
to empathise with. For example, if consensus is our goal, how do we know when we
have reached it? How do we know if agreement has been reached in spite of, or despite
of the underlying power issues? How are managers within the research study to be
presented, ifno knowledge can be privileged? Are we to class managers as an oppressed
group of individuals? And ultimately, what happens if there is no consensus? How do
we ensure that the researcher and all participants to the study have been open in sharing

their views and social a priori with distortions and duplicity removed?

Pragmatically for this to work effectively in practice, there needs to be a recognition
that the philosophy has shades of grey and does not operate within a black and white
arena, not just as Habermas suggests because of the underlying influences of power, but
because of the taken for granted assumptions and the choices exerted by individuals
over what they openly decide to share, all of which are inherent within the discourse.

Here, I find I have some affinity.
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Critical realism

This leads to my consideration of an “intermediate niche” and the philosophical position
of critical realism, a key tenet of which considers that whilst knowledge or truth is not
something absolute it is more than the output of discourse, something that I have an
affinity with. The practical actions of the researcher are bound by an acknowledgement
and a tolerance of reality of both unobservable structures and subjectively experienced
social phenomena, the understanding of which arises from the discourse. Where critical
theorists seek consensus, critical realists seek practical adequacy arising from “political
debate that eschews epistemic privilege and examines the justification of existing gazes,
the relevance of their approaches to different audiences, and the sources and forms of

support they receive” (Johnson and Duberley, 2000, pp. 174).

Critical realism, however, takes a more subjective epistemological position than critical
theory, and it is in these areas that I find I do not have an affinity. Here a number of
questions arise; how do we substantiate knowledge claims that are unobservable? On
what basis do we decide if the outcome is practically adequate? Who is involved in

making this decision?

Although polarised along the subjective epistemological scale, both critical theorists and
critical realists recognise the participation of the researcher and those being researched
and their values, interests and beliefs in attempting to explore these questions, and is a

consideration that [ have a strong affinity with.
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Philosophies considered

Throughout the discussion of the different philosophical positions, I have attempted to
reflect upon my own views and to openly share where I have felt uncomfortable or an
affinity with the discourse. Whilst I remain reluctant to be branded with any one
specific philosophical badge, it is clear that my ontological and epistemological
considerations as a framework for this particular study have a close affinity with the
critical theory approach; although this in itself is not without significant difficulties; the
ideal speech situation and the focus on a political and oppressed view of society remains

problematic.
With my ontological and epistemological perspective in mind, I now reflect upon the

next stage of my journey; the research methodologies I considered and discounted

before choosing the preferred approach for my research study.
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Research methodologies

The qualitative methodologies I have considered and discounted; action research,
case study, grounded theory, feminism, discourse analysis and ethnomethodology.
In the section that follows, I share my thoughts on these different frameworks;
reflecting on their features and benefits and the reasons why I discounted them as

research methodologies for my study.

One of my early considerations was to identify the most appropriate methodology for
my study, which was not as straight forward as I initially expected it would be. There
are differing opinions on how the methodology should be selected, with questions
around its ontological or philosophical fit, and with the word methodology itself having
different meaning for different people. Methodology, in the Oxford Companion to
Philosophy is defined as “the philosophical study of scientific method”, through
“...description, convention (or) prescription” (Honderich, 1995, pp. 565). John Gill and
Phil Johnson make the observation that “Research methodology is always a compromise
between options, and choices are frequently determined by the availability of resources”
(Gill and Johnson, 1997, pp. 1). Hussey and Hussey suggest that the choice of
methodology should “...reflect the assumptions of your research paradigm” (Hussey
and Hussey, 1997, pp. 59). Alvesson and Skoldberg, however, indicate there is an
opportunity to be flexible and to choose a route between the “...two conventional - and
safe - positions...” defined in the literature. Generally, the choice made is, they suggest,

2

“...either empirically orientated or...” made with “...theoretical and philosophical

2

considerations...” although they bring the reader’s attention to literature that “gives
unequivocal priority to theoretical and philosophical considerations, which tends, they

seem to warn, “...to make empirical research look odd, irrelevant, naive or even feeble

minded” (Alvesson and Skoldberg, 2001, pp. 3).

I took as my starting point John Gill and Phil Johnson’s definition of methodology; “the
study of methods or procedures used in a discipline so as to gain warranted knowledge”
(Gill and Johnson, 1997, pp. 177). As to the choice of approach, Gummesson (2000)
suggests that this arises logically at the start of a research project, with a deductive
approach indicated where there is an existing theory and concept and an inductive
approach where the researcher has a pre-understanding from personal experience and
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observation. Hussey and Hussey (1997), however, believe that it is feasible during a
long term study to use both quantitative and qualitative approaches and to combine
deductive and inductive methods. 1 struggle to feel entirely comfortable with the
definitive indicated in both these positions as I reflect upon my own early deliberations
and considerations. For me, the decision on which approach to adopt, arises from my
views on how individuals interact in the world and from how we can reach
understanding, and from my belief that we need to recognise throughout the journey
that we don’t know what we don’t know and that we have a genuine desire to change
this. Easterby-Smith supports this and suggests that it is the world view of the
researcher that helps an individual to decide on the approach to their study and which,
ultimately influences the value of the learning arising from it (Easterby-Smith, Thorpe
and Lowe, 1997, preface). Habermas (1970a; 1970b) has a similar view, albeit he
presents this in a more divisive way suggesting that the search for knowledge is a self
satisfying experience directed by the researcher’s individual interests and how they
view the world. Shipman (1988, pp. 13) adopts a similar divisive position implying that
there is an inherent weakness in research because researchers do not often collaborate
with each other. I find this observation interesting. On one hand, I have some sympathy
with a view that collaboration provides an opportunity to advance learning on the other
hand I am nervous. In reflecting on my own observations from organisational life, when
political considerations are brought into play with collaboration, a virtual circle of
restrictive practise develops. To work together and compromise can be limiting but

equally, not to do so can hinder progress.

Thomas Kuhn (1970) defined his research methodology as, “the constellation of
achievements - concepts, values ... shared by a scientific community to define
legitimate problems and solutions” and I believe there is scope for me to adopt the
essence of this overall idea and relate it validly to my study. In carrying out my study,
however, I do not wish to be restricted by existing theories or political considerations in
any way. [ do not have a predefined hypothesis or theory that I wish to test and it is not
my intention to look for causal relationships in my research material. For me, all
individuals are richly unique and, as they are such an important part of my study, I have
decided against adopting a pure positive approach. My intention is not to reduce

individuals to simple independent variables that I then extrapolate. An experimental

50



approach, or one entailing questionnaires or surveys was not I believe, therefore,

appropriate.

Undertaking an exploration of human emotions and the extent to which individuals
recognise and understand their own emotions during periods of change must, I believe
consider individuals as though they are part of their social context and which, embraces
the perceptions these individuals have of their own reactions. My aim is to develop
understanding through familiarity and detailed analysis of the qualitative material with
my own experience and knowledge playing a key part in this. It is very important to me
therefore that my journey helps to facilitate this and before deciding on my chosen
route, I consider a number of qualitative research options, some of which I discount
quickly, others held more interest and which I took some time to consider before

moving on from them.

Action research, case study, grounded theory and feminist approaches I put into my

quickly discounted category.

Action research

Action research is a highly structured applied research methodology that is often used in
qualitative organisational change studies to explore current change events. It is
generally recognised as being first used in the 1940’s by Kurt Lewin to explore social
problems and to identify actions to resolve them through a process of planning, action,
observation and reflection (Gill and Johnson, 1991; Hussey and Hussey, 1997; Lewin,
1946). These studies take place usually in one organisation in a controlled, ring fenced,
naturally occurring environment which attempts to bring about change so that the
change process can be monitored. Gill and Johnson provide three interesting examples
of this approach in action (Gill and Johnson, 1991, pp 61-69). Whilst action research
recognises the participation of the researcher and acknowledges their views and beliefs,
the controlled nature of the study imposes restrictions, which reduces the opportunity
and the flexibility of the researcher to respond to and explore what may be more

relevant and interesting findings.
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Gill and Johnson (1991), remind us of Rapoport’s definition of action research; an
approach which he says, “... aims to contribute both to the practical concerns of people
in an immediate problematic situation and to the goals of social science by joint
collaboration within a mutually acceptable ethical framework” (Rapoport, 1970). It is
this joint collaboration between researcher and organisation that has led to the challenge
that some action research studies are more akin to consultancy or more critically to
journalism, I read sensationalism, rather than contributing to the wider debate of
problems in the social sciences (Gummesson, 1991; Hussey and Hussey, 1997). Since
then, however, Argyris, Putnam and Smith have attempted to address the criticism and
have promoted the term action science to reflect that the testing methods generally used
in action research provide the opportunity to test theory and develop understanding
beyond that of just problem solving for organisations (Argyris, Putnam and Smith,

1985; Gill and Johnson, 1991; Riordan, 1995).

It is not, however, my intention to identity and solve a particular organisational problem
or to work collaboratively with a particular organisation as part of my research journey;
I wish to avoid situations, like this, which could potentially create tensions over my
desire to remain independent. My interest is in revealing emotions during different
organisational change situations that individuals themselves recognise as influential,
some of which may have happened some time ago. The richness of material for me, I
believe will come from being flexible, from being in a position to follow avenues of
interest that may open up during the journey and from enabling the time and situation to
be of the individuals choosing and not that of myself or an organisation. I am interested
in understanding the experience and the journey from the individuals’ perspective

without trying to artificially create this within a targeted change environment.

Case study

Case study research is another methodology that has been used to explore organisational
life and involves collecting qualitative material over a long period of time to develop
understanding with the various writers on the subject providing little new understanding
on the methodology and varying their terminology only slightly. Eisenhardt describes a
case study as research which, “...focuses on understanding the dynamics present within
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a single setting” (Eisenhardt, 1989, pp. 534). For Hussey and Hussey, this becomes “an
extensive examination of a single instance of a phenomenon of interest...” in which the
environment is central to it (Hussey and Hussey, 1997, pp. 65). Hartley writing in 1994
suggests that the environment or context can embrace one or more organisations, groups
of individuals within organisations, or individuals per se and still be classed as a single
focus for exploration and interpretation. Writing earlier, Robson described the

<

methodology as, “...a strategy for doing research which, involves an empirical
investigation of a particular contemporary phenomenon within its real life context using

multiple sources of evidence” (Robson, 1993).

Multiple methods for collecting material can be used, which is of particular interest to
me as my preference is to combine research methods to strengthen and add credibility to
my interpretation. Access to an organisation was not going to be a problem as I had
already negotiated any access to I needed to help me carry out my study. I am, however,
interested in exploring individuals’ emotions in a wider context than I believe would be
accommodated by using an organisation as a case study. My aim is to understand how
organisational change situations affect individuals’ emotionally both inside and outside
their work environment and I want individuals to feel they can share experiences from

their home and previous work lives if this helps them articulate this.

Feminism

Although I discounted a feminist approach very early in my doctorial studies following
a discussion on the methodology during a study session (a view that I reinforced by
reading further about it), I have included it here for completeness and perhaps because
as a woman researching emotions, I find myself seeking to clarify my lack of affinity
with this methodology. I am not a supporter of the view that social structures are
founded solely on oppression, and this approach to me has too many of the hallmarks of
this, predominantly in favour of women. The term feminism is derived from the French
word feminisme and in its broadest sense focuses on attempts to identify and address
inequality, subordination and oppression between different social groups and in its
narrowest sense focuses on how women attain equal legal and political rights

(Honderich, 1995).
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Mary Wollstonecraft was writing about this back in 1792, but it is still not a widely used
methodology. It is interestingly absent from Gill and Johnson’s first edition of their
book “Research Methods for Managers”, published in 1991, although it has been
introduced in their second edition in 1997, albeit in the further reading section of
Chapter 9, “Making methodological choices”. This at least suggests that the approach is
retaining its voice in the field of research. Alvesson and Skoldberg in 2001, for
example, have dedicated several pages to its discussion in their book “Reflexive
Methodology”, reflecting that feminism, or broader gender research has its focus on

(13

social groups which are, “... underprivileged both politically and in research terms”
(Alvesson and Skoldberg, 2001, pp. 201) and which, “... are often critically explored
for the sake of promoting the interests of women” (Alvesson and Skoldberg, 2001, pp.
209). Hyde lists three principles of feminist methodology, one of which is that the
research will benefit women (Hyde, 1994). Hussey and Hussey (1997) drawing on the
work by Gregg acknowledge that using a feminist approach presents a number of
problems for the researcher and they raise for consideration the difficulties and tensions

Gregg experienced and felt herself when interviewing women with different opinions to

her own feminist view of'the world (Gregg, 1994).

All this suggests that the researcher must hold views in this guise with a distinct focus
on seeking to understand social differences between, for example men and women, if
they genuinely wish to proceed with a research study on this basis. Whilst Hussey and
Hussey suggest that a feminist approach can bring a “... new perspective to research
and offer insights and understanding of problems which would otherwise be
unavailable” (Hussey and Hussey, 1997, pp. 69), I find that I am uncomfortable with
what I have read and find that I am not sympathetic with the extreme views inherent in
many of the arguments put forward in its support, to the extent that I found myself on
occasions becoming annoyed with the discourse. I have found it very difficult to fully
empathise with this approach; whilst I readily subscribe to equality and fairness in

society it is not my intention to specifically explore this in my study.
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Grounded theory

Glaser and Strauss are accredited with introducing grounded theory in 1967 with their
book “The Discovery of Grounded Theory. Strategies for Qualitative Research”, the
title which, Alvesson and Skoldberg suggest, reveals the key tenets of the methodology;
the focus being on, “...the discovery of theory, on grounded theory and on qualitative
research” with the main emphasis being on “...the discovery of theory rather than the
verification of theory” (Alvesson and Skoldberg, 2001, pp. 15). For Glaser and Strauss,
it “is the discovery of theory from data systematically obtained from social research...
(which they contrast with) theory generated by logical deduction from a priori
assumptions” (1967/2006, pp. 2-3). Gummesson likens this to exploring an iceberg; not
the tip above the water, but the greater part that lies underneath (Gummesson, 2000).

(13

Chell describes the methodology as one in which the researcher “...abandons
preconceptions and, through the process of analysis, builds up an explanatory
framework through conceptualisation of the data” (1999, pp. 60). The theory being
generated, Hussey and Hussey explain “...by the observations rather than (it) being

decided before the study” (Hussey and Hussey, 1997, pp. 70).

There is an interesting split in grounded theory between its qualitative humanistic

interest and its insistence on coding. As Alvesson and Skoldberg, observe, however,

(13 b

coding and theoretical sampling are “...a must...” and central to a grounded theory
approach, both of which, face problems and have been challenged for the “disregard for
emotional aspects” and the detachment of events from their relationships and context,
reconstructed only through the researcher’s common sense view (2001, pp. 27 - 28).
Alvesson and Skoldberg suggest that this makes it very difficult for this approach to be
used to study individuals and relationships in organisations as is my own intention.
They provide an interesting example; “It would be like trying to analyse music by
studying how people talk about and perceive individual notes (“incidents”): in this way
we would never be able to discover the essential element - the melody” (Alvesson and
Skoldberg, 2001, pp. 28). They also suggest that similar theoretical results are possible
with less effort and observe that there is an inherent risk of ““...belabouring the obvious”
(2001, pp. 28). Some, however, have applied this approach successfully to studies into
emotions in organisations where there has been vast amounts of process material to

analyse (Harlos, and Pinder 2000; Martin, Knopoff, and Beckman, 2000).
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Whilst grounded theory remains in part at least, a methodology built upon a statistical
processing model (Glaser, 1992; Alvesson and Skoldberg, 2001), its focus is on “...a
systematic set of procedures to develop inductively derived grounded theory” (Strauss
and Corbin, 1990, pp. 24). For Strauss and Corbin, the frustrations arise where
researchers concentrate exclusively on coding and not on developing theories from this
(1994, pp. 277). Whilst I find there is an opportunity to build upon the general
inspiration afforded by the approach, it is not my intention to carry out my exploration
and interpretation using what could be described as a pseudo quantitative methodology.
I am not interested in, as Silverman has summarised, “developing categories to
illuminate (my) data” or in saturating these categories to demonstrate their importance

to my study (Silverman, 1993, pp. 46).

Although I find I am interested in the concept of grounded theory, the method is not of
interest to me as my a priori; my own knowledge, views and experience have been my
starting point and a key part of my study. My early considerations and hunches have
been drawn from my own experience of organisational change as I discuss in chapter 1
and not, as is generally the case with grounded theory, from the initial exploration and
interpretation of the research material. Whilst Glaser and Strauss recognise the
researcher’s own experience as a source of research information, albeit an
unconventional one, (Glaser and Strauss, 1967/2006), Glaser recommends the
researcher should look to minimise their pre-understanding as much as possible (Glaser,

1978).

Discourse analysis and ethnomethodology

Unlike the four methodologies discussed above, the benefits and disadvantages of

discourse analysis and ethnomethodology were not so readily apparent to me and 