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ABSTRACT

Internal communications 1s identified as being a key lever of organisational change The
hiterature consistently puts forward a comprehensive list of guidelines for commumcating for
change, but these guidelines tend to be prescribed universally and with no explanation given as
to why a relationship between the two mught exist Research was carried out to explore this

relationship, using total quality as the context of orgamsational change

Through the findings of a questionnaire completed by 116 Insh Q Mark organisations and a
series of follow-up nterviews, a number of conclusions were drawn about communicating for
change It was concluded that organisations do not necessarily adhere to all of the methods of
communicating for change advocated i the literature and that the literature 1s mncorrect m
assuming that all communications practices are of equal importance It 1s also concluded that
the selection of communicating for change practices 1s contingent upon organisational and

change vanables

By 1deﬁt1fymg two key communications approaches - 'Integrated' and 'Person-centred'
communucations - and charting their relative impact on orgamisational change to total quality,
an explanation was also put forward regarding how communications can influence
orgamsational change Integrated communications promotes open sharing of information m all
directions to achieve management's change objectives, while Person-centred communications
focuses more on the personal needs of employees in the orgamisation Person-centred
communications was found to have a stronger relationship with transformational organisational
change and as a result, 1t 1s argued that the relationship between commumications and
orgamisational change 1s explained by the extent to which the communications approach taken
supports individuals 1n taking 'emotional ownership' of the required changes It 1s concluded
that the relative success of this humanist approach to communications in supporting
transformational organisational change challenges traditional assumptions that the primary

purpose of communications m a change setting 1s to achieve managerial goals
Further research opportunities anse from this work, mcluding mvestigating whether the two

communications approaches apply in other organisational change situations and whether they
can be further added to or refined
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INTRODUCTION

The researcher has acted as an advisor to senior management on internal organisational
communications and change management for a number of years and during this time, had
become uneasy with the apparent lack of depth or critical thought in much of the literature on
this subject In general, the books and journals tended to prescribe the same 'golden rules' for
communicating for change with no attempt to differentiate between situations or different
orgamisations The literature also appeared to focus on 'what to do', without attempting to
explain 'why' Meanwhile, in the researcher's own experience, organisations facing different
types of change were successfully using a variety of communications practices suitable to their
own needs The researcher became increasingly aware that while she knew from experience
that communucations can help support change, there did not appear to be an in-depth

understanding n the literature into how or why 1t has an impact

The researcher set out, therefore, to determine what are the key aspects of communications
which do link with change and why? The study was embarked upon to gain a better
understanding of the area, in order to better advise senior management on how to use
communications to achieve organisational change This 1s an important pomt The very purpose
of the study and therefore the research questions asked, were strongly influenced by the
researcher's assumptions at the time, that orgamsational communications 1s a management
strategy which supports managers m achieving their goals As the researcher progressed
through the study, however, the realisation grew that this assumption may not be the only way

to consider the 1ssue

A context for researching organisational change had to be selected Quality was selected as the
context for a number of reasons Firstly, 1t was important to select an orgamsational change
process which involves transformational change Equally, given that the preferred approach
was to examine the 1ssue across a large number of orgamsations, rather than through a limited
number of case-studies, a population of organisations undergoing the same change process m
Ireland needed to be 1dentified Thirdly, the change process itself had to be deemed to be
positive (as opposed to downsizing for example), to enable some level of commutment to be

generated Quality fitted all of these critena



During the review of the literature, the researcher's initial impressions regarding the
prescriptive and uncritical nature of the literature were further confirmed. It was quickly
realised that to gain a better understanding, it would be important to explore a number of
related areas of writing including change and change management, attitude theories, persuasion
and rhetoric, organisational development, interpersonal communications, organisational
communications and total quality itself This background reading was structured into three

chapters at the beginning of the thesis.

The thesis is structured into six sections.

Section one comprises three chapters on the literature review, beginning with chapter one, a
description of organisational change and exploration of change management strategies. Chapter
two follows, with further exploration of one type of organisational change, becoming a total
quality organisation, followed in turn by chapter three, a comprehensive analysis and
discussion of organisational communications and current knowledge on what aspects are

important for supporting organisational change.

Section two (comprising chapter four), details the research methodology, including the
hypotheses put forward from the literature review, the philosophical approach underlying the
selection of research method, the research method itself, the strategies used to make it both

valid and reliable and finally, the analysis plan.

Sections three and four comprise the findings. Section three describes the findings on the
communications practices of the participating organisations, while Section four describes the

findings relating to changing to become total quality organisations.

There are five chapters in Section three. Chapter five provides details on the 116 Q Mark
organisations which took part. Chapter six compares and contrasts the communications
practices found to be commonly used by this sample with those advocated in the literature.
Chapters seven and eight explore whether or not core principles of communicating for change
can be identified and chapter nine brings together these findings to describe and validate a
model of communications incorporating the core principles.

There are two chapters in Section four. In chapter ten, the quality characteristics of the
participating organisations are described, followed by the testing of a model which describes
the process of organisational change to total quality. Chapter eleven then links that model with
the communications model identified earlier to establish whether a relationship can be found
between the two.
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In section five (chapter twelve), the findings are discussed and mterpreted The chapter
compares and contrasts the findings from thus study with relevant 1ssues raised in the literature,
pomnting to a number of weaknesses in the literature It then advances an explanation as to how
the relationship between orgamsational communications and organisational change works

In section six (chapter thirteen), key conclusions are drawn from the study and implications for

further research are explored

By 1dentifying core principles of communicating for change and being able to indicate where,
how and why different communications approaches link with organisational change n a quality
context, the primary goal of this study was achieved As a result of this study, the researcher
has gained an mn-depth msight into which communications practices are more central than
others for organisational change, which types of organisations successfully use different
approaches to communicating and how and why communications can influence organisational

change

However, the researcher also learnt much more than was onigmally envisaged during the
process of reading, researching and analysing the findings Two key approaches to
communicating for change were 1dentified, one based on the traditional perspective that
communications 1s a management strategy to achieve management's goals and the other based
on the humanist perspective that communications 1s a means of meeting the personal needs of
employees By analysing their relative success in supporting transformational change, 1t 1s
concluded that the humamist approach to communications, hitherto largely 1gnored 1n the
literature, 1s as important, 1f not more important, than the traditional approach m the context of
orgamsational change It 1s argued that the managerial assumptions which predommate n the
communicating for change literature need to be challenged, as they may be hampering a fuller

sight mto the nature of the relationship between organisational communications and

organisational change
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SECTION ONE

BACKGROUND




OVERVIEW OF SECTION ONE

Thas thesis set out to explore the links between mternal organisational communications
and organisational change, using quality as the context for change Before undertaking
any primary research, 1t was important to review the literature Three distinct
academic areas are explored - organisational change, total quality and organisational
communication It quickly became apparent that there 1s little or no overlap between
the three arcas Writers and researchers 1n one area rarely appear 1n the hterature in
erther of the other two fields

Accordingly, 1t was decided to structure the review of the literature into three distinct
chapters, one for each of the academic areas First of all, 1t was important to establish
what 1s organisational change and to explore the different types of strategies available
to support orgamsational change (of which communications 1s one strategy) Thus 1s
carried out i chapter 1, 'The Management Of Organisational Change' Chapter 2,
'‘Quality As The Context For Organisational Change Research’, then explores one
aspect of organisational change in more detail, changing to become a total quality
organisation The review then moves on to organisational communications Chapter 3,
'Orgamisational Communications And Change', begins by defining communications in
the broader sense before defining orgamisational communications n particular It looks
at the historical backdrop to today's theories of orgamsational communications and
explores the vanous strategies put forward for communicating for orgamisational

change

Because of the breadth of areas to be covered, the review has had to be firmly focused
on those 1ssues of particular relevance to communicating for change and 1n a quality
context mn particular As a result, certain debates in related areas, while referred to, are

not explored 1n detail



CHAPTER 1. THE MANAGEMENT OF ORGANISATIONAL
CHANGE

1.1.  Introduction

Change management has become an area of intense academuc mterest Thus 1s not
surprising, given the speed with which new challenges are thrust upon organisations
Organisations have to survive in a world of rapidly changing markets, consumers,
lifestyles, techmical mnovations and increasing competition (Burke et al, 1991, Covin
and Kilman, 1991, Greenwood and Hinings, 1996, Noel and Dennehy, 1991, Trotman,
1996) In a recent study of 293 orgamisations of all sizes and sectors mn the UK, 86 per
cent of the orgamisations had expenenced major change, including reorganisation, staff
reduction and merger and acquisition activity, while 80 per cent of the respondents
expected organisational change to dominate their internal communications activities
during the subsequent 12 months (Stewart, 1999) Simuilar forces of change are
affecting orgamsations based in Ireland In a recent study of 450 Irish workplaces
(Roche and Geary 1998), over three quarters of the workplaces had experienced
change 1n recent years 1n areas such as mtroduction of new products or services,
ntroduction of new technologies, employment levels and target setting In a document
on union mvolvement in managing change, ICTU (1995) notes that both private and
public sector orgamusations 1n Ireland are subject to a combination of globalisation of
competition, technological advances, increasing demands by consumers and the

dismantling of monopoly markets

Desprte this, there does not appear to be a great understanding of the dynamics of
change For example, a recent survey of 700 executives from Fortune 500 companies
reveals that 45 per cent of respondents believe that executives in their organisations
manage change poorly (McKinnon and Barrett, 1996), and Burke et al (1991) also
carried out a survey amongst 700 executives on their understanding of the principles
behind change As the title of their article succinctly puts 1t, 'Managers Get a 'C'
Managing Change' Their survey ponts to executives placing more emphasis on the
operational practicalities mvolved n change than the people factors and they argue
that omission of the people aspects i change management plans will doom their

change programmes to failure



This chapter begins by defining the different types of change through which
organisations may go It reviews the theories of management of change and explores
different paradigms within which orgamsational change has been researched and
written about to date It then looks at organisational change from two perspectives
change and the individual (looking primarily at resistance to change and commitment
to change), and change at the orgamisational level (looking at the relationship between
change and orgamisational type) Finally, 1t discusses the strategies for organisational
change which are put forward in the literature and points to the prescriptive and

unmversalist nature of the literature n this area

1.2 Defining Organisational Change

In referring to organisational change, this thesis refers to change which 1s planned and
mplemented A useful definition of planned change 1s given by French et al (1985
548) who describe 1t as 'a deliberate effort to modify the organisational system to
respond to environmental and internal forces’, while Scott and Jaffe (1989) refer to 1t
as a movement from one state (the known) to another (the unknown) Both definitions
mmply a transition from an existing state to something new and the concept of planned

change emphasises change being deliberately concerved, developed and implemented

Change can range from mmor tinkering at an operational level nght the way through to
a fundamental transformation of the organisation's very mission, culture or structures
(Greenwood and Hinings, 1996) Burnes (1992 150) categonises the degrees of
change 1n an orgamsation along a continuum ranging from incremental, which he
classifies as 'relatively small scale, localised and designed to solve a particular
problem or enhance the performance of a subsection of the orgamsation', to radical
change, which he describes as 'large-scale, organisation-wide transformation
programmes mvolving the rapid and wholesale overturning of old ways and old 1deas
and their replacement by new and umque ones' Rajagopalan and Spreitzer

(1996  62) also differentiate between gradients of change writing

When strategic change does not involve a shift in underlying knowledge
structures, 1t 1s viewed as evolutionary When strategic change 1s accompanied
by major shifts in organisational ideologies and cause maps, 1t 1s viewed as
transformational



It 1s clear from the literature that the scale and content of planned change programmes
can vary greatly so that the consequences can range from minor operational features to
a full-scale change 1n culture It might be concluded, then, that the literature would
advocate different approaches to managing that change according to the scale or
content of the required change Evolutionary change 1s unlikely to require the same
approach as revolutionary or radical change or, from the perspective of the employees,
15 less likely to mstil the same sense of upheaval and uncertainty Yet, it will be seen
later 1n this chapter that the literature on managing organisational change generally
tends to offer universal guidelines for change management, regardless of the nature or

extent of the planned change

1.3 Theories Of Organisational Change

The seminal work by Kurt Lewin (1951) on 'Force-Field Analysis' is probably the
biggest single influence on the theories of managing change (Bonvilhan, 1997, French
etal, 1985, Goodstemn and Burke, 1991) Lewn (1951) talks of two types of forces
driving forces and restramming forces Driving forces of change could be increased
competition or cost structures that are too high, for example, while examples of
restraining forces include staff complacency, lack of money, or lack of understanding
of why change might be needed Lewin's model takes into account both the
environmental and organisational factors as well as factors relevant to the mdividual
person Under Lewin's model, managers evaluate the strength or priority of each of
the driving and restraining forces They have to 'unfreeze' the present status quo by
addressing existing perceptions or problems, ‘'move' the organisation by implementing
changes and 'refreeze’ the new state of the organisation by institutionahising and

reinforcing the changes

Lewn's concept of restraming and driving forces has influenced many models for
organisational change Many writers, for example, endorse the notion of assessing the
organisation's 'readiness for change', by examining negative and positive vanables
across the organisation (Burnes, 1992, Elliot, 1990, Greenwood and Hinings, 1996,
Klemn and Spear, 1996, Newton, 1993) These vanables can be within the individual,
within the organisation, or can be influenced by the external environment Newton
(1993), for example, lists 1nd1v1dual\dr1vmg and restraining forces such as aspirations
or existing beliefs, orgamsational driving and restraining forces such as the hfe-cycle

of the organisation or political wnterests in the orgamsation, and environmental driving



and restraining forces such as changing customer needs and legal constramts
Greenwood and Hinings (1996) have also developed a model to attempt to explain the

relationship between external and internal forces which can enable or prevent change
(Figure 1 1)

Figure 1.1 Model For Understanding Organisational Change
Source : Greenwood And Hinines (1996 : 1034, Fioure 1)
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They distinguish between 'enabling dynamucs' - factors, which 1f absent, would prevent
change from happening such as capacity or lack of capacity for action and
'preciprtating dynamics' - actual dnivers of change such as aligned values or
dissatisfaction with the status quo by those n key positions While their model 1s more
complex than that proposed by Lewn, 1t 1s clearly firmly rooted in his original concept
of driving and restraiming forces However, Greenwood and Hinings did not test their
model, so while 1t looks persuasive, its validity has not yet been supported by evidence
A similar group of driving and restraining forces have also been identified by Klein
and Speer (1996), although this time they call them 'determinants' of mplementation
effectiveness for nnovation There 1s a remarkable simlarity between their model and
that of Greenwood and Himings Like Greenwood and Hinungs, they identify values fit,
commitment, the organisational climate and capacity for action (they call those skills
and absence of obstacles), as the key forces While structured differently, there are
clear similarities between the two and, like Greenwood and Hinings, they have not

tested their own model for validity



A second major influence from Lewin's model of change, 1s the view which continues
to be prevalent across many theories of change that change 1s a linear, staged process
Lewin saw change as being a three staged process of pre-change, a transitional phase
and a future state, and many of the theories described m the management literature
borrow from Lewin's model For example, Beckhard and Harris (1987) look at the
present and desired future as two ends of the transitional phase, while Jackson (1991)
identifies four stages of change including a pre-transitional phase of apathy, awareness

of the need for change, the transition itself and a future state of integrated change

Nelson and Coxhead (1997) along with a number of writers also look at the same 'pre’,
transitional and future stages from the perspective of the individual who has to go
through the desired change process They 1dentify six states of emotions through which
the mdividual has to travel during the pre-stage (‘confronted by change'), the
transitional stage ('letting go'), and the future state (‘change addressed’) According to
Nelson and Coxhead (1997), when faced with change durmg the pre-stage, the
individual experiences numbness and denial, but moves onto the transitional stage
experiencing emotions such as self-doubt and then finally internalises the desired

changes by the time of the future state, that 1s, when change 1s addressed (See Figure
12)

Figure 1.2 Individuals' Reactions To Change. An Example Of A

Linear Model Of Change
Source : Nelson And Coxhead (1997 : 37), Figure 7
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This concept of a staged process from resistance to acceptance to a higher level of
internalisation and commitment has ganed currency n the change management
hiterature In fact, 1t mught appear from the discussion to date, that all of the Iiterature
tacitly accepts the two key themes of Lewin's model on organisational change, that
driving and restraiming forces are in some way mvolved and that change should be
considered as a staged and incremental process However, not all writers agree with
this view Lovelady (1984), for example, argues that 1t 1s inappropmnate to try to
describe change as a process of tidy sequential steps On the basis of a review of the
work of nine consultants 1n six orgamsations over a period of three years, she argues
that, 1n reality, different stages can overlap with each other at any ime She views
change as being a constant process of reviewal and reappraisal of the progress of the
change programme and there is no clear beginning, middle and end Bonvilhan (1997)
also argues that implicit in Lewin's model 1s the assumption that there 1s an end state
of order once the organisation has 'refreezed’, which 1s questionable n today's world of
continuous change He argues that organisations which subscribe to this assumption
will view change as being an 1solated and discreet event and that this can only lead to
frustration as employees and their managers eventually recognise that the final state
will never actually be attamed Change, according to Bonvillian, should be construed

as an 1terative and evolving process

Orlikowski and Hofman (1997) also reject Lewin's model, arguing that in today's
uncertain tumes, the model 1s too simplistic They propose an alternative model where
three types of changes can influence the change process The first type, anticipated
changes, are the staged processes of change envisaged in Lewin's model But these
types of change can be altered by emergent changes which are unplanned changes
resulting from anticipated changes They also 1dentify opportunity based changes,
which are 1dentified as the change process moves forward Accordmg to Orlikowski
and Hofman, change 1s much more improvisational and unexpected than Lewin's
model would suggest There 1s also a growing argument that radical or
transformational change may not necessarily be the 'far end' of a spectrum of change,
built up n incremental steps Tushman and O'Reilly (1996), for example, claim that
organisations need to be able to manage two types of change simultaneously

Orgamisations may be subject both to environmental pressures which require



evolutionary, incremental change and, at the same time, be subject to extraordinary

upheavals which require radical discontinuous change

Despite these contrasting views, Lewin's model 1s generally accepted and as will be
seen later (Chapter 1 6), many strategies for the management of change have been
devised around the concept of the three stages of change and restraining and driving

forces for change mn the organisation

1.4 Managerialism - A Key Influence On The Organisational
Change Literature

Lewn's (1951) pervading influence on the theories of managing organisational change
has already been noted It 1s also important to observe that, implicit in the dnving and
restraining forces 1dentified by Lewin, 1s a strong managerial influence For example,
his restraming forces for change include staff complacency or lack of understanding
why change 1s needed, while the driving forces include competitiveness Both of these
sets of forces are expressed 1in managenal terms The assumption 1s that organisations
should be competitive and that management's role 1s to work on staff complacency and

lack of understanding to make them competitive

In chapter 4, the different paradigms which can influence the approach taken by a
researcher or theorist will be explored in more detail, but at this juncture, 1t 1s
important to point out a dominant paradigm - managenalism - which has a significant
influence on the literature on organisational change Thus 1s not to suggest that
managenalism 1s necessarily wrong, but rather, to be aware that many of the questions
asked or unasked 1n the literature on organisational change are heavily influenced by
this paradigm (Boje et al, 1997, McCabe and Wilkinson, 1997, Wilmott, 1997) A
number of writers (Grice and Humphries 1997, Hill 1990, and McCabe and
Wilkinson, 1997) argue that whether we like 1t or not, management literature 1s
dominated by the managenalist approach because, as Grice and Humphries (1997
418) put 1t

We live 1n a society where capitalism 1s the dominant economic system and
where the institutional framework 1s saturated with the influence of the
system



The managerialist approach leads to an assumption that when managers 1dentify the
need for organisational change, there must be a need for change As wall be seen later
n the wntings of Larkin and Larkin (1994) and Quirke (1995), that need for change 1s
usually embedded n the capitalist argument that the orgamisation needs to be more

competitive or to respond to environmental threats mn order to succeed

The majority of the literature on orgamisational change and change management does
not therefore focus on 1ssues such as democracy n the workplace (Cheney, 1995,
Likely, 1998, Wilmott, 1997), economuc rationality (Kovacic, 1994), the femust
perspective (Natalle et al, 1994), the ethics of change (Grice and Humphries, 1997), or
the politics of change in the organisation (Cheney and MacMillan, 1990, Deetz, 1994,
Eisenberg, 1996, Fimbel, 1994) Rather, the literature tends to explore how
management can best use strategies to achieve organisational change for

competitiveness

Throughout this chapter, 1t will be seen how the managernalist perspective has
dominated the literature as writers grapple with 1ssues such as resistance to change,
commitment to change and 1dentifying those change strategies which appear to work

better than others for managers

1.5 Managing Change

1.5.1 Introduction

The different theories on managing change tend to be addressed at two different levels
from the perspective of the individual (how to motivate the individual to be commutted
to the change and act accordingly), and from the perspective of the organisation (the
types of organisations, systems and structures considered to be supportive of change)
The result of this approach means that two very different sets of theories have
emerged, with hittle cross-over from one perspective to the other While there 1s a
recogmition at both levels that ultimately change requires the support in some shape or
form of people, each strand tends to analyse the causes and supporting strategies 1n

1solation

10



1.5.2 Change And The Individual

There 1s a consensus across the literature that the success of any change programme 1s
down to the commitment of individuals i that organisation This was the conclusion of
Werr (1995) who reviewed 60 books on orgamsational change between 1989 and

1993 Because people are considered to be critical to the success of change, much
attention has been given to understanding the process the individual goes through when
confronted with change Ghoshal and Bartlett (1996 23) write 'the managers of
successful companies recognise that transformation 1s as much a function of
individuals' behaviours as 1t 1s of strategies, structures and systems' The belief that
when faced with change, people undergo a series of reactions from resistance to

commitment, has strongly influenced the research on change and the individual

Individuals will have different reactions to a proposal for change (Zuwerink and
Devine, 1996) Their perception of the necessity and viability of the proposal will be
affected by a whole range of factors based on past experience, their backgrounds and
abilities Their perceptions about proposed changes can also be nfluenced by
emotional factors and values So, what may seem to be necessary to senior
management for survival, may not be seen to be important at all by others, or may
even be perceived to be threatening to their existing status quo It 1s because of this
that West and Hughes (1986) stress the importance of obtaining a real understanding
of individuals' perceptions on the rationale behind, as well as the proposed change
mnitiative ttself as 1t 1s too easy to make assumptions about what they are thinking
Herzog's (1991) article entitled 'People The Critical Factor m Managing Change',
argues that 1t 1s essential to measure the state of readiness of people to proposed
changes before undertaking any change programme while Plant (1989) adds that
orgamisations ignormng the emotional response of people to change, even when logically

it mught appear to make sense, do so at their peril

Burnes (1992 170) 1s also concerned that managers be aware of the variety of factors

which can mfluence individuals’ potential response to change, wnting,

Individuals are engaged as whole persons not segmented persons This
means that the demands of an mdividual's job and that person's thoughts,

beliefs and ambitions should all be called into play, not just one or two of
these

11



It is evident that people's responses to change can be affected both by their own
complex make-up and by various environmental factors. This would suggest that
individuals' needs and the context within which the change is being proposed appear to

be important variables to take into consideration.

1.5.2.(i) Resistance To Change

Resistance to change is a concept which has received considerable attention in the
literature, with the main focus being on how managers can overcome that resistance.
As McCabe and Wilkinson (1998) point out, this should come as no surprise, given
the unquestioning view in the literature that it is management's role to find the best
way to encourage staffto accept changes. Recognising that the interest in resistance to
change is predominantly influenced by this perspective, the literature in this area
nevertheless identifies some interesting insights into why people may not want to

accept change.

The symptoms of resistance can range from passive to active. One individual may
openly reject change proposals while another may outwardly accept them, but
indirectly prevent their progress through, for example, delaying tactics. Gilbreath
(1990) argues that detachment, apathy and delaying techniques can be just as
dangerous to the implementation of the change proposals as open defiance while
Zuwerink and Devine (1996) write that when resisting arguments for change, people
can deny the validity ofthe message, distort the arguments, derogate their source,
become aggressive, or can ignore them altogether (assuming, of course, that the

argument is valid in the first place).

Many writers attempt to identify the factors which cause resistance to change. It is
frequently suggested that resistance can be as much due to irrational as rational factors
(eg Fiorelli and Margolis, 1993; Mariotti, 1998; Quirke, 1995), and there is
considerable overlap in opinion regarding what these factors are. Factors identified
most consistently include threatened power base (eg Hayes, 1996; Kets de Vries and
Miller, 1985; Scott and Jaffe, 1989), and uncertainty (eg D'Aprix, 1996; Quirke,
1995, Scott and Jaffe, 1989; Williams, 1989), followed by low tolerance for the
unknown (eg Cole and Pace, 1991; McGrath and Geaney, 1998; Plant, 1987; Scott
and Jaffe, 1989), fear of failing (eg Hayes, 1996; Kets de Vries and Miller, 1985;
Williams, 1989), and threatened values and beliefs (eg Fiorelli and Margolis, 1993;

12



McGrath and Geaney, 1998, Strebel, 1996, Zuwerink and Devine, 1996) Other
factors are also put forward, such as fear of exposing lack of abilities (eg Pugh, 1986),
the belief that change implies criticism of the way things were done before (Williams,
1989) and low trust in management (Fiorellt and Margolis, 1993, Plant, 1987) Many
of these factors could be interpreted as being both rational and wrrational For example,
people may feel their status or powerbase are threatened by proposed changes with
good reason Alternatively, their fears may be disproportionate to reality Nevertheless,
regardless of how rational or irrational these fears may be from the perspective of the

manager, they are very real to the people involved

By analysing the literature, two main categories of causes of resistance emerge These
two categories have previously been 1dentified by Robbins (1986) They are resistance
due to percerved loss of the known (eg uncertainty, fear of failing, fear of exposing
abilities), and resistance due to perceived personal loss (eg threatened status,
powerbase and values) However, despite relatively consistent views regarding these
two main contributing reasons for resistance to change, not one of the references cited
rely on empirical evidence to substantiate the factors identified The review of the
literature shows considerable agreement regardmg key aspects of change, with httle or

no empirical evidence to erther support or negate the contentions

Assuming that these arguments are valid, causes of resistance to change, if defined as
loss of the known or personal loss, can be both emotional and rational This will have
a strong nfluence on the success of those change management strategics which are
selected, particularly communications For example, logical information programmes
are unlikely to be sufficient without the backing of a full insight mto the individuals
who will be affected, their own personal circumstances and likely counterarguments

created by the individuals themselves

Much of the change management literature focuses on the importance of mimimising
resistance to change At the other end of the spectrum, it also advocates the importance
of maximisig commitment to change The next section explores what 1s known to

date on gaiming commitment to change
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1.5.2. (i) Commitment To Change

Robbins (1986 532) defines commutment as, ‘the willingness to exert high levels of
effort towards organisational goals, conditioned by the effort's ability to satisfy some
individual needs', while Ginnodo (1989) claims that commitment 1s the difference
between the mmmmum amount of effort needed to avoid penalties and the actual
amount of effort put m Both definitions describe the tension that exists between
internal individual needs and external rewards A growing body of literature on the
theory of what lies behind commitment recogmuses that it 1s not only driven from

within, but also by socially learned needs and situational variables

Robertson and Cooper (1983) classify the theories under two strands, 'process’
theories which focus on the external rewards which can exert an influence (eg Vroom's
Expectancy Theory, cited n Vroom and Deci, 1970), and 'content' theories, which
focus on the nternal needs of the individual (eg Maslow's (1970) Hierarchy of Needs
or McClelland's Needs Based Theory cited in Robbins (1986), while Herzberg's
(1970) Motivation / Hygiene Theory straddles the two perspectives The empirical
evidence to support these theories has been inconsistent over the years, but Katzell
(1981) notes that despute this, 1t 1s broadly agreed that there 1s intuitive substance to
the theories put forward by both perspectives

There 1s broad consensus that there are varying degrees of commitment The lower
levels of commitment (viewed as similar to compliance), are considered to be the
outcome of the satisfaction of lower level 'hygiene' factors such as working conditions,
whereas higher levels of commitment are considered to come from the recognition that
the new behaviour will lead to higher self-esteem, recogmtion and self actuahsation
Meyer and Allen (1997), on the basis of a comprehensive literature review, attempt to
categorise the different levels of commitment and have come up with very similar
concepts to the earhier theorists What they call 'continuance commitment' which 1s
closer to compliance than nternalised commitment, occurs when the mdividual
beheves the cost of not commutting 1s too great Normative commitment 1s stronger and
based on moral obligation, while affective commitment, where the mdividual wants to
be commutted, 1s the strongest Figure 1 3 below, illustrates how each of the mam

models of commuitment compare
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Figure 1.3 A Comparison of Models Of Compliance To Commitment
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The prevailing argument put forward, regardless of labels, 1s that there 1s a gradient of
'strengths' of commitment and that the 'strongest' level of commitment 1s based on
deeper, intrinsic factors such as self-actualisation and 'will' The assumption 1s that the
types of commitment further to the left of the spectrum are in some way weaker and

that their hold on consequent behaviour will also be weaker

The difference between external variables and internal vanables and the different
strength of commutment has been investigated in a number of recent studies (cg
Harthine and Ferrell, 1996, Maitlis and Briner, 1994, Miller et al, 1994, Peccer and
Rosenthal, 1997) While the studies looked at various types of commitment ranging
from commitment to customer service to commitment to change, some common themes
emerged Both external factors, such as availability of resources, and internal factors,
such as need for achievement and respect for the individual, did appear to correlate
with commitment (eg Hartline and Ferrell, 1996, Peccer and Rosenthal, 1997) In all
four of the studies, two common themes emerged, the willingness of the organisation to
provide quality information and demonstration of respect for the individual, appeared

to be important factors n facilitating commitment
The results of these studies also correspond to the findings of the review of all the

major research carried out on commitment up to 1997 by Meyer and Allen (1997)
They bist the factors which appear to be associated with the strongest type of
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commitment, affective commutment The factors include self efficacy, the manner in
which policies are commumcated, role ambiguity, relationship with a supervisor,
ability to participate and fulfilment of personal goals They summarise all these factors
as supporttveness, fairness and personal importance and competence (1e trust placed m
the individual's judgement), both of which, in turn, relate to the concept of 'respect for
the individual' which was one of the themes emerging as being key from Hartline and
Ferrell (1996) and Peccer and Rosenthal's (1997) findings

Despite all this interest in the theones of commutment, it has been argued that
commitment actually does not guarantee anything very much in terms of changed
behaviour McKendall and Margulis (1995) reviewed a number of studies on
commitment and conclude that the relationship between commutment and behaviour
can be modest They write (1995 24)

Studies have also shown that employees who are very highly commuitted and
secure can demonstrate a lack of creativity, resistance to change, tendency to
engage 1n group think, msufficient turnover and the pursuit of improper goals

Robertson and Cooper (1983) also note that even 1if the level of commitment 1s hugh
within individuals, 1t may not be reflected in performance, because 1t 1s just one
variable in a number of factors including individuals' abilities, the level of resources
given to allow the performance, and so on On the basis of their comprehensive review
of existing research 1n the area, Meyer and Allen (1997) also stressed that extenuating
factors such as ability and access to resources can affect behaviour changes as much

as commitment

It 1s apparent, even from this brief review on commitment, that there 1s still some way
to go i reaching a full understanding of how individuals become commutted to a
particular change proposal Managers rely on a variety of motivating mechanisms
such as open communications, clear goals and job roles, flexibility, feedback and
recogmtion and rewarding of performance (Caudron, 1995) Perhaps the best way to
view the various theories on commitment which emphasise erther internal or external
variables, 1s that they do not conflict with each other, but rather complement each
other 1n bringing together a deeper understanding of the complex nature of

commitment to change
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1.5.2.(iii) Overview - Change And The Individual

Because 1t 1s argued that people are cntical to the success of change, there 1s
constderable discussion in the literature regarding how commitment and/or resistance
to change can develop Theories of commitment have 1dentified a number of internal
and environmental factors which can affect an individual's attitude to change
However, while there 1s some understanding of the complex mteractions between the
antecedents to commtment to change, considerably more work needs to be carried out
n this area There 1s also broad agreement on the factors which can influence
resistance to change, which have been encapsulated under two headings, personal loss
or loss of the known, but there 1s little empirical evidence put forward to support this
position The clearest argument coming through from theories on resistance 1s that
resistance can be based as much on wrrational and emotional concerns as rational

concems

1.5.3 Change And The Organisation

Planned change also must be looked at in the context of the orgamisation as a whole
Planning a change programme for an orgamsation involves taking into account many
organisational factors, because of the impact that one decision has on another The
Iiterature also explores change at the level of the organisation, in particular looking at
the type of orgamsations which are deemed to provide a supportive environment for

change

1.5.3.(0) The Organisational Types Which Support Change

For almost 40 years, the literature has discussed how the organisational environment
can support or prevent change (Burnes, 1992, Goodstein and Burke, 1991, Heath,
1994, Hosking and Anderson, 1992) and a review of the literature on organisational
types supportive of change reveals six key parameters The criteria by which
orgamsations tend to be judged to be 'good for' or 'bad for' change are the extent to
which control 1s devolved (eg Burns and Stalker, 1961, Ghoshal and Bartlett, 1998,
Likert, 1967, Pascale, 1990, Pasmore, 1994), the extent to which rules and tasks are
flexible or ngid (eg Burns and Stalker, 1961, Jelinek et al, 1986, Moss Kanter, 1989,
Pasmore, 1994), the extent to which information flows are open (eg Beckhard and
Harrs, 1987, Ghoshal and Bartlett, 1998, Likert, 1961, Moss Kanter, 1989 and 1997,
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Peters, 1988b), the extent to which the orgamsation 1s flat (eg Drucker, 1996, Handy,
1986, Moss Kanter, 1989, Peters, 1988 a), the extent to which there 1s co-ordination
and integration (eg Burns and Stalker, 1961, Handy, 1986, Lievegoed, 1973, Moss
Kanter, 1989 and 1997, Pasmore, 1994, Peters, 1988b, Thompson, 1967), and the
extent to which employees are enabled to contribute (eg Burns and Stalker, 1961,
Ghoshal and Bartlett, 1998, Jelinek et al, 1986, Likert, 1967, McLagan and Nel,
1996a, Walton, 1986) Taking examples of some of the well known writers, the six

themes are summarised in Table 1 1 below

Table 1.1 Six Main Parameters By Which Organisations Have

Been Judged As Being 'Effective’ For Change.
Integration

___[-lu.ma.n_.lielatia.m__j

Employee Devolved | Flexible Open Flat Co-ordination
contribution | control rules & information | hierarchy | & integration
is sought tasks flows
Beckhard
& Harris v v v v
(1987)
Drucker
(1996) v v v v v
Ghoshal &
Bartlett v v v v v
(1998)
Handy
(1986) v v v v v v
Jelinek et
al (1986) v v v v v
Lievegoed
(1973) ' v v
Likert
(1961) v v v
Moss
Kanter v v v v v v
(1989)
Pascale
(1990) v v v
Pasmore
(1994) v 4 v v v v
Peters
(1988) v v v v v v
Thompson
(1967) v v
Walton
(1986) v v v v v v
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In looking at Table 1.1, two common themes emerge. One theme could be summarised
as the Human Relations argument that to support change, employees need to be
involved and empowered, rather than directed by management on what to do. Devolved
control, flexibility, open information flows, flat hierarchies and seeking employee
contribution all fall within this grouping. The second theme is one where information
and learning are shared across the organisation to ensure that an integrated effort is
maintained. Factors such as open information flows, flat hierarchies and co-ordination

and integration feature here.

The table demonstrates that the literature on organisations and change consistently
advocates the same six traits. However, this tacit agreement within the literature
regarding the ideal organisational type could lead to an assumption that once a
majority or all ofthe six factors are in place, the ideal environment for change is in
place and, de facto, change is more likely to take place. This viewpoint ignores two
fundamental issues which require further exploration. First, is it possible to place a
value judgement on what constitutes a 'good' organisation or 'bad' organisation for
supporting change? Second, is it possible to assume that one organisational type is

appropriate for all change management situations?

1.5.3.(ii) 'Good’ or 'Bad' Organisational Characteristics For

Organisational Change

The first question throws up a deeper philosophical debate about whether or not it is
appropriate to describe organisations, or indeed any subject of research, in value laden
terms such as these. Sarantakos (1993) notes that arguments are put forward by
positivistic researchers that 'facts' should be kept apart from 'values'. Under this
paradigm, neutral descriptions of different types of organisations which are or are not
found to be related to successful change would be presented. No judgement would be

proffered as to whether the organisations observed would compare or contrast with an
"ideal’.

All of the literature which explores organisational types for change starts (either
consciously or unconsciously), with the assumption that it is possible to explain
phenomena in value laden terms such as 'good' or 'bad' for change. It is accepted (see

chapter 4). that all researchers and theorists arc heavily influcnced by value
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judgements. Those who take a ‘critical' view argue that it is possible to take a stance
and juxtapose 'good' and 'bad' characteristics as long as the researcher is aware of the
stance he or she is taking. However, postmodernists would argue that this is a very
limiting approach to research, where everything is defined in binary terms (Grice and
Humphries, 1997), although this is a discussion which extends well beyond
organisational theories and which is still the subject of strong debate. It is not yet
agreed as to whether organisational theorists could or should be placing value
judgements about which characteristics are 'good' or 'bad' for change. However, while
this debate continues, many writers have continued with the assumption that the six

'good' characteristics for organisational change identified above in Table 1.1, apply.

1.S.3.(iii) Different Organisational Characteristics For Different Situations -

The Contingency View

The second issue which tends not to be addressed by the more recent literature
prescribing particular organisational types for change, is the question as to whether or
not it is too simplistic to say that one type of organisation will best support change in
all types of situations and environments. It was already seen in chapter 1.2 that change
can range from evolutionary to revolutionary in scale. Organisations themselves
develop according to the industry they are in, the type of product or service they
provide, the level of competition they face and so on. Yet, while there was considerable
debate some 30 to 40 years ago regarding whether or not it is feasible to suggest that
one organisational type is appropriate for all circumstances, this seems to have been
ignored by the literature on managing change today (Welch and Goldstein, 1998).
Bums and Stalker (1961), along with other Contingency theorists of the 1960s such as
Lawrence and Lorsch (1969) and Woodward (1965), considered management
strategies and organisational types to be contingent upon a complex mix of
environmental, situational and individual variables. Yet, a glance at Table 1.1
demonstrates that many of the more recent influential writers such as Drucker, (1996),
Handy (1986), Moss Kanter (1989) and Peters (1988) appear to subscribe to a much
more universal view of the right organisational types for flexibility to change,
regardless of situation or environment.

Joan Woodward was a key advocate of the contingency approach in the 1960s and
1970s. While Woodward was not specifically looking at organisational factors which

link with change, the work she carried out in identifying organisational factors which
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link with 'organisational effectiveness', 1s an important precursor to an understanding
of organisational types which support change today Dawson and Wedderburn's
(1980) comprehensive critique of Woodward's work describes how Woodward carried
out a wide scale research study mto the effectiveness of organisations mn the UK and
noted that different organisational structures and strategies are contingent upon a
number of factors In the 1950s, Woodward concluded that orgamsations which were
mvolved 1n large batch and mass technology more successfully used mechanistic
strategies, while those using individual batch or process lines more successfully
mplemented organic strategies In the 1960s, however, she developed her thinking
more and concluded that the vanables were not so much related to the production
technology, as to the degree of personal control of the front-line employee (as against
the manager or automated process), and the extent to which that control was mtegrated

or fragmented across the orgarusation (See Figure 1 4 below)

Figure 1.4 Woodward's Contingency Model Of Organisational

Types.
Source : Dawson And Wedderburn (1980 : 56)

A

Integrated
Al A2
1 \ \ 2
Personal I Mechanical

ﬁl>

B1 B2

B
Fragmented

Woodward 1dentified four pomts (A1, B1, B2, A2), where different orgamsational
types are associated with one of each of four combinations of personal vs mechanical
control, or integrated vs fragmented functions 1n the orgamsation She argued that
orgamsations which produce small batches or personal service are best suited to Al
(personal control and integration of standards), while orgamsations with large batch

automated processes tend to require integrated mechanical control (A2) However, she
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saw that there were organisations which fitted nght across the continuum between the
four ponts, arguing that there 1s no 1deal organisational type for all circumstances
Woodward's contingency model has come in for some criticism Dawson and
Wedderburn (1980) write that the main criticisms of her work include inadequate
defimtion of what she means by high performing organisations, an assumption that the
orgamisational structures cause the improved performance, rather than the other way
around, and the fact that she 1gnores external vanables such as the trading
environment altogether i her model (This 1s addressed by Burns and Stalker, 1961,
for example) However, her thinking has been very influential and has been the basis

of other interesting work 1n more recent years

For example, borrowing from the Contmgency theorists such as Woodward, a lmited
number of wnters have tried to identify orgamsational types which are deemed 'nght'
for change, according to different circumstances One such contingency model was
developed by Plant (1987) in an effort to describe organisational types which would be
supportive of change Using an mventory of 41 statements relating to concepts such as
communications flows, involvement, pride, and morale, Plant devised a quadrant
agamst which four organisational profiles can be mapped (see Figure 1 5 below)
Plant's two dimensions are based on a number of critena outlined earlier 1n this part of
the chapter The Autocratic vs Permissive dimension reflects the dichotomy between
the mechamstic and organic strategies 1dentified by Woodward, including factors such
as devolved control, flat hierarchies and seeking contribution, all referred to in Table

1 1 The Integrated vs Fragmented dimension 1s built on theories about integration
developed by Thompson (1967), Lievegoed (1973) and others, reflecting factors such
as openness, co-ordmation and integration, also referred to in Table 1 1 Like
Woodward, Plant sees both dimensions as being continuums rather than polar and he

sees the two dimensions as being perpendicular to each other
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Figure 1.5 Plant's (1987 : 110) Organisational Profile For Change

Integrated

Bureaucratic Organic

Autocratic Permissive

Autocratic Anarchic

Fragmented

According to Plant, organisations score on two axes The vertical axis relates to the
extent to which the orgamisation 1s Integrated or Fragmented The horizontal axis
relates to the extent to which the organisation 1s Autocratic or Permissive
Orgamisations which score high on both the Autocratic and Integrated axes are,
according to Plant, bureaucratic and have characteristics such as dependence on the
leader, over-reliance on roles and status, and vertical communications (both up and
down) These are concepts very similar to the bureaucratic organisations described by
Likert (1967) Organisations which score high on Integrated and Permissive are
organic, with characteristics such as jomnt decision making, high participation and
shared satisfaction Orgamisations which score high on Autocratic and Fragmented are
Autocratic with characteristics such as a high level of power given to those in
authorty, low satisfaction levels and withholding of 1deas These orgamisations are
similar to the Mechanistic organisations described by Burns and Stalker (1961) High
scorers on Fragmented and Permissive dimensions are classed by Plant as Anarchic,
with characteristics such as mdividual personalities predominating, possesstveness

over 1deas, and high individual satisfaction
The nght organisation for many change management situations, according to Plant, 1s

one which combines high Permissive and high Integrated features (‘Organic’

organisations), although m certain situations, other organisation types may
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successfully use different combinations of the different features to support change

For example, he contends that civil service department§ have successfully developed
bureaucratic organisational structures which are high Integrated and hugh Autocratic
and in which change can be driven Plant believes that the orgamsational type which
supports change 1s contmgent upon the nature of the organisation, although there 1s no
reference to the nature of change itself having any influence Interestingly, he also
imphcitly advocates that it 1s feasible to identify and describe an orgamisation m value

laden terms such as 'good' or 'bad’ for change

Plant's quadrant does not 1dentify any new characteristics that have not already been
identified by the principal writers of the 1960s to today However, what Plant's model
does do, unlike the other models put forward, 1s to bring together the two key themes
which were 1dentified from Table 1 1, one based on the Human Relations concept of
individual satisfaction through mvolvement and empowerment, the other based on the
concept of co-ordination and integration along a continuum Plant suggests that an
organsation could be high on one dimension, not so high on another, and yet still
successfully support orgamsational change Plant did not accept that all organisations
which are Permussive are necessarily also Integrative (Anarchic organisations being
examples of organisations which are Permissive and Fragmented) This view contrasts
with that of other writers such as Drucker (1996), Handy (1986), Moss Kanter (1989),
and Peters (1988) who advocate both key themes (individual satisfaction and
mntegration), as being equally important (See Table 1 1) However, Plant does not
provide any evidence to back his contention that the two dimensions can, in fact, be
charted as two axes of a quadrant He has taken two key concepts 1dentified earher 1n
the literature and has brought them together n an interdependent relationship which
may 1n fact not exist From an examination of the literature since his 1987 book, 1t

does not appear that this assumption has been tested either by Plant or by other

researchers

However, another model has recently been put forward with charactenstics very
sumilar to those 1dentified by Plant This model has already gamed considerable
attention 1n the space of a few short months (eg Qulnn; 1998) From mterviews with
leaders of organisations which have successfully transformed, Ghoshal and Bartlett
(1998) have 1dentified three key features for what they.call the 'Individualized
Organisation' - two of which are very similar to the Pefrrmsswe and Integrated features

in Plant's model,
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The first feature suggested (Ghoshal and Bartlett 1998 14), 1s simular to Plant's
description of the Permussive feature, 'an ability to mspire individual creativity and
mitiatrve m all 1ts people, built on a fundamental faith in individuals’ They argue that
orgamsations such as GE and ABB which have successfully transformed have a new
management philosophy underpinning everything they do - the orgamsation 1s there to
create value and opportunities for its employees, not to create short-term gam Thus 1s
a radical departure from the common Western capitalist view of the purpose of
organisations (Hill, 1990), requiring a fundamental shift in orientation from the
traditional profit goals towards the fulfilment of individuals who make up the
organisation As part of this philosophy, they emphasise the need to be flexible enough
to enable every employee to bring their full range of experiences and talents to the
orgamsation This requires, m turn, thinking of employees as individuals with their

own complex and varied lives outside of work

The second feature 1dentified by Ghoshal and Bartlett (1998 14) 1s very similar to the
Integrated feature put forward by Plant (1987) They argue that the second key
dimension of an organisation's ability to transform 1s 1ts 'ability to link and leverage
pockets of entreprencurial activity and individual expertise by building an integrated
process of orgamsational learning’ They argue that these capabilities are linked
through 'rich horizontal flows of mformation' (Ghoshal and Bartlett 1998  100), which
n turn 1s based not just on a communications infrastructure, but on openness and
transparency, fairness and equity 1n 1ts deahings and on trust The third feature of the
Individualized corporation 1s an ability to continuously renew itself, which, they argue,

requires total devolvement of control to the front-line

Like Plant (1987), Ghoshal and Bartlett (1998) admut that they have not come up with
something fundamentally different from that which has been put forward before They
acknowledge the key writings over the 1980s and 1990s which have influenced their
thinking including de Gues (1997), Moss Kanter (1983), Morgan (1993) Peters (1992)
and Rousseau (1995) for their views on the importance of the organisation being
oriented towards employees' autonomy and developmental needs and Nona and
Takeuch: (1995), Quinn (1992) and Senge (1990) for their views on integration of
effort and learming However, what they have done, 1s to successfully bring together a
number of themes developed by these writers and, by adding these to the experiences

of organisations which have undergone transformational change, have crystallised
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these themes 1nto a compelling picture of the common features found n organisations

which can successfully support transformational change

It 1s mteresting to note that like Plant (1987), Ghoshal and Bartlett have been quick to
discount the notion that they might be putting forward a universal prescription for the

'nght' organisational type for change They write (1998 13)

Instead of adding to the proliferation of prescriptive tools and normative
techniques, we have developed a set of integrated 1deas and a conceptual
framework that we believe provides a mental map of the new corporate
terramn

They point out throughout their book how different organisations can successfully

borrow some of the features and not others according to their particular needs

Thas review of the work of Woodward (1965), Plant (1987) and Ghoshal and Bartlett
(1998) suggests that a umversal model of the 'mght' organisational type for change 1s
probably too simplistic Dawson (1994 61), who reviewed the process of

organisational change towards total quality in two plants concludes

The thrust of much of the prescriptive literature perpetuates the view that
there is ‘one best way'  Little attention has been given to contextual 1ssues n
a largely uncritical acceptance of the model However, differences in
workforce composition, workplace cultures and the history of the compames
all serve to influence employee response to the implementation of TQM

There are many internal and external variables influencing each organisation, making
each organisation's circumstances unique (eg Burns and Stalker, 1961, Horwitz and
Neville, 1996, Plant, 1987, Wood and Albanese, 1995, Woodward, 1980) Yet the
change management literature, borrowing from respected organisational writers such
as Drucker, Handy and Moss Kanter, tend to list the same six universal criteria as the
basts for judging the extent to which organisations are 'nght' for change For example,
Kilmann (1984) stresses removing hierarchies and encouraging employee contribution
Saunders (1984) advocates co-ordnation and devolvement of responsibility, employee
contribution and open mformation flows, while Peters and Waterman (1986)
emphasise flexibility, openness with information, co-ordination and contribution Little

attention 1s paid to exploring whether different combinations of these factors may be
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more or less appropriate according to the type and extent of required change and the

circumstances of the organisation itself
1.5.3. (iv) Overview Of Change And The Organisation

There has been considerable attention paid to 1dentifying the characteristics of an
organisation which best supports change The tacit assumption behind this body of
work 1s that 1t 1s valid to talk in terms such as 'good' and 'bad' organisational types m
the first place Two key themes lie behind the six factors considered to be supportive
of change The Human Relations theme suggests that classical hierarchical
organisations are not conducive to change It 1s argued that organisations need to have
respect for people, minimal hierarchies and encourage participation and devolvement
of power The second theme 1s integration, where sharing of information and learning
and co-ordmated effort around a common goal 1s emphasised In the 1960s, the
contingency argument was put forward that while important themes have been
identified, one type of orgamisation does not fit perfectly in all situations However, m
much of today's literature on organisational types which support change, the 'umversal'

view of the nght type of orgamisation for change remains

1.6 Strategies For Change Management

1.6.1 Introduction

It has been noted a number of times already in this chapter that the literature
commonly prescribes what 1s considered 'might' for change management, with no
reference to empirical evidence to support the assertions This phenomenon 1s
particularly prevalent in the Iiterature on change management strategies The literature
tends to advocate lists of 'what to do' and 'what not to do' for managers embarking on
change management programmes McGrath and Geaney (1998 5) point to a lack of

theoretical underpinning to the literature on change management strategies, writing,

The field has remained theoretically unsophisticated, relying heavily on poor
descriptive or programmed theories of change and a narrowly prescriptive
shopping list of do's and don'ts
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A brief summary of the titles of some of the articles in this area underscores this pomnt
Carr's (1994) 'Seven Keys to Successful Change', Caudron's (1995) 'Top 20 Ways to
Motivate Employees' and Ginnodo's (1989) 'How To Build Employee Commtment',
are just some examples of the prescriptive nature of this literature Moreover, as with
the hiterature described earlier on orgamsational types which support change (chapter
1 5), there 1s a prevailing certainty that there 1s a series of 'nght' ways and 'wrong'
ways to approach change management, regardless of the circumstances Examples of
this umiversalist approach include Hall's (1991) assertion that there are six elements
mnvolved in managing change for all situations and Kilmann's (1984) equally certain
contention that there are five tracks to managing change, while Spiker (1994) suggests

that there are three steps mmvolved 1 overcoming resistance to change

Effectively, the literature on strategies for managing change prescribe best practices
with the implication that if managers were to follow these prescriptions, they can
successfully manage change But on what grounds are they basing their beliefs? In the
following section of this chapter, the empirical evidence used to substantiate these
claims (although, as has already been noted, many of those making the claims do not

actually refer to the empirical evidence), 1s detailed

1.6.2  Successful Strategies For Change - The Research

Organisation development professionals and HR managers make use of a range of
change strategies which cover management skills, individual skills, organisational
systems and structures and communications A number of studies have been carried
out to 1dentify management's views on what appears to work i managing change and

a number of factors consistently emerge across these studies

From twenty-five years of consulting organisations, Armstrong (1993) outlines
twenty-five lessons which he learned about managing change from personal
experience He emphasises commitment from the CEQ, articulating a clear vision,
providing sufficient resources and information to undertake the change, involving as
many people as possible and developing a climate of trust Brege and Brandes (1993)
carried out an mn-depth longitudinal study on the successful transformation of
Scandmavian company ASEA / ABB (One of the companies in Ghoshal and Bartlett's
(1998) work) They 1dentify twenty important lessons and, hike Armstrong, they
identify having a clear vision, full support at the highest levels, and a challenging
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climate, based on trust Brege and Brandes specify that the key factor 1s the deep
mvolvement of the CEO and senior management in the process They add further
factors not mentioned by Armstrong mncluding dialogue between semor and mddle

management and early successes

Beer et al's (1990) classic article on 'why change programmes don't produce change'
was based on an m-depth tracking of change programmes across six large
organisations n the US (all with a minimum of US$4 billion revenues) Therr findings
suggest that orgamisations should focus their change energy on solving key business
problems and align all responsibilities and roles around ths focus, rather than
expending effort on a cultural and attitudmal change per se While their claim to have
found a very different approach to change management starts promisingly, in reality,
the six features of their ‘critical path' are very similar to the strategies and features
identified 1n the other research into change management, leaders creating the
environment for change, communication and involvement mn a shared vision,
competency tramning, an organisation which 1s participatory and supports
mterfunctional co-ordination and eventual istitutionalisation of the changes through

policies and systems

Like Brege and Brandes, Beer et al's study was qualitative and cannot be immediately
gencralised to all other types of organisations, but other quantitative studies support
much of their and Armstrong's findings For example, Covin and Kilman (1990)
surveyed 398 managers and consultants involved in change programmes and asked
them which strategies they found had most impact The respondents were not given a
list from which to select to prevent them from bemng unduly influenced and
mterestingly, no strategy recerved an overwhelming response, with the highest response
only at 18 per cent However, like Alexander (1985), Beer et al (1990) and Brege and
Brandes, the role of senior management was found to be important, as was openness
with information and employee mvolvement The more successful strategies include
visible support from top management (18 per cent), adequate assessment and
preparation (15 per cent), employee participation (11 per cent) and a high degree of
sharing mnformation from the top (10 per cent) (See Table 1 2)
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Table 1.2 Six Change Strategies Believed To Have Most Impact

Views of 398 Managers and Consultants
Source Covin and Kilman (1990 : 244-248)

Strategy Percentage
1 Visible Management Support And Commrtment 18%

2 Preparation 15%

3 Encouraging Employee Participation 11%

4 High Degree Of Communication 10%

5 Instilling Recognition of Business Need For Change 10%

6 Reward System Supporting Change 5%

The relative importance of a number of management mechanisms for implementing
TQM was assessed 1 a Gallup survey of 615 senior executives of both large and
small orgamsations cited in Bowen and Lawler (1992a) Training was mentioned by
75 per cent of the sample, systems controls recerved mentions from 53 per cent and
resourcing the acquisition of caprtal equipment was mentioned by 45 per cent
However, the highest rated management tool by the sample was employee involvement,

mentioned by 85 per cent of the sample

Kotter (1995) summarnised his experiences with 100 organisations undertaking change
programmes and found eight key factors in successful change programmes, including
communications forming a powerful coalition, empowering people, planning short-
term wins and mstitutionalising the new approaches Gundogan et al (1996), in a
survey of 32 manufacturing organisations implementing TQM programmes, found
change management strategies consistent with the other studies, including the need for

communications, senior management commitment, resourcing with time and people

and training

Looking at the 1ssue from the other perspective, a number of studies have also been
carried out to mnvestigate what, in managers' experiences, can have most impact on the
failure of change management Not surprisingly, the absence of factors identified by
Armstrong (1993), Covin and Kilman (1990) and Gundogan et al (1996), such as
visibility of leadership, lack of adequate preparation, poor information sharing and

msufficient attention paid to employees' concerns have been histed For example
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Burnes and Weekes (1989) studied 15 compames covering some 30 different projects

and found that 20 of those projects ether fell considerably short of their targets or

failed completely A number of reasons were given for this, but the two most common

problems reported were the failure of the companues to assess adequately the extent of

the change needed and to investigate adequately change options other than the ones

they chose

Alexander (1985) also surveyed managers 1n 93 private sector firms to find out the

most common reasons for implementation problems with their change mmitiatives  The

firms surveyed represented a wide breath of industry from all geographic locations n

the USA and ranged 1n size from companies with less than 400 employees to

companies with more than 5,000 Inadequate planning for unforeseen circumstances

and 'people' problems surfaced over and over Table 1 3 summarises the ten problems

cited most often by the sample of 93

Table 1.3 Ten Most Common Implementation Problems In Change

Initiatives Cited By 93 Firms. Source: Alexander (1985 : 93).

Problem

Percentage of firms

1 Implementation took more time than onginally allocated

2 Major problems surfaced during the implementation that
were not 1dentified beforehand

3 Poor co-ordmation of implementation activities (eg task
forces)

4 Competing activities and crises detracted attention away
from the strategic change

5 Capabilities of employees involved were not sufficient

6 Tramng and nstructions to lower level employees were not
sufficient

7 Uncontrollable adverse factors m external environment
8 Leadership by departmental managers was not adequate
9 Key tasks were not sufficiently identified

10 Monitoring information systems were not adequate

76

74

66

64

63

62

60

59

56

56
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An interesting phenomenon surfaced when Alexander categorised the 93 firms' change
programmes nto high, medium and low success categories, according to data he had
on the degree of success they had with achieving their goals Carrying out a t-test to
evaluate the significant difference between the number of times each problem was cited
by the low success and the high success firms, Alexander found that low success
change programmes were nddled with people and communication problems Problems
that cropped up significantly more mn these firms than 1n the high success firms
included, top management not hearing about problems quickly enough, key tasks not
bemng defined n enough detail and key employees not properly understanding changes

mn their roles and responsibilities

People problems, as with any organisational change programme, are most commonly
associated with the failure to implement TQM Hutchins (1990) goes as far as saying
that almost all TQM failures can be attributed to people problems This view appears
to be supported to a great extent by Marchington and Dale's (1993) survey of
management 1n UK companies 80 per cent of TQM programmes which failed,
experienced people problems and key change strategies deemed to have been lacking

according to the respondents to this survey, were communications and a lack of a role
for HR

However Wilkinson et al (1994) survey of management in companies which
experienced difficulties with their TQM programme did not mention people factors
Ths 1s surprising, given the general emphasis put on people by other authors The
three major factors 1dentified 1n their survey were resource limitations, cost constraints

and emphasis put by management on short-term goals

Table 1 4 below brings together the key findings of the 11 studies cited above and
demonstrates that managers from all types of organisations are consistently identifymg
the same six key change management strategies, many of which focus as much on
managing people through change as focusing on resources and structures However,
while the managers have 1dentified people factors as being a vital component, they do
not draw any links back to how or why attitudes, resistance, or other theories

described earlier n this chapter may have an impact on the implementation of change
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Table 1.4 Change Management Strategies Identified By The Research.

A Summary

Leadership | Clear & Providing | Proper Human Comms.
& vision manageable | the rnight resourcing | resource
objectives structures tools

Alexander
(1985) v v v v v v

Armstrong
(1993) v v v v

Beer et al
(1990) v v v v v

Bowen &
Lawler v v v
(1992a)

Brege &
Brandes v v
(1993)

Burnes &
Weekes v v v
(1989)

Covin &
Kilman v v v v v
(1990)

Gundogan et
al (1996) v v v v

Kotter
(1995) v v v

Marchington
and Dale v v
(1994)

Wilkinson et
al (1994) v v v v

1.6.3 The Strategies In More Detail

The review of the Iiterature n section 1 6 2 above demonstrates that while there are
some differences of opmnion regarding which factors are key to the success of change
programmes, there 1s general agreement on six factors commumnications (including
involvement), leadership with a clear vision, clear and manageable objectives,
provision of the right structures, provision of the right resourcing and a range of HR
tools such as rewards systems and skills traming Communications as a strategy for
change will be explored 1n more depth in chapter 3, but in this chapter, the other five

* factors are briefly discussed

33



1.6.3(i) Leadership And Vision

Visible leadership by top management has been identified as one of the key strategies
for successful change (eg Beer et al, 1990, McGrath and Geaney, 1998), and 1n some
nstances, the most important strategy According to Cox (1991), leaders are
visionaries, enablers, developers, coaches, supporters and growers of people and are
the number one salesmen of the new vision Bennis (1997) outlines a number of traits
which leaders must have including self-awareness and self-esteem, a strongly defined
sense of purpose, openness to new 1deas and imfluences and a bias towards action

As mentioned m section 1 6 2 above, Gundogan et al (1996) found leadership to be the
most important strategy for change ahead of communications, employee mvolvement
and 15 other OD strategies If a strong vision from the top 1s key to successful change,
there 1s disturbing evidence to show a lack of shared vision from the top m Irish
organisations Kakabadse et al (1995), 1n a study of best practice amongst Irish top
management found that 54 per cent of Irish GMs feel that their members of their

senior management team hold different visions about the future of their organisations

There 1s some difference m opinion as to how visible leaders should be n pushing the
change project forward Bonvilhan (1997), Kotter (1997), Ward and Hillis (1990),
West and Hughes (1986) all see visibility of the orgamisations' leaders as being a
priority In their opinton, leaders should not only be seen to be commumcating and
promoting the concept behind the change, but should also use every opportunity and
symbol to be seen to be living by those changes They argue that without the constant
remnforcement of their public support for the changes, the momentum can be lost
Benms (1997 3) writes, 'you need to live a vision, day in day out' However,
Karathanos (1998), Moss Kanter (1983 a) and Quinn (1980) take a different
perspective. They see leaders taking more of a low-key approach They describe their
role as bemg more of a 'mdden hand' They mobilise others, plant seeds m their minds
and influence the people to eventually believe that the solution was their own all along
There 1s no reference to suggest that one method 1s more successful than another, but

the relevance of the role of leaders with vision, remains unchallenged
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1.6.3.(ii) Clear And Manageable Objectives

Setting clear and manageable objectives 1s also identified as being a key factor m
effective change management This aspect, according to Chief Executive (1997), 1s
the role of the manager rather than the leader Contingency planning should be part of
the process to try and account for possible debilitating circumstances and Leonard-
Barton and Kraus (1986) also advise implementing a pilot test, for example

introducing the changes to one department, to test its feasibility and make adjustments

Recommendations given m the literature on how to manage a change programme
include those of Owen (1982), who outlines a series of guidelines, such as
responsibilities and accountability should be clearly allocated and the number of
strategies being pursued at any one tume should be limuted Lippitt (1981) emphasises
that long-term goals can seem remote or even frustrating to anyone who has to
implement the change programme He argues that breaking up the goals into short-
term steps can be more encouraging for everyone as they help people chart what
progress 1s being made Moreover, milestones can act as motivating mechanisms,
where management publicly acknowledge and celebrate the progress that i1s bemg

made

1.6.3.(iii) Providing The Right Structures

In chapter 1 5, the features of organisations which support change were explored
Because the organisation 1tself 1s seen to play such a vital role 1n the success of change
management, a key strategy 1s considered to be the provision of the right
organisational structures Centres of authority and control should be decentralised if at
all possible, accordmg to Moss Kanter (1983a) and Leavitt (1970) Decision making
can be more flexible and employees 1n each of the subunits are more likely to have
taken ownership of something over which they have more control as opposed to
something imposed on them from a central body The concept of decentralisation goes
hand-in-hand with the concept of involvement A classic centralised hierarchical
organisation 1s not seen as providing the type of environment that employee
mvolvement requires The Iiterature also advocates the use of cross-functional
structures such as cross-functional project teams to promote co-ordination, integration,

and shared learming during change (eg Cox, 1991, Murphy, 1993, Raffio, 1992)
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However, a problem arises 1n that an organisation which has never before promoted
autonomy or has not experimented beyond very rigid vertical lines of accountability, 18
unlikely to be comfortable with such structures Given that many change programmes
are triggered by an immediate need, how much time has the orgamsation to establish a
working culture within which these structures will work? Moss Kanter (1983a)
suggests that resourcing with new organisational structures will not work 1f not

supported by a similar change 1n leadership style and orgamsational culture
1.6.3.(iv) Proper Resourcing

The importance of providing sufficient resources to support the change programme has
also been 1dentified French and Bell (1990) wnite that change agents will have to
concentrate more 1n the future on ensuring that resources such as personnel,
information technology, compensation and expertise are taken nto account when
planning for change Margulies and Wallace (1973) argued the same pomt almost two
decades earlier and Trist (1970) had noted that a change project can falter because of

madequate provision of time, money, people or technical experience

Bonvilhan (1996) suggests that there are two 1ssues at stake with resourcmg
Organisations should, he agrees, be prepared to back up the change programme with
adequate resourcmg But he also argues that employees should be educated from the
start on what 1s a reasonable level of resourcing to expect, particularly in the case of
smaller organisations Part of the problem, he argues, 1s that employees are not given
clear guidelines regarding what can or cannot be made available This results in
employees creatmg suggestions and becoming mnvolved 1n problem solving only to
become frustrated when they learn late nto the process that desired resources will not

become available
1.6.3.(v) Human Resources Strategies

A variety of human resource management strategies are referred to 1n the literature as
mechamsms available to the change agent or management m planned change
programmes Marchington and Dale (1993) carried out an extensive study across UK
and European organisations to evaluate the extent to which the HR manager 1s
nvolved m one key type of change programme, the implementation of TQM Over 75

per cent of the companies mvolved said that they used a HR professional, but many
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were restricted to a tramning function Others, however, used therr HR department to
alleviate potential industnal relations concerns, as a facilitator resource for on-line
management to implement changes and n some cases, helping to prepare for the
changes at a strategic level Monks et al (1997) looked at the same 1ssue 1n Ireland and
found, on the basis of feedback from 52 organisations holding the Insh Q Mark with
specialised HR departments 1n place, that as a result of their quality initiatives, the HR
functions were involved more n tramming and development and 1n influencing strategic

decisions

Incentives and rewards are widely used and it 1s argued that if changes mn performance
or work practice are required, the rewards should reflect the new objectives (eg
Schonberger, 1992, Scott and Jaffe, 1989) Traming, an integral part of human
resource manageinent, 1s also a common mechanism in change management If, for
example, new work practices or technical skulls are required, they will erther have to be
acquired from outside, or tramed from within (French and Bell, 1990, Gundogan et al,
1996) But tramning can often extend beyond techmcal skills and 1s regularly used to
develop new attrtudes and corporate values Cocheu (1992) writes about the need for
providing people with the skills to work effectively in groups - problem solving skalls,
leadership skills and so on Balley et al (1993) write that the HR department must be
supported by line management n its traming function Traming will fail unless
employees are given the opportunities to apply what they learn to the workplace and
employees are rewarded on the basis of their new skills Other tools used include team
building sessions, T-groups (sensitivity training) and the use of human resource
assessment tools such as personality tests, leadership assessments and so on to help
evaluate the most appropriate people to champion the change programme ( Callahan et
al, 1986, French and Bell, 1990) Monks et al (1997) found, 1n a survey of 133
orgamsations holding the Irish Q Mark, a considerable increase n staff and
management traiming, induction programmes, performance appraisals and recruitment
procedures However, there was little change found in rewards - pay systems and
performance related pay was not found to have changed sigmficantly amongst this

sample of organisations implementing quality programmes
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1.6.4 Change Management Strategies - A Summary

A review of 11 studies on change management strategies reveals that six strategies,
includmg communications, are regularly identified The literature tends to take a
universal approach to these strategies, leaving the impression that all the strategies are
of equal importance i all situations It also tends to advocate the strategies on the
basis that other managers have found them useful 1n the past rather than by trying to
explore why they mught work by linking them back to relevant theories such as theories
of commitment, attitude change, resistance or orgamisational development Five of the

six strategies (excluding communications), were briefly described

1.7. Conclusions

This chapter began by highlighting the differences between incremental and
transformational organisational change It then explored the type of features which can
influence an mdividual's level of resistance or commitment to change, n addition to
different organisational types associated with change Despite the acceptance that there
are many vanables at play within each of the individual, the organisation and the
nature of change 1tself, 1t was observed that the literature tends to take a umversal
approach to prescribing the 'might' change management strategics and orgamsational
types for all situations It was also noted that there appear to be few links drawn
between what 1s advocated as the 'night' thing to do and the relevant theories
underpinning the strategies such as commitment to change, resistance to change and

theories of orgamsational types

One set of theories of particular interest, are those on commitment As was seen 1n the
review of the literature on commitment, mternalised commitment appears to be a
stronger determinant of willingness to change than externally influenced commitment
(compliance) In turn, research on the antecedents to internalised commitment appears
to be pomts towards a willingness to respect the individual and openness with

mformation
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The nature of organisational change itself also came under discussion, where the
majority of literature subscribes to a view of organisational change as bemng a linear,
mcremental process However, a small number of writers take a different perspective
One area of organisational change - changing to become total quality organisations -
has been selected as the context for this study Chapter 2 1dentifies what 1s involved m
changing to become total quality organisations, exploring m particular whether or not

this organisational change process is considered to be linear and incremental
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CHAPTER 2: QUALITY AS THE CONTEXT FOR
ORGANISATIONAL CHANGE RESEARCH

2.1  Introduction

The concept of total quality management, or TQM, emerged from Japan across the
United States and into Europe and has been embraced by organisations as a
management approach which should enable greater competitive advantage (Cocheu,
1989, Edge, 1990b, Fisher, 1992 and Wilkinson et al, 1994) This chapter begins by
briefly describing the prevalence of quality programmes 1n Ireland and explores the
benefits of quality It then defines what 1s meant by quality and whether or not 1t
mvolves any great degree of organisational change A model of orgamisational change
based on becoming a total quality organisation 1s then put forward as the context for

researching organisational change

2.2 Quality In Ireland

Quality has been the subject of both academic and management interest in Ireland for
over a decade Recognising that there are far reaching benefits to being a quality
organisation, many Inish orgamisations have mtroduced quality programmes Murphy
(1997), for example, cites a survey of 424 managers 1n Inish organisations who placed
quality as the most critical influence on their purchasing decisions, while a recent
survey of 450 Irish workplaces found that in 71 per cent of the workplaces, a quality

improvement process was being operated (Roche and Geary, 1998)

Excellence Ireland (formerly the Irish Quality Association), the Irish association which
promotes quality and business excellence, has seen a rapid increase 1n business'
nterest 1n holding the quality standards Q mark, the ISO 9000 series and more
recently, the Irish Business Excellence Model, based on the European Foundation for
Quality Management Model The Q Mark for Irish industry was first launched in 1982
and by 1999, 273 orgamisations held the Q Mark (Excellence Ireland, 1999) The ISO
standard was first introduced 1n 1986, when four companies registered (Sinnott, 1994)
and 1n 1997, 1600 orgamisations m Ireland held the ISO 9000 award (IQA, 1997)
Roche and Gunnigle (1995) note that mitial union scepticism m Ireland about quality

appears to have been replaced by a tacit acceptance of its mevitability The ICTU's
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(1995) 'Managmg Change' policy document, for example, acknowledges that quality 1s
the mevitable outcome of the growth 1n consumerism which demands increasingly

ugher standards n the quality of goods and services

As m other countries, quality began in the manufacturing sector and gradually was
taken up by the services sector 1n Ireland The public sector also has begun to
mtroduce quality programmes Some commercial semi-state orgamsations and
Government agencies hold the Q Mark (Excellence Ireland, 1999), and quality
structures have been identified as one of the five key strategic change initiatives for
Government Departments and Offices i the Government's Strategic Management
Initiative (SMI) (Government of Ireland, 1996) However, the extent to which quality
has been embraced n any fundamental way 1n Ireland has come under review As
Excellence Ireland (1997) ponts out, only an estimated 2 5 per cent of Irish
organisations formally audit their orgamisations for quality in any systematic way, and
there 1s a view held that quality 1s not embraced to any great extent by Insh
orgamsations Conlon (1994), for example, notes that in a survey of Q Mark registered

organsations, TQM tools were not found to be widely used

Roche and Gunmgle (1995 177) also argue that quality tends to be implemented at a

superficial level i Ireland, writing

While such things as the Q Mark and ISO standards appear to have diffused
widely across Insh industry and services, there 1s little evidence that the new
managerial concern with quality has resulted 1n any radical restructuring of
work and industrial relations process based on a shared concept of
'partnership’

However, on the basis of research carried out by Monks et al (1997), it would appear
that many Irnish organisations are experiencing something considerably more
fundamental than superficial change through their quality programmes Monks et al
(1997) surveyed 133 Irish organisations implementing quality programmes and found
that between 58 and 70 per cent of them reported improvements i participation,
reporting systems and team working Half of the organisations (50 per cent), have seen
a change in orgamsational culture, while almost a half (46 per cent), report an mcrease
1n devolved responsibility Thus level of difference has to be viewed as being something

more than superficial organisational change
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2.3 The Benefits Of Quality

The rapid increase 1n nterest in quality i Ireland has been due largely to the
perception that quality brings a range of benefits to the orgamisation, 1ts employees and
its customers There appears to be overwhelming evidence to support the argument
that quality nitiatives, when implemented properly, bring both short and long-term
benefits to an orgamsation Edge (1990b), for example, notes that quality benefits the
organisation by reducmg delays and rework and allowing for better use of time These
views are shared by 150 UK CEOs surveyed by McKinsey in 1989, who saw the main
benefits of TQM as being reduced costs, reduced throughput time, improved flexibility

and a strong selling argument to the customer

The PA Consultmg Group (1991 25) summarises the prevailing opinion on the
benefits of quality by writing,

It 1s this process which gives rise to increased consumer satisfaction, reduced
costs, enhanced 1mage and ultimately the greatest prize strengthened
competitive position

This opinion 1s supported by research A large number of case studies of well known
nternational organisations such as Motorola and British Airways were carried out n
the 1980s and 1990s, (Dale and Cooper, 1992, Fisher, 1992, PA Consultmg Group,
1991, Segalla, 1989) These studies suggest that quality can be attributed to
substantial mcreases in customers, marketshare, savings and earmings Buzzell and
Gale's (1987) Profit Impact of Market Study (PIMS), also points to a strong
relationship between compames percerved to have a superior relative quality service
and therr return on sales and return on mvestment Return on investment 1s particularly
positively correlated with an increase mn perceived quality standards Further evidence
to support this 1s provided by a McKinsey consulting group survey of 141 automotive
supplier compamies in Germany and Japan, compiled by Rommel et al (1994) The
survey repotts that orgamsations deemed to be the equivalent of quality organisations
(termed 'perfection’ orgamisations n their survey), show a 9 3 per cent growth in return
on sales per annum as compared to a 0 5 per cent growth by companies who carry out
Iittle more than quality inspection, or a 4 7 per cent growth by companies who have
basic quality assurance systems n place Sales growth for the 'perfection’
organisations rose by 16 per cent per annum, compared with 5 1 per cent for those

who mspect goods and 7 3 per cent for those with quality assurance
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In a more recent study carned out n the US which matches the sales results and
operating mcome of 463 companies which have received quality awards and 394
stmilar companies without quality awards over a period of ten years, Hendricks and
Singhal (1997) found mncome levels of the quality award holding companies to have
increased 107 per cent more and sales growth to have mcreased 64 per cent more n
the compames holding quality awards, than the control compames They also found
higher growth both in employment levels and total assets Lawler (1996) also found
strong evidence to support a correlation between quality and financial benefits in a
series of studies of Fortune 1,000 companies between 1987 and 1993 Lawler and his
colleagues found that the more organisations used quality processes, the better the
financial performance Organisations with 'high use' of quality imtiatives and
employee mvolvement methods consistently out performed organisations with low use
of these methods on measures such as return on sales (high users attained 10 3 per
cent, low users attamed 6 3 per cent), and return on mvestment (high users attamned
14 6 per cent, low users attained 9 0 per cent) Similarly, an EU commuissioned study
on competitiveness and quality found that effective total quality strategies mcrease

companies' performance by 6 3 per cent on average (IQA, 1996¢)

As well as finding improvements on financial indicators, Lawler et al (1992) also
found from their Fortune 1,000 studies, a strong correlation between quality and
mmproved mternal busmess conditions such as employee morale, reduction of
hierarchies, development of skills and improvement in management decision making
Schonberger (1992) also argues that the benefits of quality are experienced as much
by mdividual employees (more flexibility, better traiming), as the organisation (lower
costs, faster machine set ups), and Ishikawa (1985) writes that some of the benefits of
quahty include a better corporate health and co-operative culture, while Buckley et al
(, 1998) found improved commumications flows and supportive climates n

organisations in Ireland holding the Q Mark

However, the quality movement also has its critics and some writers argue that quality
1s 1n fact an msidious form of mncreased managerial control (eg Webley and
Cartwnght, 1996, Wilkinson et al, 1992) Webley and Cartwright (1996), for
example, argue that through TQM, managers are taking employees' 1deas and
ingenuity for their own managerial agenda rather than for any gain for the employees

themselves Wilkinson et al (1992 18) also suggest that TQM has been used by many
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organisations to reinforce a management style ‘rooted in Taylonism', where extra
responsibility 1s imposed upon employees, but without any power actually being
shared They write (1992 17) , 'While the language 1s about increased mvolvement,

there 1s also a strong emphasis on remforcing management control '

2.4 __ Total Quality As The Context For Transformational Change

The concept of quality m the 1990s 1s very different from the concept of quality held
by the quality masters earlier this century such as Demung (1948), Feigenbaum (1956),
Juran (1951) and Shewart (1931) It has moved considerably from its foundations,
where the focus was on defects measurement and conformance levels, to where quality
mvolves a far-reaching orientation of all parts of the organisation towards customers'
needs (Bounds et al, 1994, Collard and Sivyer, 1990, Edge, 1990b, Hutchins, 1990,
Ishikawa, 1985, Murphy, 1993, Weaver, 1993) Dale and Cooper (1992) point out
that unlike other management initiatives that have come before, quality's strength 1s m
1ts pervasiveness It spans across all aspects of the organisation, encompassing the
product, service, process, delivery and distribution, market research, costs, training,

finance, and organisational structures

Wright (1996 19) describes TQM as follows,

Total quality management 1s on a different plane Such an organisation 1s
concerned with much more than just standards and conformance, such an
orgamsation has an over-riding culture of excellence and quality Excellence
and quality mean more than just being customer focused Excellence and
quality also mean that everyone in the organisation, from the chief to the
cleaner, 1s determined to eliminate any cost that does not add to the process or
service TQM requires a culture where every member of the organisation
seriously believes that not one day should go by without the organisation m
some way improving the quality of its goods and service

Wright's description of total quality management points to a number of key concepts
which mark out the difference between having quality assurance or control measures mn
place and bemg a total quality orgamisation While quality assurance focuses on
standards and conformance, the view today 1s that total quality extends well beyond
this to customer focus, continuous improvement and adding value to the process
Wright's description also clearly pomts to the responsibility for quality bemg devolved
to every member of staff
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A brief review of other definitions of total quality demonstrates how the literature
broadly agrees with Wright's defimtion Stamer and Stamer (1997 71), define 1t as,
'managing an organisational-wide commitment to continuous improvement as well as
totally meeting customer requirements' and Joss and Kogan (1995 13) define 1t as ‘an
integrated, corporately led programme of organisational change designed to engender
and sustain a culture of continuous improvement based on customer-oriented
defimitions of quahty

In a similar vein, Westphal et al (1997 367) define total quality as

A managerial mnovation that emphasises an organisation's total commitment
to the customer and to continuous improvement of every process through the
use of data driven, problem solving approaches based on empowerment of

" employee groups and teams

In thus definition, the level of change required 1n total quality extends well beyond
procedures and systems to the very philosophy of management m the organisation For
many organisations, 1t challenges previous assumptions about what 1s important for
competitive advantage and challenges individuals about the type of contribution they

are expected to make

For Burnes (1992), 1t 1s an organisation-wide effort which mnvolves changes at all
levels including systems, structures, practices, behaviours and attitudes, while for
Raynor (1992 3) total quality ' 1ts fullest form, 1s an entire system of thought' and
according to the PA Group (1991 89), total quality does not simply mean change, 'it
means transformation 1t means turning everything on its head ' Arguing that TQM 1s
so radically different from previous management philosophies that it warrants being
put on a par with Taylorism or Human Relations, Hutchins (1990 10) adds that
TQM

represents a social revolution, which i twenty to thirty years' time will be

regarded as of at least equal importance to the introduction of the factory

system 1n the mud 1700s and the advent of scientific management as defined
by Frederick W Taylor at the turn of the twentieth century

The extent of change mnvolved 1s also lughlighted by contrasting the quality paradigm
against more conventional Western management practices For example, Liberatore

(1993) and Grant et al (1994) note that under the Western convention, orgamsations
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traditionally focus on sales and profits, but n total quality, the organisation focuses
on the process of meeting customer needs as an end mn 1tself, with mcreases mn sales

and profits merely happening as a result

If total quality does require such fundamental change i orgamsational practices,
attitudes and behaviours as these writers would suggest, it involves a degree of
change which 1s similar to the transformational change defined by Burnes (1992) and
Rajagopalon and Spreitzer (1996) and offers a useful context within which
communicating for change can be researched However, to be able to measure the
type of change involved, 1t 1s important to be able to identify what differentiates a
total quality organisation from before This i turn, requires an understanding of

those principles which are central to the concept of total quality

2.5 The Core Principles Of Total Quali

A number of writers (for example Ahire and Golhar, 1996, Bahls, 1992, Bowen and
Lawler, 1992b, Dale and Cooper, 1992, Herbig et al, 1994, Hodgetts et al, 1994,
Kalmosky, 1990, Linkow, 1989, PA, 1991, Recardo, 1994, Terziovski et al, 1996,
Westphal et al, 1997, Wilkinson et al, 1992), summarise hsts of what they believe to
be the key elements or principles behind total quality and many of these principles

identified overlap with the concepts covered 1n the defimtions earlier m this chapter

Some of the principles would apply to any major change programme, for example
leadership, strategic planning, devolution of responsibility and teamwork However,
others are more specific to quality such as customer focus, contmuous improvement
and objective measurement Table 2 1 summarises a search of research based evidence
regarding the key principles of total quality It demonstrates that while not every study
identifies every principle, common patterns clearly emerge Seven principles are found
to be core to total quality by three or more of the studies These are, customer focus;
continuous improvement, strategic alignment of quality, everyone takes responsibility,
objective measurement, leadership and teamwork However, this list of research should
be viewed as indicative only Much has been written on these core principles without
the backing of research evidence Moreover, an eighth principle - focus on the process
- 1s also widely referred to n the literature, despite not appearing n the research cited
in Table 2 1
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Taking both the research and general hiterature, the views expressed on these eight

principles of total quality are detailed below

2.5.1 Customer Focus

Customer focus consistently emerges as a key principle of total quality amongst all
studies 1n the area, ranging from the smaller qualitative case studies of total quality
orgamsations (eg Hodgetts et al, 1994 and Terziovski et al, 1996), to large-scale
orgamisational surveys (eg Ahire and Golhar, 1996, Bowen and Lawler, 1992, Herbig
et al, 1994 and Wilkinson et al, 1994) Bowen and Lawler (1992a) write that a quality
orgamisation 1s service oriented rather than production oriented and according to Ahire
and Gohar (1996), who carried out a study of 499 plant managers for their views,
quality 1s about surpassing customer expectations Dale and Cooper (1992) and
Zeithaml et al (1990) note that quality organisations are focused on the customer for
good economic reasons The more obvious long-term benefit 1s that the company will
create and retain more customers and, in the short-term, customers will be prepared to

pay a premuum price for a service they recognise as being superior

Being customer focused involves every aspect of the orgamisation, not just the more
obvious functions such as sales and marketing Recardo (1994) suggests that the
business plan should translate customer requirements into long term planning The
orgamsational processes will be aligned to meet customers' requirements efficiently
and rehably and the very culture of the organisation 1s totally oriented towards
satisfying the customer Murphy (1993) suggests that under this phulosophy, an
organisation 1s no longer a hierarchy, but a support group that delivers to the

customer Being totally customer focused requires the orgamisation to regularly ask
what the customer needs He describes (Murphy, 1993), a whole battery of mitiatives
such as consumer panels, dealer meetings and benchmarking against competitors
available to the orgamsation to carry out thus process Zeithaml et al (1990) note that a
common failure in providmg a quality service to customers 1s a failure to 1dentify those

standards the customer expects in the first place

The concept of customer satisfaction 1s also applied within the organisation (PA,
1991, Wilkinson et al, 1994) Everyone 1n the orgamisation has a direct customer The
person who 1s next in the process 1s the customer and each person m the organisation

works towards satisfying that person's needs m the same way they would for the
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external customer This makes the concept of customer satisfaction a concrete reality
for everyone and 1t also has implications for organisational design and process
planning The organisation becomes a chain of one person 'serving' the next customer
rather than a hierarchy where people work within their own function with little

reference to the needs of the next

2.5.2 Continuous Improvement

The concept of continuous improvement 1s the second key quality principle 1dentified
and 1s closely tied in with customer satisfaction (Ahire and Golhar, 1996, Bahls, 1992
and Higginson and Waxler, 1994) In fact, Terziovski et al (1996 459), who carried
out case studies of eight quahity organisations, actually perceive quality as being a
process of contuous improvement They define 1t as, 'a comprehensive set of
processes which engage all people in a company on process improvements' Coughlan
et al (1997) add that 1t involves contmuously changing everything from equipment to
service agreements to employee skills and requires a tight link with HRM policies to

support the drive

Recardo (1994  190) calls continuous improvement 'mnovation' and 1t 1s also known
by the Japanese term 'kaizen' Ishikawa (1985) writes that m Japanese quality
organisations, everyone takes personal responsibility for finding new ways of
improving their contribution to the final service to the customer Chor and Liker
(1995) add that continuous improvement has perhaps become the central philosophy
which brings together all aspects of total quality m Japan

Kaizen does not necessarily require innovative 'leaps' Stratton (1990) notes that 1t
comprises an ongoing series of incremental steps and significant changes only emerge
m the longer-term However, kaizen does require more than just a series of corrective
actions (Murphy 1993) While an important aspect of quality, corrective action only
mnvolves monitoring errors and taking steps to remove those errors from the process
Kaizen 1s more proactive in that 1t mvolves looking for ways of improving the process

and also new ways m which the customers' needs can be better met

This approach may well require a whole restructuring of the actual process itself The
PA (1991) group report notes that a common misapprehension amongst managers 1s

that continuous improvement 1s a steady even process of change This 1s not, m fact,
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what 1s experienced i reality They suggest that improvement occurs m an
accumulation of uneven ‘jumps’, with the overall effect being an incremental change

over time

2.5.3 Strategic Alienment Of The Organisation To Quality

Quality has been defined earlier as a company wide orientation towards customer
focus and continuous improvement and a number of authors (eg Dale and Cooper,
1992, McCormack 1992 and Wilkinson et al, 1992), suggest that failure to reach total
quality 1s often due to not aligming these concepts mnto a strategic framework
According to these authors, total quality can only happen if every step of the process
and every function 1n the orgamisation 1s aligned towards a common strategic quality
effort Wilkinson et al (1992  3) wrtte,

While traditional management systems are viewed n terms of the internal
dynamics between functions, TQM mmplies a change to a larger systems view
which ntegrates the interests of customer and supplier

A key dimension of aligning organisational structures and systems to quality 1s to
move away from vertical chains of hierarchy towards an integrated organisation
While there 1s some agreement that integration 1s a core part of strategic alignment,
there are different views about what that means 1 practice Ahire and Golhar (1996)
see wmtegration as being an alignment of information systems towards quality, while
Dale and Cooper (1992) specifically point to the integration of suppliers and
customers Kalmowsk: (1990) broadens the interpretation to include mtegration of
plans, procedures, organisation and technological structures towards the requirements
of the customer, while Recardo (1994) views 1t as integrating the organisational
structures, business systems, operations and workforce competencies He also
spectfically refers to horizontal communications between functions as being key for

quality

The consensus 1n the literature 1s that because total quality requires a whole strategic
alignment of the organisation, 1t takes time It requires a whole shift m culture and
periods of between five and ten years are quoted as the amount of time needed to fully
bed quality into the organisation (Dale and Cooper, 1992, Collard and Sivyer, 1990,
Stratton, 1990) However, Dale and Cooper do say that benefits will emerge m the
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short-term The Economust (1992) emphasises the relative mexperience of even the
well known quality organisations of the West such as Motorola, Texas instruments
and Hewlett-Packard (around 12 years each), m comparison with their Japanese

counterparts such as Honda, Matsushita and Nissan (over 30 years each)

This has obvious implications for those who embark on a quality programme
expecting 'quick-fix' results It also has deeper implications m that organisations are
required to shuft their goals away from short-term profit and redirect them towards
strategic long-term quality Practices such as keeping down essential costs to mantamn
high shareholders' dividends are not acceptable in a quality organisation (Grant et al,
1994) Instead, a quality organisation concentrates on exceeding customers' needs m
the long-term and, i building that reputation, provides a more stable elevated dividend

price for shareholders

This long term planning means placing quality at the highest strategic levels 1n the
organisation (Gundogan et al, 1996) Quality becomes the strategic imperative and all
planning, resourcmg, systems, structures and organisational development goals are
focused on quality Even the company's social and environmental responsibilities come
under the umbrella of a strategic vision of quality, according to Madu and Kwei
(1993) Recardo (1994) adds that quality orgamsations align all aspects of planning,
organisational structure and organisational culture towards excelling customer

requirements

A number of authors suggest that treating quality as an 'extra’ programme, rather than
mtegral to the very strategy of the orgamisation 1s the cause of many failures Freeman
(1994) and Recardo (1994) both argue for full ntegration of quality nto everything
the organisation does Smulansky (1993) also cautions aganst allowing qualty to
become a 'programme’ or an objective 1 its own right rather than part of the numerous
aspects of improving organisational effectiveness He ponts out (1993 18) Not only 1s
there a separate communication to 'sell' TQM as the avenue for transforming the
company, but no-one seems to think 1t has anything to do with other activities to

improve the company '

Lawler et al (1992) also find that runming separate programmes such as a quality
programme and an employee mvolvement programme dilutes the impact Each one

may be mcompatible with the other and cause confusion Furthermore, each
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programme becomes the flavour of the month, but does not become truly mtegrated
wnto the culture of the orgamsation They argue mstead that the organisation's strategic
plan has to incorporate the quality goals and 1f this imperative 1s adhered to, all
systems, structures and management policies should emanate out of the strategic

vision

2.5.4 Devolution Of Responsibility

There 1s also agreement amongst much of the quality literature that devolution of
responsibility 1s a core principle of total quahity (eg Ahire and Golbar, 1996, Bounds
et al, 1994, Bowen and Lawler, 1992, Dale and Cooper, 1992, Herbig et al, 1994,
Recardo, 1994 and Wilkinson et al, 1994) Employee responsibility is not reserved
purely for quality, 1t 1s a key part of any change management programme (see chapter
3 4 3 (1)) However, 1t 1s seen to be central to the success of TQM (eg Alexander,
1989, Lawler et al, 1995, Westphal et al, 1997), m that the orgamsation members
cannot serve their internal customers 1f they are not given the tools and the
responsibility to identify where service 1s failing and act upon 1t Rubenstein (1993)
describes the types of responsibilities which employees should be given, including
tactical measures such as self-inspection, monitoring the costs of quality and the
responsibility to accept or reject any piece of work Dodson (1991 35) adds that
devolving responsibility 1s central to the concept of total quality, writing, 'Total quality
replaces bureaucracy with imtiative, 1t replaces top-down authority with peer

pressure '

A series of quality processes such as quality circles provide employees with even
greater responsibility in the area of planning for contmuous improvement An analysis
of the quality case-studies (¢ g Adam, 1991, Jeannes, 1993, Raffio, 1992, Terziovski
et al, 1996), provides examples of many task-forces, councils and other employee
mvolving mitiatives, all working to the premuse that employees have to be mvolved in
the decisions on how the customer can best be served Lawler et al (1992 and 1995)
note, however, that these 'parallel power structures', structures that work outside of
day to day hierarchical responsibilities, while useful, must be supported by giving
employees the responsibility to make the decisions that can improve the quality process

within their own area
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However, there 1s some debate regarding the nature of employee mvolvement m quality
1 practice and how devolvement of responsibility 1s not necessarily reflected m
ncreased employee authority or influence Wilkinson et al (1992) are quite sceptical in
their view on what devolvement of responsibility in quality means n practice They
argue that mvolvement 1s limited to munor aspects of production but does not extend to
giving employees a say 1n their work environments or the broader workplace
Rubenstem (1993) adds that total quality programmes invariably fail because
organisations do not match devolvement of responsibility with empowerment They
argue that, as a result, while employees may be given responsibility for satisfymg the
customer, they may not be given the authority to self inspect or retrieve inadequate

work Therefore the aim of customer satisfaction cannot be met

2.5.5 Objective Measurement

As already noted, quality grew out of the concept of statistical based monmitoring of
production processes (Bounds et al, 1994), and comprehensive and objective data
continues to be the mainstay of information upon which quality related decisions are

made

Orgamsations which wish to implement quality programmes have to provide their
management and employees with the necessary statistical measurement and analysis
skulls to be able to make informed decisions Management use the mformation to plan
long-term processual changes while operators or equivalent level employees use the
information to monitor and change particular aspects relevant to the process they are
carrymg out Fisher (1992) and Cocheu (1992) among others note that basic statistical

skills are an essential part of any quality training programme

Statistical Process Control (SPC), 1s the use of statistical measuring tools to 1solate
probable causes of a problem and to monitor and reduce vanation from particular
specifications There 1s, however, some concern regarding over emphasis on SPC as
being central to quality Collard and Sivyer (1990) and Edge (1990a) both caution
against organisations becoming so caught up m SPC that they lose sight of it being

only a means to an end (1 ¢ the higher quality 1ssues), rather than an end n itself

The statistical tools used 1n managing quality can be as complicated and specific to the

particular process as the organisation wishes to make them The literature covers a
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number of basic measurement tools, sometimes referred to as the 'seven problem ,
solving tools', that are common to most quality programmes These include Process
Analysis' which involves bramstorming all the different stages in a process and
identifying points where errors can occur, the 'Pareto chart' which 1s an application of
the concept that a vital few errors make up 80 per cent of the problems and the
"Fishbone Chart' or 'Cause/Effect' diagram which looks at the underlying causes behind
the particular problem (Edge, 1990c , Hutchins, 1990, Ishikawa, 1985) Other data
tools used by organisations include basic check sheets, scatter diagrams (to determine
frequency of problems), and 'Shewart Control Charts' which provide a simple visual
means of seeing whether variation experienced in a process has gone outside pre-

determined acceptable limits

2.5.6 Leadership

Leadership and visible commitment from the top applies to many organisational
programmes, but 1s also regularly 1dentified as being key to quality (eg Bounds et al,
1994, Dale and Cooper, 1992, Herbig et al, 1994, Liberatore, 1993, Recardo, 1994)
Wilkinson et al (1992 4) state

At the heart of the quality model 1s senior management commitment
senmor management are the role models and must be seen to actively
participate by example

In their survey of 199 quality companies, Wenmoth and Dobbin (1994) asked
organisations to 1dentify the key factors which helped them achieve quality and to
weight them by the extent to which they helped Senior management commitment
scored by far the hughest, ahead of the next three factors (quality policy, corporate
philosophy and employee mvolvement). In addition, Gundogan et al (1996) found that
69 per cent of 32 manufacturing orgamsations 1dentified top management commitment
as bemng an important requirement n quality (10 per cent ahead of the next most

mentioned factor - good communications)

Leadership overlaps with strategic alignment and ntegration, for 1t 1s the role of the
senior management team to take the broader view, plan and resource for quality
strategies and to mtegrate the organisation under one common quality vision An

exammation of Baldridge award winners by Hodgetts et al (1994), for example, found
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that these three activities by the leaders of the organisations are the three common

charactenistics across all the award winners

2.5.7 Teamwork

Like leadership, teamwork 1s a concept not limuted to quality, but 1s also referred to as
a key principle (eg Bahls, 1992, Bounds et al, 1994, Dale and Cooper, 1992, Linkow,
1990 and Terziovski et al, 1996) Teamwork 1s closely aligned to devolvmg
responsibility, but adds a further dimension whereby employees are expected to

problem solve and generate 1deas 1n teams rather than individually

In certain areas of the literature, (eg Bowen and Lawler, 1992, Higgmson and Waxler,
1994 and Schonberger, 1992), 1t 1s advocated that reward structures for quality should
be based round the team rather than the individual It 1s argued that quality 1s a
collective responsibility and should be rewarded accordmgly However, Snape (1996)
has demonstrated through a survey of 880 UK organisations with quality management
programmes 1n place that individual rewards can also effectively be used to encourage

commitment to quality

The best known team structure in quality programmes 1s quality circles, whereby the
team 1s empowered to meet regularly to identify quality 1ssues, problem solve,
bramnstorm solutions, implement the solutions and evaluate the improvements (eg
Adam, 1991, Cocheu, 1992, Collard and Sivyer, 1990, Edge 1990a, Hutchins, 1990)
Accordmg to Adam (1991), there 1s a danger in assuming that once quality circles are
1n place that employee commitment to total quality mereases In fact, by repeating an
attitude survey amongst quality circle members and control groups within a company
over 18 months, he found that while benefits such as cost savings and efficiencies
accrued, there was no notable improvement m attitudes and commitment to quality

amongst the quality circle members

Team working receives a good deal of mterest 1n the literature as being an important
aspect of quality However, 1t does not appear to emerge consistently as an important
principle when orgamnisations are asked to rate those factors which make a difference to
quality For example, m a survey of 199 completed questionnaires amongst quality
companies in New Zealand, team working was not rated as one of the top ten factors

(Wenmoth and Dobbimn, 1994) and n a survey of 32 manufacturing organisations on
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factors necessary for effective quality, Gundogan et al (1996) did not find teamwork to

be an important criteria

2.5.8 Focus On The Process

While this principle did not emerge from the research referred to m Table 2 1, 1t 1s
considered 1n many parts of the literature to be central to what differentiates quality
from Western management (eg Economic Update, 1993 Edge, 1990, Liberatore,
1993, PA Group, 1991 and Stratton, 1990) According to the quality approach, there
1s no substitute for a full and in-depth knowledge of the process that goes nto
providing any particular service This stems from Juran's observation that at least 85
per cent of failures or errors are the fault of the system Consequently, the individual
or the manager can determine which part of the process will give the most returns for
an investment in effort or new 1deas Dale and Cooper (1992) and Liberatore (1993)
note that this emphasis on process also helps to promote a blame-free culture (the
'rationality' concept 1dentified by Webley and Cartwright, 1996) Individuals are less
likely to be blamed for errors 1f problems are attributed to be symptoms of an

madequate process or system

2.5.9 Summary : The Core Principles Of Quality

A review of the literature 1dentifies eight principles which to a lesser or greater extent
are considered to be core to quality, although n many instances these principles are
not hinked to research evidence Some of the principles, 1t could be argued, are core to
any major change programme and are not specific to quality These nclude leadershup,
team working and devolution of responsibility Those principles which appear to
strongly differentiate quality from other management programmes mclude customer
focus, continuous improvement, objective measurement, focus on the process and
strategic alignment of the organisations towards quality From a review of the
principles 1dentified as central to quality mn the literature, 1t 1s possible to 1dentify
differences between quality and non-quality organisations However, this on its own
does not detail the process of change towards total quality This 1s explored in the next
section of this chapter
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2.6 The Organisational Change Process To Becoming A Total Quality
Organisation

Earlier in this chapter, quality was described as involving fundamental and wide
reaching change The nature of such transformational change has also been explored in
chapter 1 and with some exceptions (eg Lovelady, 1984 and Orlikowski and Hofman,
1997), the assumption 1s that change follows a sequence of linear steps from one stage
to the next This assumption also forms the basis of current thinking on how
orgamsations transform from non-quality states to total quality Dale and Smath (1997
308), drawing on their consulting experience, are unequivocal that the change process

towards total quality is linear and incremental They write

The mplications underlying the TQM adoption model 1s that an organisation's

'quality journey' 1s a linear progression through various stages of development
there 1s no point n a business addressing a stage 4 1ssue 1f 1t 1s still at

stage 2

The majority of the literature on total quality tends to describe the features of a total
quality organisation without referring to the process involved i becommg a total

quality organisation There are some exceptions, however, referred to in Table 2 2

below
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Table 2.2
Crosby (1979) Uncertainty

PA Group
(1991)

Dale &
Cooper (1992)

Rommel et al

(1994)

Dale & Smith Uncommitted
(1997)

Earlier Stages

Awakening

Awareness

Quality
Inspection

Inspection

Drifters

Enlightenment

Promotion

Quality Assurance

Assurance

Tool pushers
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Wisdom

Management

Quality
Control

Prevention

Improvers

The Transition Stages Of Organisations To TOM - A Summary Of Stages Identified In The Literature

Later Stages

Certainty

Empowerment

Total Quality

Management

* Perfection

Award winners



While Crosby's (1979) five stages were based more on anecdotal evidence than
empirical research, each ofthe other authors based their views on research evidence.
The number of stages vary from four to six and the terms used to categorise each stage
also differ, but there is a great deal of consistency between the five sets of authors'
views regarding how organisations progress through stages to total quality. In broad
terms, they all describe a transition from an initial interest in quality assurance,
through a more wide-spread commitment to quality and on to a final total involvement
by all employees in continually looking for new ways to better serve the customer. The
assumption is that organisations have to travel through quality assurance and control

stages before they can truly become total quality organisations.

Crosby's (1979) five stage maturity grid is perhaps the best known model of transition
to becoming a quality organisation. In a comprehensive grid, Crosby identifies the
characteristics ofthe five stages - Uncertainty, Awakening, Enlightenment, Wisdom
and Certainty - across a number of criteria such as management attitudes, problem
handling, responsibility for quality and quality improvement actions. The
characteristics of Crosby's first stage in the maturity grid - the Uncertainty stage -
clearly relate to organisations with little or no interest in quality. They include lack of
inspection, blame culture for mistakes and no quality activities. The next two stages -
Awakening and Enlightenment - include monitoring of errors, short-term and corrective
actions, a quality leader put in place and limited allocation of resources. In the second
last stage - Wisdom - problems are proactively identified early in their development.
Detection makes way for prevention and the responsibility for quality broadens from
the QA department to other management. It is only the final stage, Certainty, that the
characteristics associated with total quality discussed earlier in this chapter (chapter
2.5), emerge. These include quality being designed into the company system at a

strategic level, continuous quality improvement and responsibility being divested to all.

On the basis of experience in consulting and a review of academic research, PA Group
(1991) identify four stages to the quality change process - Quality Awareness, Quality
Promotion, Quality Management and Quality Empowerment. Their Quality Awareness
stage is similar to Crosbhy's 'Awakening' phase, where an awareness of customer
pressures begins to emerge, a small number of quality champions begin to promote the
quality message and quality inspection data begins to take on a prominence. However,
quality is still seen to be an add-on and does not affect the established management
systems and structures in any way. During stage 2, Quality Promotion, quality

detection is broadened to include some key processes, planned improvement activities



commence and vanious quality structures such as steering groups are put m place By
stage three, quality comes closer to bemng an integral part of the business Quality
planning becomes more strategic Structures and actions become integrated towards
meeting quality and responsibilities for quality are broadened to all employees Stage
4, Empowerment, involves 100 per cent participation, continuous improvement,

integrated structures and communications and recognition by customers

Dale and Cooper (1992) also 1dentify four stages of transition to total quality which
they call 'evolution to total quality' They are the only pair of the five sets of authors
referred to in Table 2 2, who explicitly label the stages n quality termimology They
suggest that in the earlier stages, organisations will develop a quality manual, process
performance data, carry out elementary quality planning and detect sources of non
conformance and carry out corrective actions These are the characternistics associated
with Quality Inspection and Control, according to Dale and Cooper Their third stage
1s Quality Assurance Quality Assurance characteristics include more advanced
statistical measures and controls, comprehensive quality manuals, widening the scope
of involvement to include non-quality department employees and the development of
more comprehensive plans and systems The characteristics remain centred around
processes, controls and error reductions They argue that it 1s only when the
orgamsation has reached the maturity of a total quality organisation that 1t begins to
place quality at a strategic policy level, that it involves and empowers all employees,
suppliers and customers 1n the process, and that everyone 1s commutted to satisfying
the customer and continuously looking to improve processes beyond their control
Three core principles of total quality - customer focus, strategic quality policy and
continuous improvement - emerge as important at their ultimate quahty stage While in
Table 2 2, their four stages are depicted as linear from left to right, Dale and Cooper's
own model, copied in Figure 2 1, shows clearly how they envisage that the latter stages
of quality incrementally build around the earlier stages Their view 1s that until the

earlier stages are achieved, the latter stages will not be possible
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Figure 2.1 Four Levels In The Evolution Of A Quality Organisation
(Source: Dale And Cooper (1992 : 16, Figure 1.4)
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By analysing the performance of 141 automotive suppliers in Europe, Rommel et al
(1994) have also categorised the process of becoming a quality organisation into four
phases of quality evolution Phase 1, which they call Inspection, 1s characterised by
elementary mspection procedures Phase 2, called Assurance, 1s characterised by better
statistical measures to understand and control the production process and reduce

errors By Phase 3, Prevention, the organisations are beginning to design n their
processes and orgamisational structures to eliminate errors Cross company problem
solving and emergmg customer orientation are also part of this phase's characteristics,
but the overall nature of this phase 1s still very much process and systems oriented
Their final phase, Perfection, mvolves a substantive leap forward from the first three
phases The charactenstics of this phase include total onientation around the customer,
constant striving for perfection, far reaching delegation of responsibility and a
systematic alignment of structures and processes along a value added chain (again very
simular to the characteristics of quality organisations described 1n chapter 2 5 above)
While they do not specifically allude to strategic alignment of policy and processes
towards quality, this concept of alignment of structures and processes to a value added

chain would necessitate a buy nto quahty at a strategic level

In common with Dale and Cooper (1992), Rommel et al (1994) saw the path to total
quality as bemg an incremental, staged process from nspection and eradication of
problems, to mspection and quality control, to prevention of quality problems
(assurance and prevention), through to three more fundamental concepts, customer
focus, continuous improvement and strategic alignment at the total quality phase
While Rommel et al assign the term Assurance to phase 2 and Dale and Cooper call

therr stage 3 Assurance, it 1s clear that both groups of authors view stage 2 m the same
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way - that is, being mainly involved in the control of errors. Prevention of errors is
assigned by both groups of authors to stage 3. Rommel et al (1994) envisaged this path
as depicted in Figure 2.2.

Figure 2.2 : The Path To Quality Excellence
Source: Rommel et al (1994 : 53, Exhibit 4)

Phase 1 Phase 2 Phase 3 Phase 4
Inspection Assurance Prevention Perfection
WManufacture & ilclivrr with 7,f.r.n.defects. O
{>
Design

The fifth model of transition towards becoming a quality organisation identified in
Table 2.2 involves six stages (Dale and Smith, 1997). Referring to an earlier study
carried out by Lascelles and Dale in 1991, Dale has since updated his view of the
incremental stages involved on the basis of further field work and consulting
assignments. Dale and Smith's (1997) quality management implementation grid is
particularly detailed, exploring the characteristics of the typical issues faced by
organisations, typical behaviours and effective actions for each of the six stages. With
unusual names like 'drifters' and 'tool pushers’, Dale and Smith's six stages nonetheless
outline a linear process of change from non-quality, to a level of quality associated
with short-term goals, to ultimate 'total' quality. The characteristics of the earlier
stages are not as clearly associated with quality assurance as those identified in the
four previous models, but common characteristics can be identified. At the
uncommitted Drifters stage, there is no awareness of customer requirements and little
or no quality procedures in place. At the Tool pushers stage, a limited number of
characteristics are introduced such as sporadic problem solving, quality detection tools
and improvement groups (quality circles). The characteristics of quality assurance are
not specifically referred to in the next two stages (Improvers and Award winners).
Instead, Dale and Smith refer to wider spread problem solving, cross-functional
integration, objective benchmarking and customer loyalty - some of which, as has been
discussed in section 2.5, are generally associated with total quality in the literature.

The final stage, World class, does refer to problem avoidance, but also to a number of
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other characteristics associated with total quality such as orgamisational alignment,

strategic benchmarking, leadership and flat organisational structures

The terminology given to each stage by the different sets of authors 1s different and the
extent to which certain characteristics appear at stage 2 or 3 differ slightly from model
to model However, there are clear areas of agreement amongst the five models First
of all, while it cannot be assumed that all orgamisations follow exactly the same stages
of change n the same order, clear patterns have been 1dentified, based on observation
of actual change processes undergone by orgamisations towards becoming quality
organisations Secondly, there appears to be a common view that organisations build
on an earlier stage of quality assurance 1n an incremental fashion The common thread
running through the quality literature 1s the evolution of organisations from quality
procedures and controls, to more advanced stages of customer focus, strategic

alignment and continuous improvement

Table 2 3 brings together the characteristics 1dentified by these five sets of authors as
being important at each of the stages Whule this table 1s complex, 1t summarises
where, 1n their staged models of changing towards total quality, each of the authors
place particular features These authors associate the earlier stages with the more
limuted aspects of quality assurance such as detection of errors and documented
procedures, while the later stages involve characteristics more associated with total
quality m 1ts broadest sense, such as customer focus and strategic alignment of the

organisational structures and planning towards quality
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Table 2.3 The Key Factors Identified In Five Models As Being Characteristic
Of Each Stage In Becoming A Quality Organisation

Crosby PA Group Dale & Rommel Dale &

(1979) (1991) Cooper et al Smith
(1992) (1994) (1997)
Earlier Documented Stage 3 Stage 1 Stage 2 Stage 2
measures &
Stages standards
Micro quality Stage 2 Stage 1 Stage 2
structures (eg
quality circles)
Inspection and Stage 2 Stage 1 Stage 1 Stage 1
detection of
errors
Short-term Stage 3 Stage 1 Stage 3
corrective actions
Quality limited to  Stage 3 Stage 2
QA department
Top management  Stage 3 Stage 1 Stage 4
commitment
Error prevention  Stage 4 Stage 2 Stage 3
measures
Later Macro quality Stage 3 Stage 3 Stage 3 Stage 4
Stages structures (eg +4 +4
business process
structures)
Customer focus Stage 3 Stage 4 Stage 3+  Stage 5
4
Continuous Stage 5 Stage 4 Stage 4
improvement
Quality Stage 4 Stage 4 Stage 5
involvement by all
employees
Strategic Stage 5 Stage 3 Stage 4 Stage 4 Stage 6
alignment of
organisation to
quality

This review was carried out to establish the current view in the literature regarding the
process of organisational change to total quality. The accepted view is that
organisations undergo an incremental, linear staged process of change, starting from
having no quality processes, through a quality assurance stage to eventually reaching
total quality. Table 2.3 brings together the key factors which are consistently identified
as characteristic of the different stages. A number of key characteristics are

consistently referred to : documented measures and standards, detection of errors,
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macro quality structures, customer focus and strategic alignment are referred to by at
least four of the five models On further examunation, the table also illustrates that
certain characteristics are associated with earlier stages (eg detection of errors,
documented measures and micro quality structures tend to be assigned to stages 1 and
2 1n each of the models), while other characteristics are associated with later stages
(involvement by all employees, macro quality structures, customer focus, continuous
improvement and strategic alignment of the organisation to quality tend to be assigned
to stages 3,4,5,6, depending ‘on the different models) While Table 2 3 does highlight
some patterns, 1t 1s relatively complex and does not provide a clear summary of the
stages of transition to total quality which can be used to assess organisational change
Therefore, based on this review of the literature, a less complex model depicting the
transition from quality assurance to total quality 1s suggested below, which

encompasses five stages and five key charactenistics

Figure 2.3: A Suggested Model Of The Five Stages From Quality Assurance
To Total Quality

Quality Assurance | Total Quality
T | ' | T T
1 Documented 2 Detection 3 Customer 4 Strategic 5 Contmuous
measures & eradication focus quahty improvement

& standards of problems

Points 1-2 on the continuum relate to processes, measures and standards to 1dentify
and control defects and problems, characteristics associated with quality assurance
which are consistently 1dentified in the hiterature as being 1n the earher stages of
transition (see Table 2 3) Pomts 3-5 relate to the three core principles of beng a total
quality organisation customer focus, integration of quality into the strategic plan and
continuous improvement These pomts are also consistently identified as bemg core to
later stages of quality (see Tables 2 1 and 2 2)
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As with each of the five models described in the literature and supporting Dale and
Smuth's (1997) assertion that the change process to becoming a quality organisation s
linear, this model 1s shaped as an incremental staged process An arrow depicts the
continuum of change from one stage to the next and emphasises that organisations
have to 'travel' through the earlier quality assurance stages before maturing onto the

more advance total quality stages

When comparing this model with the stages 1dentified in Table 2 3, an anomaly
emerges 1n the quality assurance stages The lay-out of Table 2 3 would suggest that
detection and eradication of problems (stages 1 and 2 n the table), should come before
documented measures and standards (ranging from stages 1-3) in the model However,
McCormack (1992) argues that current performance standards need to be in place
before outputs at variance with those standards can be detected and eradicated In the
model, documented measures and standards are placed first on the basis that as a
preliminary step, organisations will have to record what standards are actually mn place
before they can evaluate where their processes or systems deviate from expected
standards of quality

Referring to the latter stages, while the literature clearly identifies customer focus,
strategic quality and continuous improvement as being core aspects of becoming a
quality organisation, the charactenstics are assigned to any one of stages 3 to 6
depending on each particular model (see Table 2 3) There 1s no pattern setting out
which principle comes 'sooner' 1n the change process to total quality than the next
However, 1t 1s apparent from the Iiterature that the key construct which s considered to
mark out the difference between quality assurance and total quality 1s customer focus
As was seen earlier in thus chapter, customer focus was 1dentified as a core principle of
quality by all the studies (Table 2 1) It represents a 'watershed' between having quality
assurance processes and total quality Without customer focus, 1t 1s argued, the
organisation has not progressed beyond systems and standards associated with quality
assurance (Dale and Cooper, 1992 and Rommel, 1994) Dale and Cooper (1992), for
example, note that quality assurance 1s described in terms of conformance and
uniformuty of standards but that the crux of being a quality organisation 1s down to
focusing on the customers' needs and satisfying those needs Customer focus, therefore,
1s put n as the first of the three total quality stages because 1t marks out a clear line

between quality assurance and total quality
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Both strategic quality and continuous improvement are also 1dentified in the hiterature
as key elements of total quality Again, Table 2 3 does not conclusively point to which
of continuous improvement or strategic alignment of the organisation come 'later' At
one level 1t could be argued that strategic alignment would take longer to put n place
and hence comes last However, the opposite argument could also be put forward that
unless structures, systems and so on are strategically aligned towards quality, it 1s not
possible to develop and continuously deliver quality outputs such as customer
satisfaction or improvements On balance, 1t was decided that contmuous improvement
1s best positioned at the far right of the model because of numerous references n the
literature to 1t being the ultimate objective of the quality programme For example,
Herbig et al (1994 33) write that continuous improvement 1s the 'ultimate aim',
Coughlan et al (1997 140) suggest 1t 1s a 'long-term aspiration for most companues’,
and Wilkinson et al (1992) see 1t as being the final area for organisations to

concentrate their efforts

This model 1s simpler than many of those described in the literature While 1t may not
highlhight all the aspects associated with each stage of quality, it focuses on the five key
factors 1dentified 1n the Iiterature which appear to encompass each of the stages of
change from having no quality processes in place to being a total quality organisation
By reducing the numerous factors identified in the literature to these five key
characteristics, this model provides a clear reference point against which the extent to
which organisations have changed can be assessed However, this 1s a provisional

model which requires testing for validity Thus will be referred to n chapters 4 and 10

2.7 Conclusions

There 1s broad consensus regarding what are the core characteristics of total quality
orgamsations and these can be reduced to three core principles customer focus,
strategic alignment of the organisation to quality and continuous improvement There
15 also broad agreement in the literature that the organisational change process to
becoming quality organisations 1s a linear process, whereby orgamsations build their
quality incrementally on earhier quality assurance stages A five staged model was put
forward to summarise the organisational change process to total quality, which can be
used as the basis for assessing organisational change The model will require testing
for validity including an assessment of whether or not 1t 1s valid to suggest that
organisational change towards becoming a quality organisation can, in fact, be

described 1n neat, incremental steps
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CHAPTER 3 ORGANISATIONAL COMMUNICATIONS
AND CHANGE

3.1 Introduction

In chapter 1 6, a number of studies were described which described management's
perceptions about strategies which are important for achieving organisational change
Communications was consistently mentioned across the studies as being important and
this tends to be the case throughout the literature (eg Bryan, 1997, Nelson and
Coxhead, 1997, Tounsh, 1997) However, as Jenks (1981 446) points out, 1t has also
become a 'wastebasket category' for all sorts of organisational change problems,
because there continue to be many gaps mn our understanding of the nature of the

relationship between communications and organisational change

This chapter begins by defining communications and discusses organisational
communications m particular It looks at the historical backdrop to today's theories
before considering the current thinking on interpersonal, group and organisational wide
communications and how they relate to orgamisational change The various
communications strategies for change which are commonly advocated are then
explored The chapter then concludes with an examination of the current evidence to
determine whether or not (as the hiterature would have 1t), 1t 1s possible to prescribe
umiversal models of organisational communications for all organisations and all change

situations

3.2  Defining Communications

Communications has been studied from a number of different perspectives According
to Krane et al (1987), some writers concentrate on the physical transmission of
messages (‘the mechanistic' perspective), some focus on the individual vanables which
affect interpretation of the message (the 'psychological' perspective), others concentrate
on sequences of communication behaviour (‘'systems interaction'), while others look at
the rules and roles mvolved n commumcations (the 'interpretative symbolic'

perspective)
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Except for the earliest mechanistic theories on communications which focus on the
transmission of the message through a channel (Engdahl, 1993; Hartley, 1993), there is
a common assumption about communications which applies regardless of paradigm
under which it is being researched: that is, that communications involves a symbolic
act between two or more people. Tourish (1995 : 4), for example, writes that
academics who study communications are interested in 'the production, processing and
effects of the symbol and signal systems used by humans to send and receive
messages'. Robertson (1997 : 47), who refers back to the original Latin roots of the
term ‘communication’, argues that the term originally meant 'to make common' and that
today's best interpretation of that original meaning of the term is 'to share
understanding and create meaning'. Whalen (1996) sees communications as being a co-
operative mutual event undertaken by active participants. According to Whalen, the
participants attempt to create the shared understanding through a symbolic process
which can include information, words, actions or non-verbal cues. These definitions all
refer to the give and take nature of communications. It is not a one way process of
either giving information or taking information, but rather, a mutual act of sharing

meaning.

One aspect of communications which is not adequately covered by these definitions is
the concept of intent. People do not engage in communications purely for the sake of
the act itself. They share meaning in order to achieve something else, be it, for
example, to disclose information about themselves, to affect attitudes or behaviour, to
instruct, or to find out information about their environment (eg. Farace et al, 1977;
Heath, 1994 and Nelson and Coxhead, 1997).

Some authors do acknowledge this concept of intent and have introduced it into their
definitions of communications. Arguing that there has to be a motivation for people to
communicate. Heath (1994 : 19) defines communications as:

The means by which people make themselves and their opinions known to one
another, through which they shape mutual meanings sufficient to co-ordinate
goals and activities.

Larkin and Larkin (1994 : 245) express the same view in a more succinct manner:
communications is 'information that changes behaviour'. Their perspective of
communications fits with the view held by most organisational communications
theorists. In their view, people in organisations do not embark on communications just
to satisfy the urge to share meaning, but instead to achieve some greater organisational

goal, be it socialisation, co-ordination or change of behaviour. Crosson (1987 : 28), for
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example, writes that organisational communications is 'the exchange of information
which creates mutual understanding and a unification of activities towards the
accomplishment of organisational goals,' while ACAS (1994) sees organisational
communications as being the exchange of information which enables the organisation
to function effectively. Schaffer (1997) describes it as a management tool which drives
performance and Field (1997), reflecting the growing interest in knowledge
management in the latter half of the 1990s, views organisational communications as a
method of making maximum use of the knowledge assets available within

organisations.

Kovacic (1994 : 16) sums up the importance of the concept of intent in his description

of organisational communications which is:

a means to form temporary alliances...within which social actors negotiate
specific sequences of communicative practices in order to forge temporarily
the consensus necessary for the accomplishment of specific tasks.

Two aspects of these definitions appear to be key: the mutual process of sharing

meaning and the underlying intention behind it.

3.3 Organisational Communications And Its Key Influences

Organisational communications only really emerged as an academic discipline in the
1940s and 1950s and it is still influenced by a number of related academic fields.
Rhetoric, management, journalism, speech and language, marketing, anthropology,
sociology and psychology are just some of the disciplines which are linked with
organisational communications today (Barnes, 1997; Grunig, 1992; Scott Poole, 1994;
Smeltzer, 1996 and Wert-Gray et al, 1991). Because of the influence of many different
disciplines, there is still debate as to whether or not organisational communications
should be considered a discipline in its own right (eg Deetz, 1994). This dilemma is
reflected in the wide variety ofjournals in which relevant research can be found and the

broad range of academic departments in which university posts in this area are located.

As with the broader field of communications, writers and researchers on organisational
communications will approach their topic or research question with certain
assumptions. The reader has to understand these assumptions in order to decipher the
research questions posed and the arguments made. The key influences on
organisational communications have been identified by numerous writers. Mumby and

Stohl (1996), for example, identified four key 'problematics' of voice, of rationality, of
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orgamsation and of the orgamisation-society relationship and Cunningham and
Lischeron (1991) categorised orgamsational communications mto seven schools of
thought the Classical school, the Two-way school, the Interpersonal school, the Group
Process school, the Leadership school, the Information Systems school and the
Organisational Systems school To understand from where these categories have come,

it 1s useful to briefly trace the history of orgamisational communications

According to Grunig (1992) and Redding (1985), the precursor to organisational
communications was work carried out by academics n speech communications m the
1920s In fact, until the 1980s, many of the theories bemg developed on organisational
communications were emanating from the speech communications departments m
universities Marsh (1982) writes that, running 1n parallel to this, the concept of the
importance of communicating with staff also began to emerge in the Human Relations
management school, nfluenced by Elton Mayo's work 1n the 1920s Dale Carnegie's
1930s book 'How to Win Friends and Influence People', also influenced the thinking
behind organisational communications until the 1980s The philosophy behind his book
and the focus for many theories of organisational communications until very recently
has been how to use communications to secure employees' commitment to

management's goals, the managenal perspective already referred to in chapter 1

Inﬂgenced by the positivistic approach to management science i the 1950s and 1960s,
the focus on orgamisational communications research at that time was to study what
was empirically measurable (Grumug, 1992, Remsch, 1996) Systems and flows of
information and how they link with satisfaction were the primary areas of research In
the late 1960s and 1970s, the Human Relations school enjoyed a revival (Scott Poole,
1994 and Wert-Gray et al, 1991), and a new emphasis was put on open and trusting
communications climates and, in particular, the communications relationship between
superiors and subordmates In the late 1970s, influenced by the emergence of
technology 1n the workplace, attention turned towards the orgamsation as an
information processing system, where orgamsation scholars rather than
communications scholars became more mnvolved in researching orgamsational
communications However, speech scholars found their own niche by returning to their
classical roots and looked at the field of rhetoric (Hirokawa and Scott Poole, 1996)
The speech communications scholars' aim was to establish how managers use

communications to persuade or organise other people
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In the 1980s and early 1990s, four main areas of research had evolved (Cheney and
Macmullan, 1990) mnformation processing, culture, politics and rhetoric Scott Poole
(1994) notes that the 1990s seems to have marked a shift in the fundamental questions
facing organisational research Firstly, the rapidly changmg environment within which
the research into organisational communications 1s taking place has had a major
influence New technologies and changing orgamsational structures are nfluencing the
research questions being asked Secondly, there 1s a growing recognition of 'new
voices' other than just the voice of management 1n the research and a recognition that
no one voice 1s totally correct or complete Kovacic (1994) has also seen a shift in
research and writings in organisational communications in the 1990s, which he
attributes to a general sense of uncertainty permeating mto all areas ranging from
philosophy to science to the arts and, perhaps more directly, into organisational studies
and communication studies There 1s no longer a certain belief that there 1s a 'right' or
'‘wrong' answer Eisenberg (1996) notes that the most recent wave of interest n the rmd
to late 1990s 1s 1n the area of power and politics and the potential mpact which
technological advances such as intranets will have on orgamisational democracy and on
flexible working patterns A new debate 1s also emerging (eg Dawson-Shepherd and
Ryan, 1997), around whether or not mternal communications 1s, 1n fact, the same as

marketing, albeit specifically aimed at the internal audience

Thus brief review of the development of the field identifies from where the key
influences today have come By looking back over the threads of argument over the
past seventy years and today, there appear to be two key perspectives which have a
particular bearing on our understanding of the relationship between organisational
communications and change using organisational communications to achieve
management's objectives (eg managerial perspective), and organisational
communications as a means of supporting a relationship of mutual trust and respect (a

humanist perspective)

3.3.1 The Managerial Versus The Humanist Perspective On Organisational

Communications

The concept of managenalism has already been discussed m the context of the
literature on orgamsational change (chapter 1 4) It 1s also widely prevalent m the
literature on orgamisational communications - some would say dominant (eg Allen et al,
1993, Deetz, 1994) It brings together the writings of those interested n persuasion and
thetoric, organisational communications systems, power and politics and internal

marketing Despite the growing recognition of the importance of 'new voices' being
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heard, highlighted by Scott Poole (1994), there continues to be a prevailing assumption
that communications is a tool which management can use to achieve particular
objectives such as productivity or acceptance of change. He (1994 : 273) notes that the
vast majority of research in organisational communications continues to assume the

‘rightful privilege' of the managerial viewpoint, writing:

This results in de facto valorisation of white, US style capitalist organisational
practices, because these are the setting of almost all organisational
communication studies.

Managers may use a combination of tools to both 'sell' a message and involve
employees to obtain 'ownership' (Nelson and Coxhead, 1997), but taken from a
managerial perspective, regardless of how beneficial the methods used may be for
employees' satisfaction and morale, the underlying objective remains the fulfilment of
management's agenda. Some writers (eg Fitzgerald et al, 1994; Wilkinson et al, 1992J,
have warned that there is an insidious growth in management control under the
auspices of increased involvement. However others (eg Rosenthal et al, 1997), have
found that in fact employees take advantage of new levels of being informed and being

involved to put their mark on the management agenda.

It is very difficult to find a definition of organisational communications which does not
assume that management's goals or the goals of the organisation are in some way
central. For example, ACAS (1994 : 3) define organisational communications as 'the
provision and exchange of information and instructions which enable an organisation
to function efficiently’, and Crosson (1987 : 28) defines organisational communications
as; 'the exchange of information which creates mutual understanding and a unification
of activities towards the accomplishment of organisational goals'. This position on
organisational communications appears to be the dominant one and, as was already
argued in chapter 1, that is not to say that this position is necessarily inappropriate. If,
as Rosenthal et al (1997) point out, that in setting out to achieve management goals

employees also benefit, perhaps this can be construed as positive for all parties.

The second key influence which can be traced throughout the literature is the
perspective that organisational communications is an act of genuine personal interest
and human respect. This humanistic view of organisational communications focuses on
how communications can support a relationship between people based on trust and
mutual respect and includes the writings of those interested in trust, openness,
organisational democracy and empowerment. According to Deetz (1994), critical

theorists have begun to point to the fact that employees' interests and aspirations are
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only partly fulfilled by corporate goals Their likes and dislikes, personal situations,
political leanings and so on all come into the mix, each day they come mnto the
workplace and the manager has to be aware of and respect these individual
characteristics for every mdividual with whom they come mto contact Alvesson and
Wilmott (1992) add that the workplace 1s a forum where the different mterests of the
different people have to be accommodated This accommodation 1s supported through

orgamsational communications

Those who advocate the humanist perspective (eg Bryan, 1997, Likely, 1998), argue
that without a relationship based on trust and mutual respect, change cannot happen
While the end result of this approach to communications may be similar to the
manageral approach n that ultimately management's objectives are achieved,
management's goals as of themselves are actually not the primary focus of mterest
Achievement of change or commutment to organisational goals are secondary to the

development of these trusting and respectful relationships

It could be argued that these two perspectives - managertalism and humanism - need
not be viewed as necessarily exclusive While the underlymg objectives may be
different, the outcomes of reaching improved performance, for example, may be the
same and 1t mught be argued that it 1s not necessary to go into the different assumptions
if the outcome 1s the same anyway However, to take such a simplistic approach
1ignores the fact that writers' assumptions can influence them to set a particular
research question or put forward a certain pont 1n the first place Moreover, while
some of the literature does refer to respecting the needs of mdividual employees, this
tends to be addressed within the context of achieving a managerial agenda (eg Ghoshal,
1995, Mariotti, 1997) For example, Mariott1 (1997 106) espouses the principles of
respect and dignity 1n the workplace writing 'perhaps we need to return to basic
humamnistic principles care about people' However, his underlying motive 1s not to
achieve a respectful relationship for the sake of it, but to achieve managerial goals He
adds (1997 106) ' 1t 1s much more productive to treat people like you want to be
treated - with respect and dignity '
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Some time has been taken in this section to highlight the two key perspectives
influencing the writings and research into organisational communications. It was
important to distinguish between the two perspectives, because the assumptions behind
each influence the research questions asked and the guidelines put forward. The
dominance of the managerialist perspective in particular was highlighted and as will be
seen later in this chapter (chapter 3.4), this is particularly evident in the literature on
communicating for change. Many guidelines are put forward as being the right
approach to communicating for change, all with one common assumption. That is, if
managers were to make use of these principles or guidelines, they will increase their
chances of achieving successful change, as defined by management themselves. These

guidelines are explored in more detail in the next section.

3.4  The Relationship Between Organisational Communications
And Change

It will be recalled that the change management literature tends to be categorised into
two levels: the individual and the organisation. The relationship between
organisational communications and change tends to be described in the literature at
three different levels: interpersonal communications, group or team level
communications, and organisational-wide communications (Grunig, 1992; Smeltzer,
1987; Tourish, 1995; Werr, 1995). As with the change management literature, while
categorisation of this nature helps researchers to work through the many different
theories and studies, there is a danger that writers and researchers in interpersonal
communications, for example, pay little attention to developments at group or
organisational wide levels. A review of the literature would indicate that this, in fact, is
the case. There appears to be little or no effort to develop research or theories which
cover all three levels of communication. Moreover, each level tends to be influenced by
different academic backgrounds : the interpersonal level is influenced by speech
communications theorists and psychologists; the group level by those interested in
group dynamics; and organisational wide communications by sociologists and
organisational behaviourists. As a result, the research is likely to be approached

differently, according to the respective disciplines.

A review of the various communications strategies advocated in the literature also
highlights the prevailing assumption that each strategy is universal. That is, equally
valid for every situation. While there is acknowledgement in some parts ofthe
literature (eg Smeltzer and Zener, 1995), that communications strategies for change

should be adjusted according to factors such as the magnitude of change, how
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controversial or sensitive the change may be, or the orgamsational climate, very few
authors attempt to quantify the relative importance of each communications factor or
to determune whether that importance increases or decreases according to

circumstances (Synopsis, 1998)

3.4.1 Interpersonal Communications And Change

Communications between individuals i organisations 1s the area of most mterest to
speech communications writers (Grunig 1992) Known as interpersonal or dyadic
communications, much of the work at this level looks at mterpersonal communications
style (eg Luthans and Larsen, 1986), and nterpersonal skills such as listening or non-
verbal cues (eg Elmes and Costello, 1992, Helms and Haynes, 1992 and Proctor,
1994) From the perspective of change, the areas of most interest in interpersonal
communication are methods of persuasion and the content of persuasive messages In
chapter 1, the current understanding of resistance to change and commitment to change
1s discussed Persuasion and the persuasive message are considered to be two key
communications strategies to direct individuals away from resistance and towards

commitment to change
3.4.10) Persuasion

Since the publication of Dale Carnegie's book, 'How To Win Friends And Influence
People', published in the 1930s, persuasion 1s seen to be a primary function of
communications 1n the workplace and a key means for using communications to
manage change While the agenda 1s primarily influenced by the assumption that
communications can be used to achieve management's objectives (the managenal
perspective described 1n chapter 3 3), there 1s a growing recognition that to be able to
influence opmion, the persuader has to be as much oriented to the needs of the
individual as the needs of the orgamisation (eg Ghoshal and Bartlett, 1996 and 1998,
Gorman and Overstreet-Miller, 1997 and Killigen, 1997)

The assumption behind persuasion 1s that both the source of the message and
persuasive messages themselves can affect attitude change and that attitude change 1s
necessary to achieve behavioural change Attitudes can be influenced by a number of
factors including a wish to be accepted by peers and 'dissonance' between behaviour
and previously held attitudes (Callahan et al, 1986, Robbins, 1986, Schuman and
Johnson, 1976 and Weick, 1993). The relationship between the two is not clear cut,

but there 1s sufficient evidence to support the assertion that there 1s very probably a

76



relationship between persuasion and attitudes and attitude change and behavioural

change.

Miller (1987 : 451) defines persuasion as:

attempts made to modify behaviour by symbolic transactions (messages) that
are sometimes, but not always, linked with coercive force and that appeal to
the reason and emotions ofthe intended persuadee.

Implicit in Miller's definition is the concept of influence, either through authority or
some other source of power and the concept of appealing both to logical and emotive

reasoning.

Influence is strongly related to the power which one person holds over another. That
power may be formalised through the status or position of authority held by an
individual within the hierarchy (Deetz, 1994; Klein, 1994; Pelz, 1952), or it may be
more informal power vested through peer recognition or credibility as a perceived
expert on the subject in question, (Elmes and Costello, 1992; Petty and Cacioppe,
1986). Arising out of this, writers on persuasion in the workplace advocate the
importance of line management playing a role in the communications process, backed
by opinion leaders who have the perceived credibility of their peers (eg Amott, 1987;
Elmes and Costello, 1992; Folz, 1985; Sing Kwon Lam, 1997; Smith 1991, Yukl and
Falbe 1990). Whalen (1996) adds that if the message itself is too complex, the targets
ofthe message tend to rely on their sense about the source in deciding whether or not to

accept the argument.

3.4.1.(ii) Content Of The Message

The Greeks were the first to argue that persuasive communications is based upon three
pillars (Whalen, 1996); logos (logic and reasoning), pathos (appeals to the emotions),
and ethos (the reputation of the speaker). Today it is argued (Carr, 1994; Richardson
and Denton, 1996; Scott and Jaffe, 1987; Spiker, 1994; Spiker and Lesser, 1995a,
1995b), that no matter how much sense the intended change appears to make from a
rational point of view, people may still resist because they do not see how it fits their
own values or because, emotionally, they cannot buy into the arguments for change
being put forward. In chapter 1, it was noted that resistance to change can be based
both on rational and irrational fears. Richardson and Denton (1996) recognise that

employees will feel a range of emotions when confronted with change such as anxiety,
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fear and mustrust and the content of communicating the case for change needs to

address these individual emotions as much as the logical business case

Zuwerink and Devine (1996) looked at the influence of emotive and logical arguments
from a slightly different perspective They asked 112 students n the USA to say i
advance how much importance they place on an attitude which they hold (using
attitudes about gay people being allowed to jomn the US mulitary as the example), and
then examined whether the level of importance which they gave their attitude affected
their openness to a series of rational arguments They found that people who gave more
mportance to their previously held attitude (whether for or against gay people jomning
the mlitary), were more resistant to the arguments and in fact became quite irritated by
the weaker logical arguments They argue that this resistance was 1n fact emotive (1e

'my attitude 1s important to me and you are threatening 1t')

There 15 still some disagreement about the relative importance of either logical or
emotive persuasive arguments Spiker (1994 and 1995) argues that people may accept
change at an mtellectual level, but 1t takes more time to accept change from an
emotional perspective However, Petty and Cacioppe (1986), who have carried out
much research m this area, believe 1t 1s 1n fact the reverse They suggest that changes
of opimon based on logic rely on considering and accepting more complex cues than
Just responding to emotive appeals They argue that change of opinion through

cognitive reasomng 1s more harder to obtain but, once obtained, 1s more enduring

Recently, the terms 'emotional connection' and 'emotional mvolvement' have begun to
emerge 1n the literature (eg Berzok, 1997, Gorman and Overstreet-Miller, 1997 and
Stainer and Stamer, 1997) With a move away from the concept of job for life,
organisations have had to re-evaluate the psychological contract which they enter mto
with their employees There 1s a growing recognition that employees' interests are only
partly fulfilled by corporate goals Killigen (1997) argues that the orgamsation now
has to link what 1t wants with what the individual wants from life and Nelson and
Coxhead (1997 36) expand on this, writing,

People will change when the case for change becomes a personal matter Too
many change programmes have been based on the premuse that changes 1n
employee behaviour will occur 'for the good of the orgamisation' or 'for the
good of future generations of employees' Highly unlikely in these days of
dimimshing career paths, high employee msecurity and high unemployment
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In a stmilar vein, Ghoshal and Bartlett (1996 30) write,

only when the organisation's objectives connect with an individual's basic
belief system 1s the required personal commitment likely to endure It takes a
deeply embedded set of unifying values to create such an individual level
commitment

The challenge, according to Armenakis and Harris (1993), 1s to present an argument
which demonstrates unambiguously the need for change and how the individual 1s
better off putting the effort into that change than not They add that the message should
also emphasise the individual's ability to undertake that change If people feel unable to

perform the change, they may deny, resist or withdraw altogether

A number of writers highlight the importance of tailoring the content of
communications around the needs of individuals at a time of change Nelson and
Coxhead (1997) write that good internal communications 1s tuned to the views and
posttions of employees and 1s designed to meet their types of concerns Kemper (1992)
also notes that managers should acknowledge from the start that there will be pain and
loss for individuals, while Lee (1997a and b) suggests that whatever feelmgs
employees are going through, no matter how wrrational they may seem, should be
acknowledged and afforded dignity and respect Berzok (1997) also argues that
informing and educating employees will not be sufficient Employees' fears and values
have to be anticipated and aligned with the objectives of the orgamisation This
argument fits with the second perspective on organisational communications identified
in chapter 3 3 1, communications 1s seen to be an act of mutual respect (the humamst
perspective), rather than seen to be primarily a means of achieving management

objectives

However, not everyone believes that the content of the message needs to be aimed at

the individuals' concerns when persuading people about change (eg Larkin and Larkin,
1994) According to Quirke (1995), employees need to be given information about the
context, why the change 1s necessary and the consequences of success or faillure That

context, accordmg to Quirke, 1s market forces D'Aprix (1996 3) wrtes,

The only argument powerful enough to encourage people to embrace change 1s
one that 1s rooted in the marketplace If the customer nsists on change, then
we have no choice
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A number of authors argue like D'Aprix that the need for change should be expressed
in terms of the business case. Blake (1992) suggests that employees should be made
aware of external competitive powers and that the case for change can be expressed in
terms ofthe wants and needs of the market and how competition is responding to those
needs, while both Klein (1996) and Spiker and Lesser (1995) argue that the business
case for change should be explained. Pritchett (1997 : 13) sums up this approach by

writing; 'give them the logic that's driving the change'.

According to Bacharach et al (1996), it is quite feasible for individuals to accept
proposed changes at a rational level, even if emotionally they have a problem with it.
On the basis of a case study they conducted in a US airline on the acceptance of
change, they argue that people have an overriding need for cognitive consistency.
Forced into a position of change, employees can post-rationalise their acceptance of
that change and will do so to reduce the dissonance. Accordingly, Bacharach et al
argue, the persuasive message for change can be logical. Bacharach et al's hypothesis
is clearly influenced by Festinger's cognitive dissonance theory on attitude change
(Robbins, 1986). However, as has been noted earlier, writers on attitude change have
so far been unable to definitively prove or disprove theories such as those proposed by
Festinger.

The guidelines for communicating the case for change also implicitly draw on the
conclusions of expectancy theory (see chapter 1.5.2.ii), which states that people will
subscribe to an option where the perceived benefits outweigh the perceived level of
effort involved. Bryan (1997) suggests that managers should list the options for
changing or not changing, enumerate the positives and negatives of each option and
highlight why the preferred option offers the most benefits. D'Aprix (1996) suggests
that managers should outline to employees the consequences of success or failure in a
change programme so they can see how the benefits of change far outweigh the
consequences of not changing and Nelson and Coxhead (1997) write that employees
will be receptive to change when they can see how the consequences of the change
provide a preferable solution to their needs than not changing.

There are clearly two schools of thought regarding the type of persuasive message
which should be communicated to make the case for change : one focuses on the
rational argument, the other argues that the emotional needs of the individual should be
the primary focus. However, aside from Bacharach et al's case study, no empirical
evidence is given to substantiate either side's assertions within the context of
organisational change.
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Once the case for change 1s made, the second key area of content 1n commumcating for
change 1s communicating the plans for change According to Blake (1992), Davenport
and Lipton (1993), Grates (1994) and Schaffer (1997), managers should map out what
needs to be accomplished and 1n what timeframe and what 1s expected from employees
In fact, DiFonzo and Bordia (1998) suggest that this 1s the primary role of
communicating for change - to reduce uncertainties by mapping out what management
expect to happen There 1s some difference of opmion about how definite the end goals
should be Blake (1992) for example, suggests that managers should set down clear
objectives and tangible milestones leading up to the achievement of these objectives, to
help reduce uncertainties However Bryan (1997), DiFonzo and Bordia (1998), Larkin
and Larkin (1994) and Quirke (1995) suggest that the most managers will be able to
do 1s set out options and probabilities They argue that managers cannot have all the
solutions, they can outline a vision, but employees will flesh out the actual plans As
plans progress, managers should consistently communicate the successes and recognise
the input of employees throughout (Bryan, 1997, Exterbille, 1996, Klewn, 1996 and
Smeltzer, 1991)

3.4.2  Group Communications And Change

Group communications refers to communications between three or more people, but
with a cut-off point somewhere around 16 people (Hellnegel et al 1989) Group
communications theory 1s nfluenced by a number of sources including group
dynamucs, and group decision making (Littlejohn, 1992) Frey (1996) wnites that small
group theory flourished n the 1950s and 1960s, with concepts such as
mnterdependence, leadership, nature of nteractions and group decision making taking
up most interest By the 1970s and 1980s, researchers were looking at groups outside
the confines of sterile laboratory experiments and adding in mmformation content as a
key variable to be examined The researchers were mterested in two aspects of
communications within groups, the role which communications can play n gelling the
groups and achieving tasks (Callahan et al, 1986, Capps, 1993, Hellniegel et al, 1989,
Hirokawa and Scott Poole, 1996, Jefkins, 1988)

There are two aspects to group commumnications which are relevant to the relationship

between communications and change the influence of group membership and the

growing importance of mformal networks in orgamsational wide communications

81



In the brief réference to theories on attitude change earlier (see chapter 3 4 1), 1t was
noted that people want to be accepted by their peers and their attitudes can be
influenced by peer acceptance Schein (1980) outlines the influential work of Mayo
and his colleagues in the Hawthorne studies and argues that people have social needs
which they bring to the workplace These social needs are so strong that employees
respond more to the social forces of their peer group than to the incentives and controls

of management

The social influences on employees' acceptance of a persuasive argument have been
studied 1n some detail Armenakis and Harns (1993) and Siebold and Meyers (1996),
who reviewed the studies carried out 1n this area in the 1950s, 1960s and 1970s, say
that there 1s not enough evidence to support the claim that changes of opmion are based
on this type of nfluence alone, but that 1t does have some bearing on opinion change
Siebold and Meyers (1996), however, acknowledge that some research demonstrates
that group members look at other members to decide how similar or otherwise they
think they are to the others If they feel identification with the group and percerve that
an argument being generated by the group would be typical of arguments which that
group would support, then they are more likely to support the argument

While the evidence 1s patchy, there does appear to be some relationship between what
others 1n a group think and the individuals' willingness to accept that argument
Therefore, 1t 1s too restrictive to consider influence and persuasion at purely an
interpersonal level While the individual's psychological vanables and the persuasive
nature of the message appear to be two important factors to consider, they should not

be considered 1n 1solation from potential peer mfluence

Groups 1n an organisation do not have to be formally constituted, as 1n the case of self
directed work teams Informal groups, or networks, are prevalent 1n all organisations
and in many organisations, networks are formally encouraged through management
fora, task groups and so forth Likert (1967) argued that organisations can be
conceptualised as a sertes of mterlocking groups, with mdividuals (who he called
'Inkpins'), acting as ponts of overlap between the groups Today, such overlapping
groups are called networks Blair et al (1985 60) define networks as 'sets of relatively
stable contacts among people through which information 1s generated and flows There
1s a growing recogmition (eg Stohl, 1995), that networks play an important a role 1n
change management through information sharing and diffusion of inovation Most of
the research carned out on networks looks at patterns and frequency of communication

flows, but tends to ignore actual content The size of the networks, interconnectedness
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of members, symmetry and strength of the information flows are the focus of attention
(Farace et al, 1977, Heath, 1994, Stohl, 1995)

However, from the perspective of communicating for change, networks are more
teresting for their role n supporting adoption of new 1deas by exposing members of
one part of the organisation to 1deas being generated m other parts of the orgamsation
Farace et al (1977) argue that networks provide a mechanism by which 1deas can 'leap'
from one part of the organisation to another, while Westphal et al (1997) note that
considerable evidence has been generated to demonstrate that members of networks are
more likely to adopt innovation by being exposed to new perspectives The research
referred to by Westphal et al focused on networks between organisations rather than
within organisations, but they argue that the same principles apply within Robertson
et al (1996) found that the diffusion of information across organisational boundaries 1s
associated more with networks with weak ties Closely knit networks are less prone to

being exposed to or taking on board new 1deas

Networks have been advocated as a powerful organisational structure because they
support lateral communications and integration of different functions towards a task
The research to date on adoption of innovation by bemg a member of a network has
concentrated on external rather than internal networks, although 1t has been argued that
the same principles apply Without specific research, it 1s not possible to defimtively
draw that link

3.4.3 Organisational-Wide Communications And Change

As organisational sociologists became mterested in communications, the research

started to focus on orgamisational-wide communications (Grunig, 1992, Schein, 1996)

Wniters on organisational communications and change who focus on the

organisational-wide level tend to examine four areas

0 Information flows (eg Jefkins, 1988, Haseley, 1994)

() Communications tools (eg Hobson, 1995, Industrial Society, 1994, Drury
Communications and IPD Ireland, 1997, Nicoll, 1994) .

(u)  Roles and responsibilities (eg Davenport and Lipton, 1993, Larkin and
Larkin, 1994)

(1v) The communications climate (eg Filipczak, 1995, Richardson and
Denton, 1996)
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3.4.3.(i) Information Flows

Information can flow in any ofthree directions within an organisation: downwards,
upwards and laterally (Callahan et al, 1986; Evans, 1986; Goldhaber, 1986; Jefkins,
1988; Haseley, 1994; Lewis, 1987). Nelson and Coxhead (1997) write that there are
two fundamental approaches to communicating for change, which are not necessarily
exclusive. There is the 'sell' approach (propagating the vision for change downwards)
and the 'involve' approach (seeking upwards communications to encourage ownership).
They argue that 'sell' will achieve the lower levels of commitment (compliance),
described in chapter 15.2.(ii), while 'involve' facilitates higher levels of commitment to

change.

Downwards Communications

Downward information flows tend to be controlled by management and used to provide
information, instructions and direction, feedback about performance and information
about policies and goals. Downward communications can also be used by management
to set down objectives, and to prepare for change. With the current popularity of
employee involvement emphasising upwards information flows, the importance of
downward information flows can be forgotten. Francis (1987), for example, reminds us
that downwards communications can play an essential role in communicating for
change through sharing a vision, providing direction and integrating effort. Each of
these require management to take the lead and communicate ‘down’ through the
organisation their vision and how they envisage it being delivered. Similarly, feedback
on performance, identified by D'Aprix (1996) among others as an essential purpose of

organisational communications, also requires downwards information flow.

There is a new dynamic to the current thinking on downward information flows which
only appears to be emerging in the literature in the past three years or so (eg Brandon,
1996; Dean, 1997; Goodman and Wiener, 1997; Malone, 1997/ The emergence of
new electronic media such as intranets enables employees to ‘pull down' information
which they require, rather than passively wait for management to 'push down'
information from the top. The benefits of such an approach are persuasive. Such an
approach ensures that the information is relevant, because employees are likely to pull
down information of direct interest. It also reflects the current trend for empowerment
(see later in this section), because it devolves responsibility for being informed to the

employees themselves.
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Upwards Communications

Upwards communications flows are used to encourage information from lower levels
ofthe organisation to elicit input, ideas, criticisms, questions and involvement and to
provide feedback. Organisations tend to have less developed upward communications
systems than downwards systems (Drury Communications and IPD Ireland, 1997) and
managers tend to have a different view on how well they are involving employees from
the employees themselves. For example, a survey of 3,000 managers and 30,000
employees in the UK (Cully, 1998), found that while 70 per cent of the managers
interviewed believe that they discuss the implications of change with employees before
making any decisions, only 30 per cent of the employees feel they are given a good
chance to comment on proposed workplace changes. Upward communications overlaps
considerably with the concept of employee involvement and consultation. In fact, the
term consultation is often used interchangeably with upwards communications
although Hyman and Mason (1996) differentiate between the two. They see
consultation or participation as being a more formalised mechanism of providing
opportunities for employees' views to be represented and for employees to engage in
bargaining. In many organisations, upwards communications is seen to run in parallel

with more formal consultation mechanisms.

There is general agreement in the literature that involving employees is a key aspect, if
not the key aspect, of communicating for change (eg. Bonvillian, 1996; D'Aprix, 1996;
Exterbille, 1996; Kemper, 1992; Klein, 1996; Pritchett, 1997; Quirke, 1995;
Richardson and Denton, 1996). However, there are different opinions regarding how
and when this should occur. While Richardson and Denton (1996) argue that
employees should be involved as much as possible and Pritchett (1997) adds that input
should be sought throughout the change process, some of the other writers specifically
limit involvement to later stages in the change process (eg. Davenport and Lipton,
1992; Klein 1996; Johnson, 1993; and Quirke 1995). These latter authors argue that
the initial steps should focus on selling the vision and goals down through the

organisation and that employee involvement can be sought once this is achieved.

The key role which involvement plays in achieving consensus for change has been
acknowledged since the influential studies on the effects of involvement carried out by
Lewin and Coch and French some 50 years ago (reviewed in Pasmore and Fagan,
1992). The argument for involvement is that it provides employees with the

opportunity to control what will happen to them to some extent, thereby reducing their
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fear of loss (eg Dale and Cooper, 1992; Pritchett, 1997; Quirke, 1995). It is argued
that it also brings other benefits. Bennis and Nanus (1985) write that employees feel
that they have a significant role to play in change processes and in their organisations
as a whole and by involving them, their opinion is valued and their self-esteem is
enhanced. Dale and Cooper (1992) add that individuals who are offered the
opportunity to become involved will feel less threatened about their jobs. Hanson et al
(1995) also note that employees are often in the best position to recognise issues in

their working environment and come up with creative solutions for those issues.

However, the relationship between involvement and action is not as clear as would
intuitively be expected. Some studies do state unequivocally that involvement increases
performance. For example, a survey carried out by Covin and Kilman (1991) on 365
medium to large organisations' views on the success of their change programme,
showed a positive correlation between the number of employees involved and success
in achieving the change programme's goals. However, in a review of 91 articles on
involvement between the 1960s and 1980s, Cotton et al (1988) conclude that there are
six different types of involvement, each with varying degrees of influence on improved
performance. They found that indirect methods of involvement such as formal
representation through staff associations and short-term involvement such as those
restricted to training sessions had no effect on performance. But direct, long-term
involvement such as schemes to encourage participation in workplace decisions,
quality programmes, ongoing encouragement from managers and employee ownership
did have a positive relationship with performance. Moreover, Lawler et al's (1995)
comprehensive series of studies linking involvement to organisational performance in
Fortune 1,000 companies also found that low involvement strategies such as
suggestion schemes have limited value. Only comprehensive involvement strategies
such as the opportunity to redesign own jobs and contribute to overall business
strategy made a real difference.

Pasmore and Fagan (1992) also propose that involvement can take one of five forms
ranging from a shallow level of contribution on issues presented by management
through to full and comprehensive collaboration on organisational wide issues. They
argue that most organisations only involve employees at the more shallow levels.
Dulworth et al's (1990) survey of 962 Fortune 1,000 organisations' use of involvement
strategies appear to support Pasmore and Fagan's contention. They found that only 10
per cent of the organisations surveyed made use of what they called high involvement
practices such as self-managing teams and job redesign. The organisations tended to

implement low to medium participation strategies such as surveys, quality circles, task
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groups and union commuttees They found that while all the orgamsations which made
use of mvolvement strategies saw increases 1n productivity, product and service quality
and work satisfaction, the improvements experienced by organisations making use of
high participation strategies far outstripped the others Fenton-O'Creevy et al (1998)
add that a review of studies comparing direct and indirect mvolvement strategies (eg
individual input vs consultative committees), show that mdirect involvement has little
or no impact on employee attitudes, although 1t can have a positive impact on

productivity, 1n certain instances

Quurke (1995) also puts 1n a provision that not all change situations are 1deally suited
to mvolvement If, for example, the trigger for change 1s sudden and requires an
immediate response, or there 1s likely to be little or no dissent, a 'drnive' approach may
be more appropriate than an 'mvolving' approach Schaffer and Thomson (1996) also
hold the view that mvolvement should not be an end in itself It 1s only a means to
achieving successful change, but sometimes organisations confuse the two By doing
so, they may use an mvolvement approach 1n a situation which does not necessarily
require that approach Stanton (1993) proposes nine circumstances where mvolvement
may not be the best strategy mcludmg a non-conducive organisational climate, lack of
time, poor competence and lack of traming facilities, while Dunphy and Stace (1988)
also challenge the notion that mvolvement is valid 1n all circumstances They propose
that mvolvement 1s valid only for situations where non-radical changes have to be
made and where the organisation 1s not under significant time pressure to mtroduce the
changes They offer alternative styles of change strategies from charismatic to
dictatonal styles, accordmg to the degree of radicalism with which the change has to

take place

The experience 1 Ireland seems to pont to relatively restricted levels of mvolvement
being used m reality In their study of 450 Insh workplaces, Roche and Geary (1998)
found that while management may be prepared to mnvolve employees directly m
operational 1ssues such as working time arrangements, strategic 1ssues remain the
perogative of management For example, 92 per cent of uniomised and 97 per cent of
non-umonised workplaces claim that formulating plans on mergers or acquisitions 1s
management's perogative, while 71 per cent of umonised and 68 per cent of non-
uniomsed workplaces also claim that target setting 1s the perogative of management In
the unionised workplaces, the direct mvolvement of employees was found to be
somewhat filtered by the role of their unions, but the unions themselves tended to be
engaged 1n collective bargaining rather than m partnership with management in

planmng change
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Hand-in-hand with involvement comes the concept of empowerment. In fact Lawler's
(1996 : 39) definition of employee involvement explicitly refers to the importance of
decentralising information and power in involvement. He writes that employee
involvement involves 'a wide variety of practices that move information, knowledge,
power and rewards down through the organisation." Bowen and Lawler (1992b) see
empowerment involving four aspects: sharing of information about the organisations'
performance, knowledge that enables the employee to contribute, rewards based on that
contribution and the power to influence. Hanson et al (1995) and Heath (1994) also
argue that empowerment involves the distribution not only of control and rewards, but
also skills and information both about the organisation and the direct work
environment. Chiles and Zorn (1995) interviewed and then surveyed 40 employees to
find out what elements influenced the extent to which they felt empowered. They found
that regular feedback about their own and the organisation's performance, and a belief
that they are encouraged by their direct manager to take control, most significantly
related to their feelings of empowerment. Each ofthese descriptions highlights the

close alignment of openness with information with empowerment.

Cheney (1995) and Sashkin and Burke (1990) argue that without empowerment,
involvement is not sufficient on its own. However, their premise is not just based on
the need for empowerment to reach organisational goals (the managerial argument).
They argue that organisations have a moral duty to introduce full democracy for
employees and that participation, which includes empowerment will facilitate this. In
turn, Sashkin argues, employees' psychological needs will be fulfilled and they will
want to become actively involved in work and take on greater responsibility of their

own free will.

However, just as with research on involvement strategies, research into the effects of
empowerment upon performance shows an inconsistent relationship. Studies carried
out in the 1970s reviewed by Robertson and Cooper (1983) and Schein (1980) tended
to support the relationship between empowerment and satisfaction and low
absenteeism, but gave little evidence to support high internal work motivation or
performance. In chapter 1.5.2.(ii), Hartline and Ferrell (1996) and Peccei and
Rosenthal's (1997) studies on the antecedents to commitment were discussed. These
same studies found that empowerment in particular, has an unexpected relationship
with commitment. In Hartline and Ferrell's study, empowerment was found to actually
increase the sense of role conflict which in turn was associated with less commitment.

However, empowerment was also found to increase perceptions of self efficacy which
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was the strongest antecedent to commitment The challenge, according to Hartline and
Ferrell, 1s to find a way of increasing empowerment while also reducing role conflict
Peccer and Rosenthal (1997) also found that two aspects of empowerment, supervisory

support and job autonomy, had no relationship with commitment

It 1s widely accepted n the Iiterature that involvement or upwards communications 1s a
central approach to achieving successful change It 1s also apparent that there 1s a wide
spectrum of variation between the more limited aspects of upwards communications
(such as suggestions specific to the individual's job), and full scale empowerment The
assumption about upwards communication or mvolvement 1s that it helps generate a
fuller commitment than compliance (people buy into what they suggest), and that it
provides an opportunity for employees to control their future and hence reduce fear of
the unknown and loss, two key aspects of resistance to change explored m Chapter 1
However, there 1s some disagreement regarding when and to what extent involvement 1s
best used This may be due to a lack of understanding in the literature about why

mvolvement actually makes a difference

Lateral Communications

Lateral communications flows 1s the third direction in which 1t 1s argued information
must flow to support change Lateral communications, the process of communications
which improves mtegration and co-ordmation, recerves less attention in the literature
on communicating for change than communicating for mvolvement (upwards
communications) Recent interest in lateral communications has been generated by
those mterested in knowledge management (eg Dickinson, 1998, Field, 1997, Mayo,
1998) rather than those writing about communications and change management Even
n their description of Individualised corporations, Ghoshal and Bartlett (1998) refer to
lateral communications primarily as a means of enhancing shared knowledge and
learming rather than as an enabler of change The lack of discussion about the role of
lateral communications in change management in the communications literature 1s
surprising, given that integration and co-ordination are seen to be key both by those
who describe the 1deal orgamsational types for change (see chapter 1 5 3), and those
who write about the roles of networks n adoption of innovation (see chapter 3 4 2)
Hall (1987) notes that research mto lateral communications has been mmimal, arguing
that orgamsations tend to focus on communications channels within hierarchies

because of traditional vertical organisational structures
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Lateral communications flows are perhaps the most difficult to sustamn For example, a
survey of 1,350 employees across 30 organisations n Ireland directed by this author
(Drury Communications and IPD Ireland, 1997), found that employees scored lateral
communications in their organisations lower than erther upwards or downwards
information flows On a range of 1 to 5, employees scored mean averages of less than
3 for satisfaction with different types of lateral communications, compared with mean
averages of 3 and upwards for upward and downward information flows D'Aprix
(1996) also writes that lateral information flows are often the most difficult to maintain

because organisations, by their nature, tend to be hierarchical

There 1s a lmited number of references to the role of lateral communications in co-
ordinating for change Exterbille (1996) notes that communications flows should be 3-
directional, not just vertical (2 directional) in change programmes and Moss Kanter
(1997) notes that 1t 1s essential to support change by transferring learning between
functions Richardson and Denton (1996) and Lee (1997) also argue that a key role for
the top management team 1s to integrate the common effort by communicating a clear
common vision for all functional areas of the organisation and by supporting lateral
communications structures D'Aprix (1996) 1s perhaps one of the first writers on
communicating for change who focuses specifically on the role of lateral
communications for co-ordnation of effort for driving change He notes in particular
how difficult 1t 1s to maintain horizontal flows of information, but suggests a number
of structures to support lateral communications mncluding top team integration,

multifunctional teams and network alliances

The dearth of attention given to the role of lateral communications mn co-ordination of
change in the literature on communicating for change, 1s surprismg By its nature,
change requires an integration of effort If change only occurs in vertical pockets of
the orgamsation, 1t could not be considered to be the widespread transformational

change described in chapter 1
3.4.3.Gi) The Communications Media

The three different information flows are supported by communications structures and
media Much of the literature on organisational communications 1s devoted to the
relative advantages and disadvantages of different organisational communications
media (see Table 3 1), and the literature gives advice regarding the importance of
matching the nght communications medium to the needs of each particular audience
(eg Evans, 1986, Rafe, 1994, Sinickas, 1994)
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Table 3.1 Benefits And Disadvantages Of Communications Media
(IBEC 1996 : 8)
Media Can Be Good For Can Be Bad For
Wrtten Tools complex 1deas speed
dispersed audience expense
permanence mformality
exchange of opinions
Verbal Tools exchange of opinions control of the message
participation records
mformality complex mformation
mmmediacy dispersed audiences
Electronic Tools immediacy expense
dispersed audiences inhibition

exchange of opinion

selecting information

Written tools such as memos or newsletters allow for permanent record and are
particularly useful as a point of reference for complex 1deas However, they take time
to develop, particularly 1f they are to be designed and printed and, more importantly,
they do not allow for exchange of 1deas or for the communication of subtle nuances
very well Verbal tools such as meetings, briefings or 'walking the job' are advocated as
a key part of any manager's armoury Electronic tools such as e-mail enable messages
to be transmutted efficiently to dispersed audiences but may be mhibiting for many
people Face-to-face communications tools are considered to be the most effective
approach overall Both Klem (1994) and Richardson and Denton (1996) argue that
distortion of the message 1s reduced as new layers of redundancy are added (ie using
multiple means of communication) and that face-to-face communications 1s the most
effective method to use because 1t 1s rich i redundancy That 1s, it provides
overlapping verbal, non-verbal and paralanguage cues Davenport and Lipton (1993)
add that the benefits of face-to-face communications are an ability to check the
recervers' understanding of the 1ssues being discussed and that it provides the receivers

with an opportumty to express views and concerns to seek clanfication

91



However, it is argued that the role of written and electronic tools should not be
underestimated as supporting mechanisms for face-to-face methods. They ensure
consistency of message, an ability to reach everyone if, for example, a CEO cannot
physically reach everyone and they provide materials which employees can refer back
to at a later date. Results from Foehrenbach and Goldfarb's (1990) studies of
employees in 300 organisations across the UK and USA carried out in 1980 and
updated in 1989, are often quoted to emphasise the key role which face-to-face
methods play, but omitting to refer to the support for written tools. In fact, in their
studies, employees were found to have viewed newsletters, employee annual reports
and employee handbooks as important sources of information (41 percent, 37 percent
and 46 percent of employees respectively selected each of these tools as preferred

sources of information in their update survey).

Electronic tools such as e-mail have in the space of five years invaded mainstream
organisational communications. A survey carried out by Hobson (1995) amongst the
Fortune Top 100 companies in the US found that in 1992, less than 10 per cent of the
organisations surveyed used electronic communications. Three years' later, Holzinger
(1995) reported a twenty fold increase in the usage of bulletin boards in the United
States between 1987 and 1995, while more recently, Hacker et al (1998) report
substantial growth in use of e-mail, with almost 80 per cent of organisations in the
USA using e-mail. Electronic communications has also become one of the tools
available to communicators in Ireland. 14 out of 30 participating organisations in a
survey of Irish organisations say they use electronic bulletin boards or intranets (Drury
Communications and IPD lIreland, 1997). The more obvious roles for electronic media
in communicating for change include making information widely available and in the
case of intranets, enabling lateral group discussions on new innovations. In theory,
these appear to have many benefits (eg Kroll, 1997), but in practice, the role of
technology in communications remains quite limited. A study carried out by Zona
Research in 1996, found that only 17 per cent of users have ever used their technology
for group work and most use it (67 per cent), for accessing documents and data (Ragan
Publishing, 1996).

Despite the conclusion that face-to-face tools are more effective, in practice,
organisations are increasing the use of all three types of media - written, verbal and
electronic. In a recent study of 293 organisations of all sizes and sectors in the UK
(Stewart, 1999), e-mail, employee publications and group meetings were found to be
used widely (83 per cent, 88 per cent and 91 per cent of the organisations respectively).

In two studies of over 250 organisations based in Ireland, Gunnigle et al (1994) and
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(1997), found an overall increase m the use of all three types of communications

methods The Drury Communications and IPD Ireland (1997) benchmarking study of

30 orgamisations 1n Ireland also found wide use of all three types of tools even though

employees clearly marked their preference for face-to-face mechanisms The 1,350

employees mn this study say they find that team briefings, informal one-to-ones and

other types of verbal communications to be the most valuable communications

methods Table 3 2 below details the preferred methods by the employees for six key

types of communication

Table 3.2

Preferred Communications Methods By 1,350 Irish

Employees For Six Communications Objectives

(Adapted from Drury Communications and IPD Ireland, 1997)

Communications Objective Method Ranked 1st | Method Ranked 2nd
Providing task mformation Tramning ltol
(49%) (46%)
Update on organisation's performance Mass meetmgs Annual report
(45%) (40%)
Sharing future plans Mass meetings Meeting with head of
(34%) function
(27%)
Secking mput ltol Team briefing
' (39%) (32%)
Announcing urgent news E-Mail Mass meeting
(42%) (37%)
Sharing information across the orgamsation | E-Mail Grapevine
(45%) (23%)

Organisations 1n Ireland, 1t seems, are unwilling to put all their resources into face-to-

face methods The advantages of written methods as communications tools of record

and their ability to reach dispersed audiences may be one reason for this, but a survey

of 913 organisations 1n the UK and Northern Ireland carried out by the Industnal

Society (1994), may also help to explan why This study found that managers viewed

newsletters, notice boards and team briefings as useful methods of communicating

downwards, while 'walking the job' and team briefing were considered the most

effective means of monitoring opintons The orgamisations said they use notice boards

to communicate, 82 per cent said they used team briefing, 78 per cent in-house

newsletters and 38 per cent E-Mail To elicit opinions and 1deas, 70 per cent said they

used 'walking the job', 65 per cent team briefing, 49 per cent consultative commuttees

and 24 per cent attitude surveys
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Some conclusions can be drawn from this review of the literature. Verbal methods are
the preferred communications method because they allow for face-to-face exchange of
views. The literature contends that they are of particular value in communicating
change as they allow managers to listen and respond to concerns (both rational and
emotional), and to seek contributions. However, larger organisations cannot rely purely
on verbal methods. Written methods, and increasingly electronic methods, allow
organisations to communicate with dispersed audiences and put a level of control on
the message because it is ‘'on-the-record'. In practice, organisations appear to be using
a mix of all these types oftools. There appears to be a consensus that print media on
its own is not sufficient and that face to face methods are key (eg. Dulye, 1993;
Exterbille, 1996; Klein, 1996; Richardson & Denton, 1996). The literature suggests
that it is important to use a combination of rich and lean media (eg. Bonvillian, 1996;
Exterbille, 1996; Klein, 1994, Richardson and Denton, 1996; Tourish, 1997), so that
the repetition of message over a variety of methods will increase employees' memory of
the message. However, it is largely accepted that face-to-face communications is the
most effective method of communicating for change and this puts a great level of

responsibility on managers as communicators of change.

3.4.3.(iii) Communications Programmes

A review of many ofthe individual case-studies on communicating change (eg Brege
and Brandes, 1993; Cole and Pace, 1991; IPM, 1993; Jackson, 1998; Lorenz, 1993),
could leave the impression that this type of communications only happens within
formal communications programmes. However, there is a growing argument to
concentrate less on putting specific communications tools and programmes in place
and instead integrate communications into ongoing activity. In fact, a number of
studies have demonstrated that informal communications, whether direct dialogue
between management and employees, networks or the grapevine, are considered by
employees and managers alike to be the best form of communications (eg Harcourt et
al, 1991; Johnson et al, 1994 and Nicoll, 1994).

Landes (1992) also cautions against 'programitis’, where special communications
programmes are introduced separately to on-line communications. He cites campaigns
which include special newsletters, promotional material, slogans and so on, which do
not relate to the ongoing business of management. Haseley (1994) and Quirke (1995)
similarly advocate ongoing communications which follow management structures,
rather than 'fad' programmes running in parallel and Smilansky (1993) and Walker

(1994) argue that a key failing with the introduction of TQM programmes is where
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organisations try to 'sell’ the concept as a distinct campaign. According to Smilanksy,
TQM then takes on an identity in its own right and employees then begin to believe that
it has nothing to do with other activities to make improvements. In short, it is not
integrated with the strategic focus of the organisation. Nevertheless, it appears that in
practice, many organisations, particularly the larger organisations, are encapsulating
their change programmes into special communications programmes (eg Cole and Pace,
1991; Lorenz, 1993) and McGrath and Geaney (1998) argue that the benefit of such
highly visible initiatives which require the commitment of resources, management time
and energy can help build general commitment to the change programme. Moreover,
there is no evidence offered by Landes, Smilansky or Walker to substantiate their claim

that programitis can impair the level of success of the change programme.

3.4.3 (iv) Communications Roles

Communications is the responsibility of line management, according to many writers
(Davenport and Lipton, 1993; Industrial Society, 1994 and Larkin and Larkin, 1994).
However, there is some disagreement as to whether communications structures should
be run directly from senior management to employees (thereby reducing the potential
for distortion at each level in the hierarchy), or be tiered to include middle management
in the process. Foehrenbach and Goldfarb (1990) carried out two IABC surveys of 300
UK and US organisations in 1980 and 1990. In the 1990 survey, 60 per cent of
employees said they would like to receive information from their top executive and 90
per cent said they would like to receive information from their immediate manager.
This is supported by Larkin and Larkin (1994) and Klein (1996) who argue that the
most credible source of information is the supervisor. However, Puitti et al (1990)
found in a survey of 122 employees of an engineering company that commitment to the
organisation correlated more with the strength of the communications relationship
between the employee and top management rather than the communications
relationship between the employees and their supervisors.

Top management, and particularly the CEO, are considered to play a key role in taking
on the mantle of'leaders' in communicating change. This has implications for the role
oftop management as communicators. Kemper (1992) and Quirke (1995) write that
employees need to have confidence in their top management team, which means that
the top team need to be visible and active communicators. Haseley (1994) and
Richardson and Denton (1996) and Tourish (1997) suggest that the CEOs have to
demonstrate their commitment to change, while Schaffer and Thomson (1996) and

Quirke (1995) add they also have to actively demonstrate their vision of the future.
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D'Aprix (1996) outlines four specific communications roles for the leaders of the
organisation during change: to be visible, to set the tone for change, to take a long-term
view of values and to point to the type of role models of the new organisation which
are required. All, according to D'Aprix, involving active and visible communications

from top management.

Line managers, too, are considered to play an equally important, although a different
role from the top management team. Referring to IABC studies which demonstrate that
managers are a preferred source of information (Foehrenbach and Goldfarb's work,
1990), various writers (Klein, 1994; Larkin and Larkin, 1994 and Richardson and
Denton, 1996) argue that line managers are the key communicators of change. Larkin
and Larkin (1994) and Klein (1994) both warn that if line managers are bypassed in
the communications process, their credibility is undermined. The daily incremental
changes needed to make up the overall change programme is dependent on their

relationship with their reporting employees.

Whereas top management's communications role is to set out the broader picture, the
line managers' role is considered by the literature to be more focused on daily activities
relating to the change process. Bonvillian (1997 : 24), for example claims that their
role is to bridge the 'two worlds of strategic and operational reality' by translating the
vision into how it will impact people on a daily basis. Their language is the same
language as that used by their employees, while senior management can revert back
into management speak. They also are involved in more daily listening and interacting

with employees, which enables questions and concerns to surface.

Earlier in this chapter (chapter 3.4.1), it was seen that an important factor in
persuasion is the perceived expertise, credibility or likeability of the source. Key
persuaders are known as opinion leaders and opinion leaders have also been identified
by Klein (1996) and Larkin and Larkin (1994) as having a key communications role in
change management. However, Larkin and Larkin specifically identify supervisors
and line managers as being those opinion leaders, unlike Klein, who point out that
people outside the line structure can have a disproportionate impact on their peers'
attitudes. These people, according to Klein, should be actively used as endorsers of the
change process.

There are inconsistent views, based on research evidence, as to which function in the

organisation is being given responsibility for sponsoring communicating for change.
Drury Communications and IPD Ireland (1997) found that 21 out of 30 Irish
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organisations participating in their survey on communications placed responsibility for
internal communications with the HR function. Four placed it in the PR/Marketing
department and a further three in the CEO's office. Research in the UK and Northern
Ireland (Industrial Society, 1994), would also suggest that the HR function is
increasingly being given the responsibility for co-ordinating organisational
communications. However a study of 11 Irish manufacturing organisations (Foley et
al, 1996), found that none ofthe participating organisations had given responsibility to
HR for organisational communications, although they were responsible for industrial
relations, while a more recent Irish study of 52 organisations implementing quality
programmes which had recognisable HR departments in place, also found a very
limited role for the HR function in delivering communications support (Buckley et al,
1998). While it is argued in some comers (eg Buckley et al, 1998), that the HR
function should be playing a more central role in providing and maintaining
communications programmes to support change, there is a concern that in allocating
this role to HR, on-line managers do not abdicate their own responsibilities, given the

importance of their role as communicators (Larkin and Larkin, 1994; Quirke, 1995).

3.4.3.(v) The Communications Climate

Tools, structures and communications programmes make up the more tangible aspects
of organisational wide communicating for change. It is also argued in the literature that
a more intangible aspect of communications - the communications climate of the
organisation - can have an influence on the acceptance of change (eg Filipczak, 1995).
Fiorelli and Margolis (1993 : 8) write:

Large systems change is difficult to impossible in an environment where open
communication, mutual trust and risk taking are not nourished and actively
encouraged.

The two key factors which those writing about communications climate continuously
refer to are openness and trust; both factors, Eisenberg and Witten (1987) argue, being
the legacy of the Human Relations movement. They are also the very aspects of the
communications climate which can come under most pressure during change. For
example, Quirke (1995) cites a study of UK organisations carried out by MORI which
found that trust levels drop radically from an average of 66 per cent in stable times to
49 per cent when undergoing change and McLagan and Nel (1996b) note that learning
from errors, vital to the learning involved in change, will not occur in a climate which

does not have high levels of trust.
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Openness is considered to be a vital ingredient in trust. Various writers (Champy and
Nohria, 1996; Dulye, 1993; Exterbille, 1996; Ghoshal and Bartlett, 1998; Klein, 1996;
Pascale et al, 1997; Quirke, 1995 and Richardson and Denton, 1996) all agree that it is
key for credibility and trust. Dulye (1993 ; 24) points out:

Regardless of how bad the news is, people need to hear it. Information gaps
cause employees to misinterpret decisions, mistrust occurs, people polarise
themselves from management. Communications arms people with the facts. It
redirects energy away from anxiety to action.

This view is supported by a study carried out amongst 400 employees in the UK
banking sector (Financial Times, 1998), which concludes that managers' perceived

lack of openness is viewed as the most common reason for lack of trust.

Caldwell (1994 : 17) explains that openness is based on;

Direct, face-to-face communication in which employees are active
participants, encouraged to ask questions, offer feedback and assume
ownership for actions agreed within a framework of open dialogue.

A matter of some debate for management is to what extent an organisation should be
open with information, particularly ifthe information is commercially sensitive or if it
involves bad news. The prevailing opinion (eg DiFonzo and Bordia, 1998; Filipczak,
1995; Kemper, 1992; Richardson and Denton, 1996), is that open communications
enhances the organisation in many ways. It opens up levels of trust, it reduces
uncertainty and rumours and it provides people with the information they need to make

better decisions and to input meaningfully into the success of the organisation.

However, Filipczak (1995) cautions against indiscriminate openness for the sake ofit,
which may not be relevant to those concerned and may cause information overload.
Similarly, Eisenberg and Witten (1987) argue that the concept of'openness' has been
discussed in woolly terms and when more closely defined, it is apparent that total
unquestioning openness in an organisation is a nonsensical aspiration. They
differentiate, for example, between disclosure of non-personal information and
personal information. They suggest that a working relationship may be harmed rather
than improved by disclosing personal thoughts about the other person and a manager is
better off using ambiguous statements when providing negative feedback about
performance than clear, unambiguous statements. However, Eisenberg and Witten's

examples fail to support their argument that openness should be curtailed in any way.
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The way in which information is presented is something quite different to withholding
of that information. Schweiger and Denisi (1991) also argue against universal
openness. They write that during acquisitions, for example, while it is essential to be
open and honest, there is little to be gained from focusing on negatives which are not

likely to arise in the future and which may cause uncertainty and fears for little reason.

In reality, not all organisations are prepared to be open with financial and performance
related information or information of particular relevance to change management -
information about the future. DiFonzo and Bordia (1998) note that managers may fall
silent because they are afraid to mislead or give out incorrect information, because they
themselves do not have all the answers. Lawler et al (1992) carried out a study of 313
Fortune 1,000 organisations and found that while three quarters of the organisations
were willing to share information about the companies' operating performance, only 54
per cent were prepared to share information about the operating unit's performance and
less than halfwere prepared to share business plans for the future. On a smaller scale,
a survey of 30 Irish organisations (Drury Communications and IPD Ireland, 1997),
revealed that only nine of the 30 organisations share information about the
organisation's profits with their employees while 12 of the organisations share the
organisation's strategic plans for the forthcoming year. Similarly, Gunnigle et al (1994)
found in a survey of 267 Irish organisations that only around 40 per cent of
organisations share information about financial performance or future strategy with
clerical workers and even fewer organisations are prepared to share such information
with manual workers (36 per cent for future strategy and 33 per cent for financial

performance).

Openness may be associated with straight talking and frankness (eg Champy and
Nohria, 1996 and Pascale et al, 1997). However, a concept also tied in with that of
openness is timing. Smeltzer (1991) interviewed respondents in 43 organisations
undergoing change and found (both through quantitative and content analysis), that
timing dominated people's perceptions about the openness and trust levels of the
organisational climates and consequent effectiveness of their change programmes. As
managers held back on the provision of information, rumours took over or employees
relied on outside sources to establish what was happening. In concluding his findings,
Smeltzer (1991 : 22) wrote:

Timing of the communication and the proliferation of rumours was much more
important than the message style or channel. 'Just let us know what's going on'
is frequently heard from employees.
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Miller et al (1994) also looked at timeliness of information amongst eight other factors
believed to influence willingness to participate in organisational change. Following a
survey of 168 employees of all types and levels in a US insurance company, they
identified timely, helpful information as being the key influence and conversely, the
absence oftimely information was found to increase anxiety levels to a degree which

made employees resistant to change.

Quirke (1995), in his model for communicating about change, also advocates being
open with information sooner rather than later. Acknowledging managers' reluctance to
provide information about something which they themselves have not thought through,
Quirke nonetheless argues that to reduce rumours, maintain trust levels and give
employees the time to come on board, managers should be communicating options for
change sooner in the decision making process than waiting to announce foregone
conclusions. Supporting Quirke's contention, Larkin and Larkin (1994) write that if
managers wait for certainty, they will never be able to communicate. Instead, they
should start communicating sooner about probabilities and options open to the

organisation.

Bryan (1997), however, argues that timing marks the difference between openness and
transparency. He writes that organisations may select to be open, but only when
information is made available as it develops, is an organisation actually ‘transparent'.
He stresses that being open is not sufficient during the uncertain process of change, but
that an organisation has to be transparent in the way it considers options and makes

decisions about the preferred direction to take.

The literature overwhelmingly supports the argument that openness is important during
change to enable trust levels to remain high and anxiety to be minimised. Dulye (1993)
writes that regardless of how bad news is, people need to hear it, providing the
information redirects energy away from anxiety to action. Roberts (1991) adds that
people need to be treated like adults; they need the freedom to influence their own
course of destiny and can only do so ifthey are given sufficient information about
impending changes and in time. Kemper (1992) adds that managers should
acknowledge in cases of change that managers do not have all the answers, that trial
and error will occur and that there will probably be pain and loss for many. In
addition, studies such as Smeltzer's (1991) appear to demonstrate that it does have an

impact. The literature argues for openness during change, but it is not clear how strong
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an impact 1t has in comparnison with, for example, the nght type of persuasive message,
or the right type of communications tools This gap i our knowledge leaves an
opportunity to examine whether openness 1s, in fact, a key vanable or just one of a

number of equally important communications variables

However, despite the perception that openness 1s key, 1t 1s apparent from the literature
that what 1s happening m reality does not reflect the theory (eg Drury Communications
and IPD Ireland, 1997, Lawler et al, 1992) Organisations tend to restrict openness
either for commercial confidentiality reasons or to await a tuime when they feel prepared
to announce a management decision The reasons for not supporting total openness m
practice are relatively clear, but 1t 1s also clear that management have not yet been
given a convincing enough argument which would lead them to believe that the benefits

of openness outweigh the disadvantages

3.4.4 A Summary of the Communications Factors Considered To Be Important

For Organisational Change

In the preceding sections of this chapter, a vanety of communications practices
advocated by the literature to support change are discussed These practices are
prescribed m the belief that they will enhance trust levels, reduce resistance, enhance
commitment and provide a common vision and clarity on what 1s required and thus
facilitate organisational change Table 3 3 below summarises the practices into six
areas, some of which are more relevant to the interpersonal and group-wide
communications, but the majority of which are relevant to organisational-wide

communications
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Table 3.3

Change According to the Literature

The Communications Factors Necessary for Organisational

Factor Argument Examples
Content Of Message | Logical and / or emotive argument | Grates (1994) Quirke (1995)
on benefits Berzok (1997) Ghoshal
(1995)
Communicate plans and DiFonzo & Bordia (1998)
achicvements Schaffer (1997)
Openness Open climate Quurke (1995) Smeltzer
(1991)
Media Face-to-face 1s key Caldwell (1994)
Supported by mix of electronic / IBEC (1996)
written
Roles Top managers play a key role Kemper (1993) Quirke
(1995)
Middle managers play a key role Davenport & Lipton (1993)
Opinion leaders play a key role Siebold & Meyers (1996)
Information Flows Mixture of downwards, upwards Haseley (1990)
and lateral
Upwards 1s necessary for Bowen & Lawler (1990)
commitment D'Aprix (1996)

Lateral 1s necessary for integrated

Exterbille (1996) Ghoshal &

effort Bartlett (1998)
Communications Communications should be
Programmes mntegrated into daily activities Freeman (1994)

The key arguments put forward are that the communications climate should be open to

enhance trust, information should flow freely in three directions, managers and opinion

leaders play a key role, communications about change should be integrated into daily

activity and face-to-face communications methods are key, supported by a mix of

written and electronic methods There 1s some debate regarding whether the content of

the message about change should focus on emotive or logical arguments, or both

The general argument put forward 1s that all of these practices are equally important

for all situations This 1s surprising, gtven that organisations vary 1n size, sector and

level of development and given that change programmes themselves can vary 1n content

and scale (eg Dawson, 1994) Ths 1ssue 1s explored in more detail in the next section
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3.5 Is There A Universal Model Of Organisational
Communications?

The impression given by the literature on organisational communications for change
management 1s that there 1s a umversal 'right way' to communicate for change
Principles such as face-to-face communications, openness and multidirectional
information flows are recommended as being 'might' for every situation For example,
Exterbille (1996) lays down five key messages to be communicated n all quality
change programmes and Klemn (1996) sets out six key principles for communicating
change including face-to-face communications, using managers and focusing on
relevant content In addition, Wilkinson (1989) claims the 'golden rules' for
communicating change include openness, honesty, relevance and two-way
communications, while Smith (1991) has her own six 'commandments’ for effective
communications including senior management commitment, communicating the
business case for change and using a diversity of communications media However,
these assertions are often made without any empirical support to sustain them, while
mnterestingly, a related field of organisational communications writings which does
have a good degree of research based evidence - organisational communications to
support job satisfaction or job performance - does not assume that there 1s a universal

'might' way to communicate

There are many studies which show a relationship between communications and job
satisfaction (eg Rodwell et al, 1998, Tourish, 1995) In Baird and Diebolt's (1976)
classic study of 50 clerical staff and supervisors in a manufacturing orgamsation, job
satisfaction was found to correlate positively with the frequency of communications
between staff and supervisors, as well as the quality of their relationship Schweiger
and Denisi (1991), who followed the progress of two comparies following a merger,
also concluded that communications played a key role n job satisfaction and
commitment Various studies have also been published to demonstrate a relationship
between communications and performance Tourish (1995) refers to an unpublished
doctorate by Harrison (1986) who demonstrates that communications between
managers and staff was three times more powerful in predicting profitability in 40
major US corporations than the four next most powerful predictors combined (market
share, capital intensity, size of firm and sales growth rate) Bayliss (1996) contrasted
the perceptions of employees of hugh performing organisations with those of low
performing organsations (750,000 employees 1n total), and found considerable
differences m satisfaction with certain types of communications Employees from high

performing organisations were considerably more satisfied with available information
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about their jobs the organisation as a whole and the environment m which 1t operates,
the extent to which their contribution 1s sought by their managers and personal and
team feedback A more recent study by Rodwell et al (1998), based on a survey of 329
employees of an Australian information technology company, found, usmg regression
analysis, that communications was a strong a predictor of job satisfaction and

commuitment

The relationship between organisational communications and satisfaction or
performance 1s supported by these studies However, 1s it fair to assume that one
umiversal model of communications is equally effective in all situations? A closer look
at the studies reveals that different communications factors actually correlate with
different outcomes Three studies on the relationship between communications and
performance and / or satisfaction are regularly cited, a study by Lewis et al (1982),
which looks at the relationship between communications and productivity in three
working situations, a study by Pincus (1986) which examines the relationship between
communications and satisfaction and or reported performance, and Clampitt and
Down's (1993) research 1nto the relationship between communications and productivity

In two companies

Lews et al (1982) were particularly interested 1n establishing whether or not 1t takes
different types of communications to achieve productivity m different work srtuations
They looked at the church, the military and at a small manufacturing enterprise
Productivity was described differently accordmg to each orgamisation In the Church, it
was measured by factors such as service, in the military 1t included factors such as
leadership and absenteeism and 1n the small enterprise it was judged on the basis of
quarterly efficiency reports Through a survey, they exammed what type of
commumnications was the greatest predictor of productivity and found differences
according to each work situation The greatest predictor of productivity m the church
was ‘person’ communications, that 1s, communications which focuses on personal
1issues However, different results emerged for the military The type of
communications which was the greatest predictor of productivity in their case was
'task' communications, that 1s, communications focusing on the task at hand The small

enterprises required a mixture of both person and task communications

These results cast doubts on the assumption that there 1s a umversal 'nght way' to
communicate for productivity It 1s clear from this research that the approach 1s
contingent upon the different type of organisations and what productivity means for

them Interestingly, the 'person’ oriented and 'task' oriented communications identified
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by Lewis et al are similar concepts to the emotive and logical message content which
has been the focus of much discussion 1n the literature on persuasion (chapter 3 4 1)
They are also resonant of the two different influences on communications 1dentified in
chapter 3 3 1 "Person' communications 1s primarily interested in the humanist concept
of fulfilling the needs of the individual, while ‘task' communications 1s much more
aligned with achieving management's goals From Lewis et al's research, it would
appear that both influences play an important role in achieving productivity, but in

different working situations

The study conducted in 1986 by Pincus, examined the relationship between different
types of communications and both job satisfaction and job performance Using Downs
et al's (1973) Communications Satisfaction Questionnaire, a questionnaire which has
been validated for consistency and reliability a number of times, Pincus asked 327
nurses to rate their satisfaction with nine communications dimensions They were also
asked to complete a job satisfaction and job performance questionnaire It could be
argued that reported job performance 1s very different to actual observed performance,
but there was considerable vanation within the group of nurses to suggest that those
not performing had scored themselves lower on the scales that their counterparts
Through correlation and multiple regression, Pincus discovered clear patterns whereby
groups of communications dimensions correlated with job satisfaction, reported job

performance or both (see Figure 3 1)
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Figure 3.1 Relationship Between Different Communication Dimensions And
Job Satisfaction And / Or Performance
(Source : Pincus 1986 : 403. Figure 1)

Relational Informational /Relational Informational
Dimensions Dimensions Dimensions
* subordinate * personal *media
communication Teedback quality
_ * communication * organisational
* horizontal _ _ N
_ _ climate integration
communication
* supervisor * organisational

1 top management

i N communication rspective
communication pe

Job Performance

Stronger positive correlations

Weaker positive correlations

The three relational dimensions are predominantly focused on satisfaction with
communications relationships with other members of the organisation, whether
subordinates' satisfaction with their relationship with their superiors, peer satisfaction
or general satisfaction with top management. These relational dimensions strongly
correlated with job satisfaction. The three informational dimensions focus on the
satisfaction with the flow and content of information throughout the organisation: the
formal communications tools, the availability of organisational-wide information such
as polices and job related information. These informational dimensions correlated
strongly with reported job performance. The three informational / relational dimensions
cover both the communications relationships and satisfaction with the content and flow
of information. Personal feedback relates both to providing regular performance
information, but also recognition of efforts and the communications climate, for

example, relates both to the person's identification with the organisations and the
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timeliness of information These mformational / relational dimensions correlate both

with job satisfaction and job performance

In common with Lewrs et al (1982), Pincus' research demonstrates that the relationship
between communications and satisfaction or performance 1s not universal Different
dimensions of commumcations correlate with different outcomes Moreover, a similar
theme to Lews et al's research emerges in Pmcﬁs' results a contrast between person
oriented (in this case called the 'relational’ dimension), and task oriented (called the

'mformational' dimension), communications

The third study was carried out in 1993 by Clampitt and Downs They asked 63 staff
from a savings and loan company and a further 110 staff from a chair manufacturer to
complete Downs et al's Communications Satisfaction Questionnaire They also asked
the staff to both define what they mean by productivity and to the note their own
performance against that definition They did not combine the communications
dimensions in the same way that Pincus did They found that the two different types of
productivity were impacted separately by different communications dimensions For
the savings and loans company, a service organisation, personal feedback and the
communications climate were both considered to have the most significant impact on
either productivity (both very 'person’ oriented), while those i the chair manufacturers,
pomted to personal feedback and subordinate satisfaction with their relationship with
their boss as being key The results point once again to the need to apply different
types of communications to different working situations i order to achieve results
However, these results stress the importance of person-onented communications as
having the most impact for both orgamsations, unlike the other two studies where

certamn situations required task or information oriented communications

What imphcations does this research on communicating for performance or
satisfaction have for communicating for change? These three studies would mdicate
that 1t 1s not possible to attribute one model of organisational communications
umversally to organisational performance or satisfaction Different strategies work
more effectively 1n different situations Yet, as with the change management literature
generally, communications strategies for change, with very few exceptions, are
described 1n a unmiversal manner n the literature as being the 'one' way or 'nght' way to
commumcate for change There 1s little attempt to differentiate for types of change, the

degree of change required or the type of organisation within which change 1s expected

to happen
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3.6 Conclusions

This review of the literature on organisational communications and change
demonstrates that there 1s no shortage of attention paid to the subject, but there 1s a
remarkable degree of uncritical acceptance of universal assertions regarcimg the ‘one
night' way to communicate for orgamisational change In making these assertions, there
1s little distinction made between different organisations and change situations In
addition, there are few linkages drawn back to relevant theories (such as attitude
theories or theories of motivation), where 1t has already been noted that there 1s

considerable less certamty about the robustness of various assumptions

Many questions arise from this First of all, 1s 1t necessarily correct to assume that the
approaches 1dentified in the literature as being key to organisational change (1e content
of message, an open climate, the choice of media, the roles of managers and opinion
leaders and information flowing n three directions - downward, upwards and
laterally), are all equally important? Perhaps some of these factors (or indeed other
factors not 1dentified in the literature), are more important than others Secondly, what
communications strategies are actually used by organisations which have successfully
undergone organisational change i practice? If, as the literature appears to admut,
certain approaches are not commonly used such as wide-spread openness or lateral
communications, perhaps not all of these factors need necessarily be used 1n all cases
Thurdly, 1s 1t correct to assume that all organisations and all change situations require
the same maxture of communications practices? Perhaps some practices work better for
different situations It was noted that in other areas of organisational communications
research (1e connecting orgamisational communications with performance and
satisfaction), that contingency models were more appropriate than umversal models

Perhaps this 1s equally relevant to communicating for change

It would be unfair to suggest that all the literature on communicating for change 1s m
total agreement on every aspect There are some areas where there 1s considerable
debate For example, there 1s a diversity of views regardmg the most mapactful
persuasive message, the extent to which mvolvement 1s necessary 1n all cases, the role
of non-managenal opinion leaders m supporting change and the extent to which

organusations need to be fully open
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Finally, because there 1s little or no reference back to the theories behind the various
communications practices, there appears to be a dearth of understanding surrounding
why communications appears to be an important aspect of organisational change As a
result, there 1s a danger that assumptions are being made regardmg links between

communications and change, which may not necessanly be correct
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Summary Of Section One

This review of the literature was separated into three chapters to explore in detail what
is known and written about in three areas of relevance to this thesis; organisational
change, total quality as a type of organisational change and organisational
communications as a key strategy of organisational change. It was noted that there was
very little overlap between the three strands of the literature, with writers researching
and commenting on related issues without referring to the work carried out in the other
fields. Yet interestingly, a number of common threads are apparent across two or more
of the three chapters, even though the authors themselves do not appear to be aware of

what is being written in the other areas.

First of all, it becomes apparent that the managerialist assumption prevails throughout
both the change management literature and the organisational communications
literature. Implicitly, management is given the prerogative to decide what type of
change is necessary and why (chapter 1.4), while organisational communications, in
the main, is seen to be a management tool to help management achieve their objectives
(chapter 3.3.1). There is even concern expressed in some quarters of the quality
literature that total quality itselfis largely a management driven initiative (chapter 2.3).
A small number of authors do question the prevailing agenda, but in the main, the
common thread throughout the literature on the three areas is to find the most

successful way for management to implement change, quality or communications.

A second thread which permeates the literature and which is possibly linked to the
managerialist agenda, is the prescriptive and unquestioning nature of much of the
literature. In chapter 1, it was noted that the literature today tends to describe six
features of the ‘ideal organisational type' for change (chapter 1.5.3), together with a list
of strategies for change management which apply in all situations (chapter 1.6).
Similarly, the organisational communications literature prescribes six areas of
communications strategies which are deemed to apply equally to all situations (chapter
3.4).These universal guidelines are given, despite evidence in other parts of the
literature to suggest that organisational characteristics, employee profiles and different

types of change situations themselves, may require different responses.
Looking at the process of change itself, common assumptions prevail between the

organisational change literature and the literature on total quality. The dominant view

in the organisational change literature is that organisational change can be described in
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linear and incremental terms (chapter 1.3), although there are contrary opinions on this
point. Meanwhile, all of the descriptions of the organisational process to becoming
total quality organisations are built on the assumption that this is a linear and

incremental process (chapter 2.6).

When focusing in on the factors deemed to support organisational change, a number of
common threads also emerge. One such thread is the concept of integration. In chapter
1.5.3, itwas found that three organisational features (open information flows, flat
hierarchies, co-ordination), are consistently raised in the organisational type literature
as being important for organisational change, pointing to the concept of integration as
being key for such change. Integration was specifically selected as being a key feature
in two organisational profiles described in detail in this review; Plant's (1987)
'Organisational Profile For Change' and Ghoshal and Bartlett's (1998) *Individualized
Corporation’. The concept of cross-integration of organisational structures and co-
ordination also emerged in the quality literature (chapter 2.5), while integration
through lateral communications flows was advocated as a communications strategy for

organisational change in the organisational communications literature (chapter 3.4.3).

A second common thread which is deemed to support organisational change is the
concept of involvement and empowerment. Upwards communications and involvement
is strongly advocated in the organisational communications literature (chapter 3.4.3)
and the concept is seen to be a key feature both of organisations described as being
effective for organisational change (chapter 1.5.3), and in total quality organisations in

particular (chapter 2.5).

The third common thread is less easy to label, but permeates the different areas of the
literature, nonetheless. This concept relates to the importance of the softer, human
aspects of organisational change, perhaps best described as "humanism’. As with
integration, this concept emerges as a common thread between five organisational
features consistently identified in the literature as being important for organisational
change (chapter 1.5.3). It also emerges as a key dimension in both Plant’s (1987) and
Ghoshal and Bartlett's (1998) organisational profiles. Earlier in the literature review on
commitment to change, it was noted that individuals' responses to change will be
influenced by a range of 'soft’ factors such as values, emotions, concerns and whether
or not the individual feels respected. It is argued that these emotive issues will play a
large part in their commitment or resistance to organisational change (chapter 1.5.2).
In the organisational communications literature, there is also a recognition that

persuasive arguments for change must address these personal and emotional issues as
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much as logical concerns (chapter 3 4 1) Moreover, a second strand of organisational
communications literature beyond managenalisth was traced, whereby humanism'’ 1s
ncreasingly becomng an mportant mfluence (chapter 3 3 1) Thus strand focuses on
how communications can support a relationship of mutual respect - a concept
separately rdentified m the hiterature on commutment (chapter 1 5 2), as bemng key for

commitment to change

By pulling together these strands, a number of key concepts are beginning to emerge
which appear to link organisational commumications with organisational change Yet,
because the literature 1n each area does not appear to ink n with related areas, 1t tends
to unquestioningly promote prescriptive guidelines without questioning which features
are more maportant or without questioning how or why the different features mght

work This raises a number of 1ssues and unanswered questions

First of all, there 1s a tendency to advocate umiversal guidelines for change management
(including communications guidelines for change), regardless of organisational
variables or the type of change mvolved Do such guidelines hold m all situations 1n

practice?

Secondly, there 1s a tendency to list series of communications practices with no
conceptualisation of these nto core principles such as the common threads of
ntegration, empowerment and humanism which emerged when pulling the strands of

the literature together Can core principles of communicating for change be 1dentified?

Thurdly, there are httle or no links drawn between that which 1s advocated and that
which happens mn practice Does reality actually reflect that which 1s advocated 1n the
literature? There are also few links drawn back to relevant theories (eg on commitment
to change), to try to explain why an advocated strategy 1s deemed to be approprate

Can the nature of the relationship between advocated communications strategies and

successful change be explamned?
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The literature review also explores the concept of total quality as the context for
transformational orgamsational change The literature which describes the process of
becoming a total quality orgamsation in linear terms 1s i broad agreement about the
key stages, but 1s quite complex A model was put forward to summarnse that change

process, which needs to be validated

These 1ssues form the basis of the research for this thesis, influencing the methodology
selected A description of the research methodology, including an explanation as to
why the methodology 1s deemed both appropnate and valid, is provided 1n the next
chapter, chapter 4 ‘
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SECTION TWO

RESEARCH METHODOLOGY
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CHAPTER 4 RESEARCH METHODOLOGY

4.1 Introduction

A review of the hiterature n section one has shown that an opportunity exists to
mvestigate in more detail the relationship between organisational communications and
orgamisational change Many questions were raised about the nature of the relationship
between commumnications and change management The absence of answérs 1s noted by

Pascale et al (1997 128), who write

As 1t 1s, most of what's been written about transformational change 1s either
too conceptual and therefore too impractical, too mspirational and therefore
too vague, or too company specific and therefore too hard to apply to one's
own situation

Pascale et al (1997), together with Stamner and Stamer (1997), and McGrath and
Geaney (1998) call for more research to better understand the nature of change
management McGrath and Geaney (1998 31), are particularly concerned about the
lack of research mto change management 1n Ireland writing 'on the research front in
Ireland, one 1s struck by the low level of significant research focusing directly on
orgamsational change and its management ' They attrnibute this to factors such as lack
of time and money, unwillingness by organisations in Ireland to open up to such
research and the area falling between cracks as 1t 1s not clearly situated 1n one
particular academic discipline over another It 1s clear from their comments that there
1s an opportunity to carry out research on change management, particularly 1n the Irish

context

It has also become apparent in the literature that there 1s very limited understanding of
internal orgamisational communications itself In a special edition of 'Human Resource
Management' devoted to internal organisational communications, the editorial

hghlights the lack of understanding 1n this area (Urlich, 1998 2)

We believe 1t 1s time for HR professionals to come to a better understanding of
why communications matters, how to build communications strategies, how to
link these strategies to HR and business mitiatives and how to design and
deploy communications tools
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In planning the best way of researching the links between organisational
communications and change, cognisance has to be taken of the paradigms under which
the research method 1s approached and the influences mnherent in the researcher's
perspective on organisational communications Thus chapter raises research 1ssues
which remain unresolved in the review of the literature, it discusses the research
methods and mstruments available for fieldwork, 1t sets out the instruments which have

been selected for this study and why, and outlines the approach to analysis

4.2 Identifying The Research Hypotheses

The review of the literature (chapters 1 to 3), ponts to a series of 1ssues which are
either contested n the literature or about which relatively little 1s known In addition, 1t
was noted that both m the change management Iiterature and m the literature on
organisational communications, there tends to be a considerable number of umiversal
statements made about the 'right' way to achieve orgamsational change, with Iittle or no
empirical evidence to support the claims and with few links drawn to relevant

theoretical underpmnings

The topic of orgamsational communications and change management 1s very broad and
m scoping out which aspects of the relationship should be mvestigated, there 1s danger
of losing focus It was decided to focus primarily on determining whether or not a
relationship exists between the various orgamisational communications practices
advocated 1n the literature and orgamsational change In doing so, the research will
also determine whether or not long lists of practices can be brought together into a

model of communicating for change, encompassimng the key principles involved

These two 1ssues were the primary focus of terest However, a number of ancillary
1ssues developed from these primary questions For example, if a model of
communicating for change 1s 1dentified, will 1t necessarily apply 1n all situations? Are
some communications practices more important for orgamsational change than others?
In addition, if a number of communications practices are 1dentified as having a

relationship with orgamisational change, how and why do they correlate with successful

change?

To answer these questions, 1t was decided to mvestigate the communications practices
of a number of orgamisations undergoing a similar pattern of orgamisational change
and to contrast the practices of those organisations judged to have made progress n

that change process agamnst those which have not In chapter 2 of the literature review,
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a number of features of total quality were 1dentified which mdicate that quality
provides an excellent context for measuring orgamisational change These features
include wide-scale prevalence of quality mitiatives in Ireland and the fact that total
quality 1s considered to mvolve far-reaching change for both the individual and the
orgamsation A five stage model of orgamsational change from having quality
assurance processes in place to total quality was put forward as the indicator of

organisational change, but this needed to be tested for validity

The following hypotheses were developed from these 1ssues

Hypothesis 1
The proposed model of organisational change to total quality, incorporating five

incremental stages, is well-grounded.

Hypothesis 2
Those organisations which have attained the Irish Q Mark do not adhere to all of

the communicating for change practices advocated in the literature.

Hypothesis 3
Communicating for change practices can be differentiated between those of central

or peripheral importance for organisational change.

Hypothesis 4

The selection of communicating for change practices is contingent upon
organisational and change variables.

Hypothesis 5

1t is possible to put forward an explanation regarding how communications

supports organisational change.

The reasons for putting forward each of these hypotheses are set out below
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Hypothesis 1
The proposed model of organisational change to total quality, incorporating five

incremental stages, is well-grounded.

Burnes (1992), Raynor (1992) and Hutchmns (1990) all cited i chapter 2, claim that
becoming a quality orgamsation mvolves fundamental, transformational change A
model of change from quality assurance to total quality, mvolving five quality
constructs, 1s proposed mn chapter 2, which was developed from descriptions of the

process of change to total quality i the literature This model has to be tested
Three specific hypotheses have been formulated

Hypothesis 1(a) Organisations achieve quality assurance standards before

progressing to total quality

Table 2 3 in chapter 2 summarnises five models of becoming a total quality organisation
found 1n the literature (Crosby, 1979, Dale and Cooper, 1992, Dale and Smith, 1997,
PA Group, 1991, Rommel et al, 1994) The models suggest that organisations undergo
a process of change which starts from having no quality processes, through a quality
assurance stage to eventually reaching total quality This premise can be tested by
examining the extent to which this sample of organisations appear to have quality

standards m place before attamning the features of total quality in any consistent form

Hypothesis 1(b) Organisations progress through the proposed five stages

of quality assurance and total quality in the same sequence.

It was also noted n chapter 2 that while relatively complex, Table 2 3 does highlight
consistent patterns of 'earlier' and 'later' characteristics associated with the process of
becoming a total quality orgamsation It 1s hypothesised that organisations do
consistently progress through stages of becoming a total quality orgamsation n a
similar sequence Examining the extent to which this sample of orgamisations adhere to

the five sequential steps proposed by this model, will test this hypothesis
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Hypothesis 1(c) The process of organisational change to total quality can

be described in linear and incremental terms.

There is some debate in the literature regarding whether or not change generally is a
staged process (eg Dale and Smith, 1997; Orlikowski and Hofman, 1997). The model
proposed for this study assumes that organisational change to total quality builds on
incremental stages in a linear fashion. This hypothesis can also be tested by

establishing whether or not organisations do tend to adhere to the proposed model.

Hypothesis 2
Those organisations which have attained the Irish Q Mark do not adhere to all of

the communicating for change practices advocated in the literature.

Chapter 3 details a series of communications practices advocated in the literature for
change management (Table 3.3). It was noted in the literature that there is general
agreement on the communications practices considered 'right’ for organisational
change, often with little or no empirical evidence to support these claims (Smeltzer and
Zener, 1995; Synopsis, 1998). Moreover, what little research has been carried out on
assessing the extent to which organisations adhere to the guidelines set out in the
literature, indicates that the differences between what is advocated and what happens in
practice is marked (eg DCL and IPD Ireland, 1997; Dulworth et al, 1990; Hobson,
1995; The Industrial Society, 1994). Irish Q Mark organisations have been selected as
the research population because they have embarked, to a lesser or greater extent, on a
process of change (Monks et al, 1997). By comparing the communications practices of

these organisations with those advocated in the literature, Hypothesis 2 can be tested.

In particular, the following hypotheses have been formulated

Content
Hypothesis 2(a) Organisations do not tend to adhere to the guidelines of

articulating both the logical and emotive benefits of change

Research indicates that communicating both the logical and emotive benefits of change
is important (eg Bacharach et al, 1996; Petty and Cacioppe, 1986; Zuwerink and
Devine, 1996). However, there is little evidence on whether or not this happens in

practice. It is hypothesised that while organisations might put forward the business
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case for change (as advocated by D'Aprix, 1996), there 1s less comfort with discussing

emotive and personal 1ssues within the business environment

Openness
Hypothesis 2(b) Organisations do not tend to adhere to the guidelines of

unrestricted openness with information about the change

programme.

It was noted m chapter 3 4 3 that a number of studies have found that m practice,
organisations tend to be very reticent to share information which 1s deemed to be

sensitive or open to change (eg DiFonzo and Bordia, 1998, Drury Communications
and IPD Ireland, 1997, Gunnigle et al, 1994, Lawler et al, 1992)

Media
Hypothesis 2(c) Organisations do tend to adhere to the guidelines of
combining rich and lean media to support the change

programme

Research carried out to date on usage of communications media (eg Drury
Communucations and IPD Ireland, 1997, Gunnigle et al, 1994, The Industrial Society,
1994), ponts to widespread usage of combined rich and lean media (1€ verbal, written

and electronic)

Roles
Hypothesis 2(d) Organisations do tend to adhere to the guidelines of giving
management an active role in the communicating for

change process

While 1t 1s strongly advocated that both senior management (g Foehrenbach and
Goldfarb, 1990 and Kemper, 1992), and middle management (eg Klen, 1994 and
Larkin and Larkin, 1994), should play a key role in the commumcating for change
process, there does not appear to be any research based evidence to indicate how much
this actually happens i practice However, given that change programmes are seen to
be within the remut of management, 1t 1s hypothesised that management do play an

active role m the commumcating for change process
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Hypothesis 2(e) Organisations do not tend to adhere to the guidelines of
giving non-managerial peer influencers an active role in

the communicating for change process.

It 1s also argued n some quarters of the literature (eg Klem, 1996), that non-
managenal peer influencers can play an important influencing role i the
communicating for change process Agan, there 1s Iittle evidence to mdicate to what
extent this happens 1n practice, other than, perhaps, Gunmgle et al's (1994, 1997),
identification of a considerable level of union mnvolvement in commumcations within
Inish indigenous organisations However, for the purposes of direct communications,
rather than through indirect negotiations and bargaining with representatives, 1t 1s
hypothesised that management tend to wish to keep control of the communications

processes for themselves

Information Flows

Hypothesis 2(f) Organisations do not tend to adhere to the guidelines of
seeking employee involvement in the change process

(upwards communications).

There 1s some evidence n the literature to suggest that employee mvolvement 1s not
widely utilised as a communicating for change process (eg Roche and Geary, 1998),

and where used, 1s limited to shallow and localised levels of engagement (eg Dulworth
et al, 1990)

Hypothesis 2(g) Organisations do not tend to adhere to the guidelines of
lateral sharing of information on the change process

(lateral communications).

The role of lateral communications itself 1s relatively new in the communicating for
change literature and the little research that has been carned out n this field (eg Drury
Communications and IPD Ireland, 1997), indicates that 1t 1s not widely adhered to,
although Buckley et al (1998) found some improvement n lateral communications

following the ntroduction of quality mitiatives

121



Communications Programmes
Hypothesis 2(h) Organisations do not tend to adhere to the guidelines

advocating that communicating for change should remain

within daily management activity.

There 1s a growing argument 1n the literature (eg Haseley, 1994 and Quirke, 1995),
that communications should not be removed from daily management activity mto
communications programmes However, the evidence mn the literature points to larger
organisations encapsulating their communications mto such programmes (eg Cole and
Pace, 1991, Lorenz, 1993) Anecdotal evidence n Ireland suggests that such
communications programmes may not be so prevalent However, based on the
mnternational research evidence, 1t 1s hypothesised that this sample of organisations

does tend to separate communications programmes from dailly management activity

Hypothesis 3
Communicating for change practices can be differentiated between those of

central or peripheral importance for organisational’change.

Six broad areas of communications practices are advocated for communicating change
(Table 3 3), yet there 1s little attempt to understand the relative importance of each set
of practices Thus study provides an opportunity to determine whether or not all

practices advocated mn the literature are of equal importance for orgamsational change

The following specific hypotheses have been formulated

Content
Hypothesis 3(a) Content appealing to emotion is central to achieving
organisational change.
Hypothesis 3(b) Content appealing to reason is central to achieving to

organisational change.

There 1s still considerable debate in the literature regarding the relative importance of
emotive over logical busimess arguments to help persuade people to commut to
orgamisational change (eg Berzok, 1997, Carr, 1994, D'Aprix, 1996, Spiker, 1994)
Hypotheses 3(a) and 3(b) are derived from indicators 1n the few studies that have been
carried out (eg Bacharach et al, 1996, Petty and Cacioppe, 1986, Zuwerink and
Devine, 1996), that in fact both emotive and logical content are central

communications practices for achieving organisational change
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Hypothesis 3(c) Communicating progress against milestones is central to

achieving organisational change.

It 1s suggested in a number of areas in the literature that a key role for management 1s
to update employees regularly on progress against set milestones for the change
process (eg Bryan, 1997, Exterbille, 1996, Kiemn, 1996, Smeltzer, 1991)

Openness
Hypothesis 3(d) Openness with information is central to achieving

organisational change.

It 1s also regularly argued mn the literature that openness is vital for trust and hence 1s a
key ingredient for enabling acceptance of change (eg Fihpczak, 1995, Fiorelli and
Margohs, 1993, Quirke, 1995, Smeltzer, 1991)

Media
Hypothesis 3(e) A combination of rich and lean media is central to

achieving organisational change.

The Iiterature advocates a combination of media rich m verbal and non-verbal cues (i
face to face), and media with less cues but more ready access to greater numbers of
employees (1e written and electronic media), to mcrease employees' memory and
understanding of the message for change (eg Dulye, 1993, Exterbille, 1996, Klein,
1996, Richardson and Denton, 1996)

Roles
Hypothesis 3(f) Senior management playing an active, visible role in the
communications process is central to achieving

organisational change.

There 1s a wide-spread argument 1n the hiterature that as part of their leadership role,
senior management must be seen to actively communicate the vision, need for change
and theirr own commutment to change (eg Haseley, 1994, Kemper, 1992, Richardson

and Denton, 1996, Tourish, 1997)
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Hypothesis 3(g) Middle management playing an active daily role in
the communications process is central to achieving

organisational change.

It 1s also argued in the hiterature that middle management play a key role in supporting
the change process by daily straddling the divide between strategic necessity and daily
operational reality for employees Moreover, by working with employees day by day,
they can surface concerns and provide regular endorsement on the necessity for change
(Klem, 1994, Larkin and Larkin, 1994, Richardson and Denton, 1996)

Hypothesis 3(h) Peer influencers playing an active role in the
communications process is central to achieving

organisational change.

The influencing role of those not 1 positions of authority (16 non managenal peers), 1s
discussed 1n two areas of the literature Those writing on rhetoric and persuasion (eg
Elmes and Costello, 1992, Yukl and Falbe, 1990), argue that people can be persuaded
to accept a concept such as organisational change iIf they like, trust or respect the
source of the message Those writing in the area of group communications argue that
employees want to 1dentify with their peers and can be influenced to accept to change
by these peers (eg Schein, 1980, Siebold and Meyers, 1996)

Information Flows

Hypothesis 3(i) Involving employees in decisions about change is central to

achieving organisational change.

It 1s widely argued 1n the Iiterature that involvement (upwards communications), 1s a
central, 1f not the central communications practice m achieving organisational change
(eg Bonvilhan, 1996, D'Aprix, 1996, Exterbille, 1996, Kemper, 1992, Klein, 1996,
Lawler et al, 1995, Richardson and Denton, 1996), as employees 'buy 1n' to that which

they have created themselves
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Hypothesis 3(j) Lateral communications flows are central to achieving

organisational change.

While receiving less attention 1n the hiterature than upwards information flows, 1t 1s
argued, nevertheless, that lateral communications 1s also key to achieving
orgamisational change, because 1t supports integration and co-ordination of effort (eg
D'Aprix, 1996, Exterbille, 1996, Lee, 1997, Moss Kanter, 1997)

Communications Programmes

Hypothesis 3(k) Communicating through everyday activity is central to

achieving organisational change

While opinion 1s divided (eg Cole and Pace, 1991, McGrath and Geany, 1998), there 1s
a growing argument 1n the literature, not to separate communicating for change from

daily management activity into specific communications programmes (Haseley, 1994,
Landes, 1992, Quirke, 1995)

Hypothesis 4
The selection of communicating for change practices is contingent upon

organisational and change variables.

The review of the hiterature ponts to the fact that while in many aspects of
management theory 1t 1s acknowledged that models are contingent on particular
orgamsational or situational vanables (eg Bowen and Lawler, 1992, Smeltzer, 1991),
the literature on communications assumes that the practices involved in communicating
for change are universal (chapter 3 4) This study provides an opportunity to address
this unresolved 1ssue and to look at whether or not the use of different approaches to

communicating for change are contingent on organisational or change vanables

The following specific hypotheses have been formulated

Hypothesis 4(a) Organisations select different approaches to
communicating for change according to the level of change

required

It 1s argued n the hterature that organsational change can range from evolutionary

(mnor change at an orgamisational level), to revolutionary or transformational change
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(transformation of the culture, structures and so on of the organisation) (Bumes, 1992;
Greenwood and Hinings, 1996; Rajagopalan and Spreitzer, 1996). It is hypothesised
that organisations undergoing transformational change will require and select to use

different communications practices from those undergoing evolutionary change.

Hypothesis 4(b) Organisations select different approaches to
communicating for change according to the sector they

are in.

The literature does not tend to break down usage of communications practices by
organisational sector (eg Industrial Society, 1994), although intuitively it might be
expected, for example, that content and media for manufacturing organisations might
be different from that used in services organisations. In addition, Gunnigle et al (1997)
have found that private sector organisations in Ireland are significantly more likely to
use verbal communications media than public sector organisations. These relationships

can be investigated.

Hypothesis 4(c) Organisations select different approaches to
communicating for change according to their size

and structures.

There is also little empirical evidence to indicate structural influence on selection of
communications practices, other than increased use of written and electronic media by
larger and more dispersed organisations (Drury Communications and IPD Ireland
1997). It can be hypothesised, however, that as size, hierarchical layers and number of
sites increase, this should influence the number and diversity of methods of

communicating to ensure that all employees are accessed.

Hypothesis 4(d) Organisations select different approaches to
communicating for change according to the profile of the

majority of employees within those organisations.

Again, there is little empirical evidence to indicate differences in usage according to
employee profile. However, it has been argued (eg French and Bell, 1990; Gordon,
1996; Vander Houwen, 1998), that younger and more educated employees will demand
more openness and more of an opportunity to contribute (upwards communications).

Gender could also be considered a factor.

126



Hypothesis 4(e) Organisations select different approaches to
communicating for change according to whether or not the

organisation is unionised.

It is suggested in the literature (eg Gunnigle et al, 1997; Roche and Geary, 1998), that
organisations with a union present will tend less to engage in direct communications

with employees.

Hypothesis 4(f) Organisations select different approaches to
communicating for change according to whether or not a

recent redundancy programme has taken place.

This hypothesis stems from the acknowledgement in the literature (eg Rice and
Dreilinger, 1991; Schweiger and Denisi, 1991), that redundancy programmes can have
a devastating effect on trust levels within an organisation. It is hypothesised that
organisations with recent experience of wide-scale redundancy will have to focus on

ways of addressing such trust issues (eg openness with information).

Hypothesis 4(g) Organisations select different approaches to
communicating for change according to their country

of ownership.

It has been noted in the literature (Gunnigle et al, 1994; Roche and Geary, 1997), that
Irish organisations differ from foreign owned organisations in the extent to which they
equate communications with formal negotiations and indirect communicating via staff
unions and representatives. Multinational organisations have also been found

(Gunnigle et al, 1997), to put resourcing into formal communications structures more

than Irish owned organisations.

Hypothesis 5
It is possible to put forward an explanation regarding how communications

supports organisational change.

This study also provides an opportunity to uncover what lies behind the nature of the
relationship between communications and change. In chapters 1and 3 of the review of
the literature, a number of concepts about which there is only a limited understanding

are put forward as the basis of the importance of organisational communications in
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change management By analysing the nature of the type of communications used by
organisations which have successfully transformed to become total quality
orgamsations (1e those following the five staged model outlined in chapter 2), 1t 1s
hypothesised that a better understanding of how and why communications makes a

difference can be formulated
In particular, four hypotheses are put forward for testing

Hypothesis 5(a) Communications supports organisational change by

increasing commitment to the change through involvement

It 1s argued in the literature that employees will commut to something in which they
have played a role m creating (Pasmore and Fagan, 1992) In particular, 1t 1s argued
that involvement enables employees to control what will happen to them to some
extent, thereby reducing fear of loss (eg Pritchett, 1997) and that 1t increases employee
self-esteem and perception of value to the orgamsation (Bennis and Nanus, 1985), thus

enhancing their level of commitment to the organisation's proposals for change

Hypothesis 5(b) Communications supports organisational change by

building trust levels through openness

It 1s argued that acceptance of change will not happen without adequate levels of trust
between management and staff (eg Fihpczak, 1995), and that 1n turn, openness 1s a
vital ingredient of such trust (eg Champy and Nohria, 1996, Ghoshal and Bartlett,
1998, Richardson and Denton, 1996)

Hypothesis 5(c) Communications supports organisational change by

persuading employees about the benefits of change

The literature argues that the content of the message and the source of the message can
be mstrumental m affecting attitude change, which mn turn will influence a change n
behaviour (eg Callahan et al, 1986, Miller, 1987, Weick, 1995) The literature review
n chapter 3 4 1 explores in some detail the various views on emotive or logical
persuasive arguments, but the underlying premise 1s the same Employees will not
accept persuasive arguments for change 1f they do not see how benefits will accrue (eg
Armenakis and Harris, 1993, Killigen, 1997, Nelson and Coxhead, 1997, Petty and
Cacioppe, 1986, Spiker, 1995)
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Hypothesis 5(d) Communications supports organisational change by
increasing integration of effort through communications

flows

While explored n less detail in the Iiterature, there 1s a growing argument that
transformational change requires integration of effort across the whole organisation
and that 1n turn, 1s dependent on open and regular flows of mnformation between teams,
functions and locations (eg D'Aprix, 1996, Lee, 1997, Moss Kanter, 1997, Richardson
and Denton, 1996)

4.2.1 Summary Of Research Hypotheses

In total, five hypotheses, comprising a further 33 sub-hypotheses have been set out for

research An overview of all the hypotheses 1s provided in Table 4 1 below
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Table 4.1 Summary Of Research Hypotheses

Hypotheses

1 | The proposed model of organisational change to total quality,
incorporating five incremental stages, is well grounded

la | Orgamsations achieve quality assurance standards before progressing to total
quality

1b | Orgamsations progress through the proposed five stages of quality assurance
and total quality 1n the same sequence

Ic | The process of organisational change to total quality can be described 1n
linear and incremental terms

2 | Those organisations which have attained the Irish Q Mark do not
adhere to all of the communicating for change practices advocated in
the literature

2a | Orgamnisations do not tend to adhere to the guidelines of articulating both the
logical and emotive benefits of change

2b | Organisations do not tend to adhere to the guidelines of unrestricted openness
with information about the change programme

2¢ | Orgamsations do tend to adhere to the gmidelines of combining rich and lean
media to support the change programme

2d | Orgamnsations do tend to adhere to the gmdelines of giving management an
active role 1n the communicating for change process

2¢ | Orgamsations do not tend to adhere to the guidelines of giving non-
managerial peer influencers an active role in the communicating for change
process

2f | Orgamnsations do not tend to adhere to the guidelines of secking employee
mvolvement 1n the change process (upwards communications)

2g | Orgamnisations do not tend to adhere to the guidelines of lateral sharing of
information on the change process (lateral communications)

2h | Organisations do not tend to adhere to the guidelines advocating that
communicating for change should remain within daily management activity

3 | Communicating for change practices can be differentiated
between those of central or peripheral importance for organisational
change

3a | Content appealing to emotion is central to achieving orgamisational change

3b | Content appealing to reason 1s central to achieving orgamsational change

3¢ | Commumnicating progress against milestones 1s central to achieving
orgamsational change

3d | Openness with information 1s central to achieving organisational change

3e | A combination of rich and lean media 1s central to achieving orgamsational
change

3f | Semior management playing an active, visible role in the communications
process 1s central to achieving orgamsational change

3g | Middle management playing an active daily role tn the communications
process 1s central to achieving orgamsational change

3h | Peer influencers playing an active role in the communications process 1s
central to achieving organisational change

31 | Involving employees 1n decisions about change 1s central to achieving
orgamsational change

3) | Lateral commumcations flows are central to achieving organisational change

3k | Communicating through everyday activity 1s central to achieving

organisational change




Table 4.1 ctd Summary Of Research Hypotheses

4 | The selection of communicating for change practices is
contingent upon organisational and change variables

4a | Organisations select different approaches to communicating for change
according to the level of change required

4b | Orgamsations select different approaches to communicating for change
according to the sector they are in

4¢ | Orgamsations select different approaches to commumcating for change
according to their size and structures

4d | Orgamsations select different approaches to communicating for change
according to the profile of the majority of employees within those
organisations

4e¢ | Orgamsations select different approaches to communicating for change
according to whether or not the organisation 1s umonised

4f | Organisations select different approaches to commumcating for change
according to whether or not a recent redundancy programme has taken place

4g | Organisations select different approaches to communicating for change
according to their country of ownership

5 | Itis possible to put forward an explanation regarding how
communications supports organisational change

5a | Communications supports organisational change by increasing commitment
to the change through 1nvolvement

5b | Communications supports organisational change by building trust levels
through openness

5¢ | Communications supports organisational change by persuading emiployees
about the benefits of change

5d | Communications supports organisational change by increasing integration of

effort through communications flows
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4.3  Selecting The Research Approach

4.3.1 Research Approaches Are Influenced By "World Views'

The methodology used in any research will be influenced by the paradigm within which
the research question is being approached. Sarantakos (1993:30) defines a paradigm
as: 'aset of propositions which explain how the world is perceived'. It is the 'world
view' (Creswell, 1994; Guba and Lincoln, 1994 and Sayer, 1984), of a researcher
which influences the assumptions about any given subject and consequently the type of
guestions which will be asked about that subject, the preferred method of collecting
data and the way in which that data is interpreted. Webb (1995) sums up the
importance of understanding the philosophy of science and its influence on research
and analysis. He poses the question 'how do we know what we know?" This question
immediately throws into doubt the contention that there can be any definites in the
social sciences. The world view of the researcher and the world in which the piece of

research is carried out can both influence 'what we know'.

The philosophy of science identifies and debates the different types of world views
which can influence the approach taken to research. Salmon (1992), however, notes
that the philosophy of social sciences is not as well developed as the philosophy of
physical or biological sciences. This is partly because of the uncertainty surrounding
studying human behaviour and partly because it is a relatively new science, which until
this century received less attention than the other sciences. A major focus for debate
today, according to Richards (1987) and Gergen and Thatchenkery (1996), is whether
or not it is even feasible to tackle social and human issues by methods which were
originally devised for the physical sciences. However, while it could be argued that
researching in the field is subject to many variables poorly understood, such as
psychological or social factors, it is not unrealistic to expect a high standard of
research. It is important to have a clear understanding of what the underlying
assumptions are and a clear view on why one research method is selected ahead of

another.

A number of paradigms, or world views, have been described in the literature.
Andersen (1995) points out that there are two principal perspectives underlying the
difference between the paradigms - objectivity and subjectivity. The concept of

objectivity is supported by the schools which subscribe to positivism' (Guba and



Lincoln, 1994). They argue that empirically measurable and verifiable data (which
tend to be quantitative data), are necessary to understand events. The concept of
subjectivity is supported by schools which subscribe to the ‘interpretive’ paradigm
(Guba and Lincoln, 1994). They argue that qualitative data is more valuable to the

researcher.

Andersen et al (1986) and Creswell (1994) note that the differences between these two
paradigms are usually discussed under three headings; ontology (what is the nature of
reality), epistemology (the relationship between the researcher and the researched), and
methodology (the nature of the research process). From an ontological perspective, it is
generally agreed that ‘reality’ is objective and ‘out there’ waiting to be discovered for
positivists. However, interpretivists deem ‘reality’ to be subjective, even shaped by the
values of the researcher. From an epistemological perspective, it is broadly agreed
again that the researcher is deemed to be independent and following objective rules by
positivists, but interacts with and even assigns meanings to the subject of research,
according to interpretivists. The methodology, then, reflects the purpose of research as
deemed by each paradigm. Because positivists see the purpose of research to be to
explain and predict causal laws from what is being observed, the approach is likely to
be guantitative and deductive. However, interpretivists, who see the purpose of
research not to look for causal laws, but to interpret and understand what they observe
within the context of the subject being researched, are more likely to use qualitative

methods and deductive reasoning.

The term positivism was first coined by August Comte in 1848 who argued that social
scientists should not seek to explain social problems through supernatural or
metaphysical theories. He argued that instead, scientists should look at empirically
observable phenomena through scientific methods. This requirement for reliable
empirical facts leads to an emphasis on rigour, validity and reliability and, according to
Creswell (1994) and Walker (1985), researchers who subscribe to the positivistic
paradigm tend to take a deductive approach. They work towards identifying a cause-
effect relationship between two or more observables. The elements to be observed are
isolated from contextual variables and their relationship is observed. If a relationship
is found, it will be immediately generalisable because the natural world conforms to a

series of fixed causal laws.
Positivism has had a profound influence on the social sciences throughout this century

and, until quite recently, was the accepted paradigm upon which almost all social

scientific research was based. However, positivism has been challenged by groups of
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sociologists who have variously been labelled as being part of the schools of
phenomenology, hermeneutics, symbolic interactionism or the interpretive scﬁools
They had become dissatisfied with the positivistic contention that the world can be
objectively measured with scientific precision They argued that research methods
should take mto account the subjectivity of researchers and those bemng studied
Walker (1985) writes that those who subscribe to interpretivism argue that social
sciences cannot be equated with the natural sciences In natural sciences, a clear cause
/ effect relationship can be observed from an action or event But, as Salmon (1992)
explains, the behaviour that a researcher may observe a human being carrying out,
could be attributed to a wide variety of intentions on part of the person or external
variables such as social rules Hence, when trying to measure human or social

behaviour, mterpretation has to come mnto the research process

There 1s a tendency mn applied social sciences such as marketing, communications and
management to lump all the interpretive movements together (Sarantakos, 1993) In
fact, there 1s a difference between the movements, both in terms of how they emerged
and m their approach Hermeneutics, described n detail by Andersen et al (1986),
arose out of scholars trying to make sense out of ancient texts They recognmised that
the scholars' world view at any given historical time would be different from the world
view of the original authors of the texts and stress the importance of recogmsing the
prevalent assumptions of any given time when interpreting the texts The hermeneutics
school, therefore, argues that researchers have to understand reality as historically
contextual Proponents of phenomenology (described in Andersen et al, 1986, Harvey,
1990, Miles and Huberman, 1994), argue that no matter how objective scientists try to
be, as soon as they reflect on an 1ssue, 1t enters their consciousness through a filter of
presuppositions The closest a scientist can get to objectivity 1s to be aware of these
presuppositions and look at the phenomenon from a number of angles to try to

establish the essence of what 1s constant across a number of manifestations

Sarantakos (1993) notes that qualitative methods of research apply more readily to the
nterpretive paradigm, where 'reality’ 1s n fact reality as perceived by the researcher or
the subjects Creswell (1994) adds that the assumptions underscoring qualitative
research ties more in with interpretive rather than positivist approaches For example,
the researcher will recognise that interpretations of data are value based and that the
events under observation are context bound De Vaus (1991) also adds that the
scientific approach employed under interpretivism 1s inductive That 1s, researchers
develop theories or models out of what they are observing and try to interpret or

understand the reasons for what they have observed
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Sarantakos (1993) notes that a third paradigm has also been identified in the past few
decades and has been as influential as the positivistic or interpretive paradigm. This is
the ‘critical’ paradigm which has evolved out of the works of Karl Marx. People’s
actions are seen to be influenced both by observable social forces and by their
subjective interpretation of or response to those forces. While positivistic approaches
emphasise observable facts and interpretive approaches try to interpret the meaning of
social acts, critical social research attempts to dig beneath the surface of what Harvey

(1990 : 1) calls "historically specific, aggressive, social structures.'

Guba and Lincoln (1994) suggest that those who subscribe to critical theory concern
themselves with uncovering the social, political, gender, ethnic or cultural factors
which will influence one's perception of what is real. The values of the researcher are
also considered to influence the subject being researched. Therefore, any findings made
will have been influenced by the researcher's own values. Critical theorists come under
a number of guises (eg Marxism, feminism, managerialism, imperialism, racial studies
etc), but the key issue which binds them together is their concern about the ethics of
research being carried out which may in some way manipulate or oppress (either
consciously or unconsciously), human behaviour (Gergen and Thatchenkery, 1996;
Harvey, 1990; Salmon 1992; Sayer, 1984).

4.3.2 The '"World ViewlInfluencing This Research

The paradigm within which the fieldwork for this study was approached is positivism.
To understand better the relationship between organisational communications and
change, it was decided to gather data on what communications practices are used by
Irish organisations undergoing change (ie quantitative data on ‘what happens’) and to
predict causal laws from this information. In particular, a key objective of the present
study's research is to identify a causal link between organisational communications and
organisational change in isolation from other contextual variables. The aim is to

identify a general 'causal law" which could be applied to a variety of organisational
change situations.

While 'positivism® is the principal influence behind this research, it is, nevertheless,
recognised that the researcher has not been truly objective in selecting the issues for
research. The research questions asked have been influenced by the world view Of the
researcher who, as an organisational communications consultant to management, has

tended to focus almost exclusively on how managers can harness communications to
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reach their organisational goals. This 'managerialist’ perspective underlines this thesis.
While it is recognised that there are alternative 'voices' in the organisation (Bryan,
1997; Scott Poole, 1994), such as non-managerial employees, the feminist and
humanist perspectives or the non-capitalist voice, this study focuses on the relationship
between organisational communications and the successful management of
organisational change. In addition, achieving quality was selected as the context for
organisational change - an indicator of organisational success which is very much

managerially driven (eg Webley and Cartwright, 1996; Wilkinson et al, 1992).

The hypotheses set out earlier in this chapter call for observation of communications
practices and then interpretation of what the practices might mean. Smeltzer (1996)
advocates such an approach for research into the area of organisational
communications. He argues that guidelines drawn from actual examples will be most
pertinent to managers grappling with the concepts of good practice communications
(again, the managerial perspective coming through). While the literature review has
raised a number of interesting issues for exploration, the knowledge in this area has not
yet developed to a stage where there are clearly defined models of communicating for
change which have been comprehensively tested and validated. The research approach
is therefore to observe what empirically appears to be happening and to develop a

model of communications from what is observed (Creswell, 1994).

The construction of theories out of observables has been termed 'grounded theory' by
Glaser and Strauss (Brown and Eisenhardt, 1997; Glaser and Strauss, 1970; Strauss
and Corbin, 1994). Sarantakos (1993) explains the process of grounded theory
building as follows: the researcher observes and records events, compares them
between other groups and develops a substantive theory which is then tested in other
environments to establish whether it is a generalisable, formal ‘theory'. Theory building
is a lengthy complex process (eg Weick, 1989), and it is unlikely that a fully grounded
and generalisable theory can be developed out of one research project. In fact, Glaser
and Strauss (1970) argue that developing a grounded theory requires constant
comparisons of data from different research studies. Sarantakos (1993 : 9) defines a

theory as:

a set of systematically tested and logically interrelated propositions that have
been developed through research and that explain social phenomena.

Sayer (1984) sees a theory as being a framework in which both observable elements

and their underlying properties are ordered into a higher level conceptualisation. It not

only orders and summarises knowledge, according to Littlejohn (1992), but it will also
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predict how elements will be ordered in another context and should stimulate a new
way of looking at an issue. Weick (1989) argues that a theory is much more than a
solution to a problem, which can be quite a limiting way to conceptualise an issue and
a good theory, according to Whetten (1989), will add a new conceptualisation to
existing thinking on an issue, based on plausible underlying assumptions. Although the
terms theory, model and hypothesis tend to be interchanged by those not directly
involved in scientific research, Sayer (1984) writes that they are in fact different

concepts.

One concept which lies somewhere between a hypothesis which has not been tested in
any way and a formal theory, is a taxonomy or typological classification. Nachmias
and Nachmias (1982 :39) define taxonomy as; 'a system of categories constructed to
fit the empirical observations so that relationships among categories can be described.'
Taxonomies are used by social scientists to categorise and summarise descriptive
research, but they do not necessarily offer an explanation about what has been
observed. According to the International Encyclopaedia of the Social Sciences (1968),
typological classification is a subdivision of taxonomy. A good typology will describe
the connection between types, but it cannot and should not be viewed as a causal
explanation of what has been observed. Doty and Glick (1994 : 231) write, ‘typologies
are a mode of description that must be distinguished from theories’, but argue
convincingly that this does not mean they are a less sophisticated form of theory or

'sloppy classification system’.

As with formal explanatory theories, well developed typologies adhere to a number of
strict requirements. Doty and Glick (1994) write that typologies should explicitly
define what is considered to be the ideal type of whatever is under investigation; they
should encompass a reading on all the constructs included in the typology and their
relative strengths to enable future testing, and the predictions associated with the
typology must be testable and subject to disconfirmation. By drawing interpretations
from empirical research into communications practices, this research will be
suggesting a typology of communicating for organisational change. However, this
typology should stand up to the type of scrutiny which Doty and Glick (1994) advocate

and should be *tested’ against their criteria for robustness.

In summary, it is acknowledged that the approach taken to this research is heavily
influenced by a managerial perspective and that both the setting of research hypotheses
and the interpretation of the findings will have been *filtered' by this perspective.

However, the dominant influence behind the research approach taken, is a positivistic
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influence, in that the researcher has decided to examine reports of actual
communications practices and reported organisational change and to predict

generalisable causal links from this data.
4.4  Selecting The Research Method

Qualitative research methods have been attracting a strong level of support in each of
the research fields of change management, organisational communications and total
quality. In a review of the research methods used to understand TQM, Boaden et al
(1993) note that because much of the interest in this field focuses on understanding
why elements exist, research into quality tends to be qualitative. Pettigrew (1990)
suggests that when researching organisational change, it is not possible to isolate
variables and determine a cause and effect relationship ina sterile way.Change is
multifaceted and requires a rich and fluid approach to researchmethods, while
Rajagopalan and Spreitzer (1996) add that regardless of whether data is collected
longitudinally or at one time, research into change requires more than quantitative

observation. It also requires qualitative interpretation of how and why what is going

However, Scott Poole (1994 :275) warns against a growing rejection of quantitative
methods in organisational communications research. Claiming that the current interest
in critical approaches in the 1990s has begun to weaken the position of quantitative

research, he argues :

There is nothing inherent in quantitative methodology that makes them
inapplicable to critical oriented research ... (they) can achieve an
unprecedented degree of precision, handle large bodies of data and allow

rigorous comparison of competing models - all valuable qualities for some
guestions in critical research.

There has been much discussion on the merits and disadvantages of quantitative and
qualitative research methods (eg Ragin, 1994; Sarantakos 1993; Walker 1985). The
trade-off between the two approaches could be summarised as depth of information
against reliability and validity of the data collected. Pettigrew (1990) and Spring
(1993) suggest that the two approaches are increasingly being used to complement
each other. For example, qualitative research can be used to great effect as a
preliminary investigative stage to determine which factors should be investigated
guantitatively. Walker (1985) adds that it can also be used to help interpret or qualify

empirically determined statistical relationships.
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The research method selected to respond to the hypotheses outlined in chapter 4 2
above mvolves a combination of qualitative and quantitative research methods and 1s a
six staged process (see Figure 4 1) The main research istrument 1s a postal
questionnatre, supported by m-depth interviews at both the preliminary and follow-up

stages
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Figure 4.1 The Research Process

Stage 1
Identify Population

Stage 2

Preliminary Interviews

Stage 3

Developing And Piloting The
Questionnaire

SL

Stage 4

Issuing The Questionnaire

Stage S

Coding And Analysis Of The
Results

Stage 6

Follow-Up Indepth Interviews

44.1 Stagel Identifying The Population

The research approach required a sample of organisations that have experienced a
similar change process to each other. Quality was identified as being an area in which
large numbers of Irish organisations have undergone a similar change process and
which has a profound influence across all aspects of organisational life (chapter 2.2). It
was decided to select a sample of organisations in Ireland on the basis of these having
achieved an independently judged quality award. A number of quality awards are in
situ in Ireland including 1SO 9000 accreditation, the Irish Q Mark and IBEM (The
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Irish Business Excellence Model). At the time of this fieldwork, only two awards had
attracted a large number of Irish organisations - the ISO 9000 awards and the Q Mark
(Conlon, 1994). Both systems were looked at and 1SO 9000 was rejected on the basis
that it focused too much on quality assurance systems which did not require

fundamental and wide-reaching change.

The Irish Q Mark, awarded by Excellence Ireland (formerly the Irish Quality
Association), was first launched in 1982 and is currently held by some 273
organisations in Ireland (Excellence Ireland, 1999). Organisations which are members
of Excellence Ireland complete a 77 point questionnaire on all aspects of their quality
processes including questions on a quality policy, quality objectives, management
responsibilities, resourcing of quality, quality documentation, quality self-regulation,
quality costs, customer needs, service delivery processes, procurement policy, storage
and delivery procedures, a quality environment, personnel skills and communication
(1IQA, 1995). The organisations are independently audited and, pending adequate
scores, are awarded the Q Mark. Organisations holding the Q Mark are regularly re-
audited to ensure that quality standards are maintained. The Q Mark is recognised

across lIreland as an independent endorsement of quality standards.

In January 1995, the Irish Quality Association, (today called Excellence Ireland), was
contacted to seek permission to survey organisations holding the Q Mark. A list of
companies holding the Q Mark in October 1994 was forwarded. At that time, the list
comprised 302 organisations in total; 224 manufacturing (74.2 per cent) and 78 in
services (25.8 per cent). Organisations of any size can be awarded the Q Mark, but the
nature of this study required organisations sufficiently large to warrant planned
organisational communications. In February 1995, all 302 organisations were
contacted by telephone to establish a contact person to complete the questionnaire and
to ascertain which organisations had 50 or more employees. 50 employees was taken
as the base cut-off point because organisations of this size would be sufficiently large
to require some level of formal communications. Organisations with 50 to 249
employees are considered to be medium sized by the EU and organisations of more
than 250 employees are considered to be large (European Commission, 1996).
However, according to Ireland's Central Statistics Office (1997), there are only some
157 organisations in Ireland with more than 250 employees (3.2 per cent of all
organisations), while there are 1,107 organisations based in Ireland with more than 50
employees (22.9 percent). To restrict the sample to those classified as large by
European standards and holding a Q Mark could leave a very small sample. A total of

187 organisations from the list employed more than 50 employees.
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44.2 Stage 2 Preliminary Interviews

In advance of designing the questionnaire, eight non-directive mn-depth interviews were
carried out with organisations which have quality programmes 1n place Fowler (1984

100) argues the importance of carrying out prelimmary qualitative mterviews, writing

Such discussions help the researcher to understand the way people talk about
the survey 1ssues Such groups also frequently suggest 1ssues or concerns or
ways of looking at the topic that the researcher had not thought of

As advocated by Morton-Wilhams (1985), the sample of companies selected for this
preliminary phase was purposive Kidder (1981 427) describes purpostve sampling as
hand-picking cases which are judged to be typical of the population in which one 1s
interested Bailey (1987) ponts out that a nonprobabihty sample such as this cannot be
claimed to be representative of the larger population However, for preliminary
fieldwork purposes, 1t allows the researcher to select nterviewees who have particular
experiences upon which the researcher wants to concentrate The sample comprised the
quality managers and /or internal communications managers of eight medwum to large
orgamsations The companies ranged n size and sector, including sectors such as low
technology manufacturing, food, high technology manufacturing, marketing and retail

and financial services

To gain maximum benefit from the prelimmnary fieldwork as an exploratory tool, the
mterviews were largely non-directive According to Walker (1985), the depth
mterviewer should carry an aide memotre of 1ssues relevant to the research problem,
but give the mterviewee the freedom to open up new dimensions to that problem
through their personal experience Researchers should be sufficiently familhiar with the
1ssues to appraise the meaming of emerging data and know where to probe for further

mformation

The eight mterviews took place between February and March 1995 and lasted between
1 5 and 2 5 hours The interviews were wide ranging and included details about the
organisation, triggers for the quality programme, the nature of the quality programme,
types of communications used to support the quality programme and successes and

failures (see interview topics Appendix A)
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Issues regarding the failure of quality programmes could be sensitive for the
organisation. To ensure that the interviewee feels comfortable in sharing sensitive
information, Bouchard (1976) recommends a number of strategies, all of which were
adopted in the preliminary interviewing stage. The researcher should assure the
interviewee of confidentiality and should explain in detail the areas to be covered in the
interview, why these areas would need to be covered and what will be done with the
information. The researcher can also put the interviewee at ease by commencing with
broad non-threatening issues and gradually funnelling the direction of the discussion
into more sensitive areas. In this instance, the interviewees were found to be very open

about both successes and failures in their organisations.

The best method of recording depth interviews comes under some discussion in the
literature (Denzin and Lincoln, 1994; Fontana and Frey, 1994; Jones, 1985 and
Kidder, 1981). Some researchers prefer to record the interview and prepare transcripts
from the recording, allowing the researcher to concentrate on the thread of discussion
during the interview. Other researchers point out that interviewees become
uncomfortable with audio recorders and suggest that note-taking is as comprehensive a
method as recording. The researcher has had considerable previous experience in
recording in-depth interviews by note-taking and felt more comfortable with this

technique.

The interviewees were also asked for written material which might assist in
understanding their organisation's quality programme and communications approach,
including strategy documents, communications documents and so on. These documents

were reviewed in tandem with the notes taken during the interviews.

The notes from the interviews were read and expanded on within 24 hours of each
interview to ensure that none of the nuances of the interviews were lost in the note
taking process. Using a method similar to transcript analysis described by Gronstedt
(1996), key themes were marked into the left hand column of the notes and, as the
analysis progressed, some themes merged into broader concepts, while others were
dropped. The information from the interviews was analysed in three ways. Which
issues emerged to affirm the main issues discussed in the literature? Were there any
other issues emerging which did not appear to be covered in the literature? In what way
were the interviewees using language or terms to describe the relevant concepts which
will be included in the survey? As the interviews were preliminary in nature and used
primarily to design the questionnaire, the findings of the interviews will not be explored

in detail. However, a number of key issues did emerge, which were taken into account
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when devising the questionnaire Issues of importance to the interviewees, which

appeared to affirm the 1ssues discussed in the literature are listed in Table 4 2

Table 4.2 Issues Raised At Interviews Affirming Literature Review
Issues Examples in Literature

General Organisational Change Issues
Financial survival as key trnigger for change

Achieving top management commitment
Providmg sufficient resources
Use of rewards / mncentives

Need for training to support expected
changes

Bringing unions on board

Communications Issues
Communicating why change 1s necessary

Communicating realistic goals
Importance of face to face communications

Importance of mformal as well as formal
communications

Importance of involving middle management
as champions

Concept of openness and trust

Seeking employees' mvolvement

Appeal to employees' values

Brand an internal communications
programme

Beddowes and Wilke (1990)

Brege & Brandes (1993), Covin & Kilman
(1990)

Burnes (1992) IPM (1993)

Scott & Jaffe (1989) Schonberger (1992)

Bowen & Lawler (1990) Cocheu (1992)

Gunnigle et al (1994)

Grates (1994) Spiker & Lesser (1995)

Lippitt (1981)

Caldwell (1994) Drury Communications and [PD

Ireland (1997)
Jefkins (1988)

Davenport & Lipton (1993) Larkin & Larkin
(1994)

Smeltzer (1991) Quirke (1995)

Bowen & Lawler (1990) Lupton & Tanner
(1987)

Berzok (1997) Bonvillian (1997)

Haseley (1994) Smulanski (1993)
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4.4.3 Stage 3 Developing And Piloting The Questionnaire

The principle research istrument was a self-completion postal questionnaire Both
Myon-White (1993) and Plewis (1985) write that the purist measurement of change 1s
longitudinal data gathered, for example, through a single case study over a series of
times However, this can be an impractical method for academic research, given the
restricted time available for the fieldwork and the level of commitment required by the
participating organisations n longitudinal case studies A cross-sectional study,
whereby a large number of cases are researched at the same point n time 1s a more
pragmatic approach (Fink, 1995, Rajagopalan and Spreitzer, 1996), and the

questionnaire 1S the most common research mstrument for this type of research

Marsh (1982 6) defines a questionnaire as

An investigation where systematic measurements are made over a sernes of
cases yielding a rectangle of data and where the vanables are analysed to see
if they show any patterns

Researchers draw their iferences from questionnaire data by looking for varation
between subjects Relationships and patterns can be uncovered, usually correlations

rather than direct causal relationships

Kidder (1981) wnites that the questionnaire 1s an important research instrument mn
situations where 1t 1s impractical to collect data by observation and where a large
number of cases are being studied Completed questionnaires are verbal reports As
such, they are at risk of being maccurate because in certain nstances people are
unwilling or unable to remember or describe accurately their understanding or
opmions Schemn (1996 232), who 1s particularly influential in the area of research
mnto corporate culture, 1s also cautious about the misuse of questionnaires, suggesting
that researchers forget that the results of the questionnaires are actually abstractions (1
respondents' views on reality), rather than observable reality itself He argues that by
not differentiating between the two, researchers can fall mto the trap of treatmg these
abstractions as reality, resulting in, what Schein terms 'fuzzy theory', one step removed
from reality However, Marsh (1982) argues that while 1t has to be recognised that
verbal reports are not the same as observable behaviours, thus limitation can be

overcome by supporting questionnaire data with other research methods such as

observation
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The questionnaire is a well established research tool for studies on change

management, organisational communications and total quality. Table 4.3 provides a

list of studies since 1990, reviewed in the literature (chapters 1to 3), which have used

self-completion questionnaires.

Table 4.3

Examples Of Studies Carried Out Between 1990 And 1997

Using Self-completion Questionnaires.

Study

Change Management
Beddowes et al (1990)

Burke et al (1991)

Covin and Kilman (1991)
Maitlis and Briner (1994)
Parker et al (1997)

Peccei and Rosenthal (1997)
Wood and Albenese (1995)

Organisational

Communications
Bayliss (1996)

Buckley et al (1996)
Clampitt and Downs (1993)
Coyle (1993)

Filipczak (1995)
Foehrenbach and Goldfarb (1990)
Grates (1994)

Gunnigle et al (1997)
Hobson (1995)

Kakabadse et al (1995)
Linkemar (1991)

Puitti et al (1990)

Sing Kwon Lam (1997)
Smeltzer (1991)

Whitworth (1990)

Yukl and Falbe (1990)
Zuwerink and Devine (1996)

Total quality

Ahirc and Golhar (1996)
Gundogan et al (1996)
Hartline and Ferrell (1996)
Hendricks and Singhal (1997)
Lawler et al (1995)

Rommel et al (1994)
Rosenthal et al (1997)

Snape (1996)

Wenmoth and Dobbin (1994)
Westphal et al (1997)
Wilkinson et al (1992)
Wilkinson et al (1994)

Purpose

To uncover triggers for change

To study managers' understanding of change

To study triggers for change and OD methods used

To understand relationship between attitudes and change
To uncover what OD mechanisms are needed to develop
flexibility at work

To test a model of antecedents to commitment to change
To understand compliance vs commitment

To understand relationship between comms and performance
To study nature of comms methods and role of HRM in TQM
To understand relationship between comms and productivity
To find out what comms training is provided in US orgs

To find out credibility of managers' comms

To determine employee expectations of comms

To establish whether employees receive enough comms

To understand what comms & IR practices are used in Ireland
To establish use of e-mail

To understand top-team comms in Ireland & other countries
To establish what comms works for change management

To understand relationship between comms and satisfaction
To uncover what influencing methods are used in practice

To understand what comms is used by orgs undergoing change
To measure the effectiveness of commes for satisfaction

To uncover what influencing methods are used in practice

To understand what makes people resist persuasion

To determine small vs large orgs approach to TQM

To understand reasons for TQM success and failure

To understand antecedents to commitment to customer service
To test whether TQM results in improved performance

To document the practices of TQM in Fortune 1,000 orgs

To understand differences between low vs high quality orgs
To test relationship between empowerment & customer service
To determine relationship between pay and TQM

To determine what helps / hinders quality

To determine how / why orgs adopt quality

To understand role of involvement in TQM

To uncover difficulties in implementing TQM
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As with any research instrument, postal questionnaires have a number of advantages
and disadvantages (See Table 4 4) There 1s broad agreement (eg Fowler, 1984,
Kidder, 1981 and Nachmias and Nachmuas, 1982), about the disadvantages of postal
questionnaires Disadvantages mclude uncertainty about who mght be completing the
questionnaire, little room for probing or explanation of questions and most importantly,
an increased chance of a lower response rate Fowler (1984) adds that postal
questionnaires require up to date and accurate mailing lists and Kidder (1981) notes
that postal questionnaires must be limited to respondents who would be known to be
able to read or write There 1s also broad agreement regarding the advantages of postal
questionnaires, they provide access to a widely dispersed audience at relatively low
costs and they provide sufficient time for respondents to give considered responses to
the questions They also reduce the likelthood of interviewers influencing the responses
Nachmias and Nachmias (1982) add that they also provide anonymuty for sensitive
1ssues On balance, 1f the questionnaire 1s kept simple and relevant and a number of
techniques are used to support the response rate, the advantages of having wide access
to a dispersed audience at a relatively low cost far outweigh the disadvantages It was
decided that despite its inherent disadvantages, the postal questionnaire would be the
most appropriate quantitative research tool to use to access some 187 organisations

located throughout the country

Table 4.4 Advantages And Disadvantages Of Postal Questionnaires
Advantages Disadvantages
Low cost Ineffective means of enabling
Fowler (1984) Mimimal staff needed co-operation
Access to widely dispersed Interviewer not there to control
respondents responses

Respondents have time to think | Requires good mailing hist
about answers

. Low cost Poor response rate

Kidder (1981) Anonymity Requires simple answers
Lack of pressure for immediate | No opportunity for probing
response Requures respondents to be able
No 1nterviewer bias to read and write

Nachmias and Nachmias Lower cost Requires simple answers
No interviewer bias No opportunity for probing

(1982) Considered answers No control over who fills out
Accessibility questionnaire
Greater anonymity Low response rate

J
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In drafting the questionnaire, a number of principles were adhered to. As recommended
by Moser and Kalton (1979), the questionnaire was sectioned mnto four sections, each

one encompassing questions 1n related areas The sections were

Section A General Information (12 questions)

Section B Implementing The Q Mark Programme (5 questions)
Section C Quality In Your Orgamisation (5 questions)

Section D Communications With Employees (3 questions, with

question 3 encompassmg 38 Likert Scale statements)

See Appendix B for a copy of the questionnaire

4.4.3.() Section A General Information

The twelve questions mn this section request biographical information about the
orgamisations to enable comparisons to be made and establish whether or not different
organisational characteristics are mfluential in any way Dilman (1983) writes that
general information gaining such as biographical information can be a non-threatening

opener to the questionnaire

The sectoral categorisation m question 2 was based on the European Union (1990)
economic activity categories (N A C E) The twelve biographical questions reflect
areas where the literature would suggest may have an impact on the orgamisation's
response to a change programme, size and structure, charactenstics of the workforce
such as age profile, education and job functions, ownership of the organisation and

presence of a union

4.4.3.(ii) Section B Implementing The Q Mark Programme

- Pettigrew (1990) suggests that m mvestigating change through a retrospective means

such as a questionnaire, the researcher has to look for varniables which will show
differences between categories The five questions 1n this section were put into the
questionnatre to elicit whether there was any vanation between organisations n the
successful obtaining of the Q Mark They relate to the amount of time taken to achieve
the award, levels of satisfaction with implementation and level of disruption during the
attempt to win the Q Mark.
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4.4.3.(ii) Section C Quality In Your Organisation

This section comprised questions on different indicators of quality To determine the
nature of quahty in different organisations and the extent to which organisations
underwent far-reaching organisational change, five questions investigated descriptions
of quality which distinguish having quality assurance processes n place from being a
total quality orgamsation These questions were devised to test the model proposed m
chapter 2 Management strategies other than communications, such as top management

commuitment, rewards and organisational structures were also mcluded

4.4.3. (iv) Section D Communications With Employees

The questions in this section were devised to test the hypothesis that orgamsations with
quality programmes will make use of a wide range of communications methods and
that these can be encapsulated into a model of communications The first two questions
look at the communications objectives and tools of the orgamisation The third question,
which comprises 38 Likert style scales on statements about communications, was

mcluded to establish what type of communications 1s 1n place i the organisations

A number of mstruments for assessing different aspects of organisational
communications exist (eg Booth, 1988, Carnall, 1991, Clampitt and Downs, 1993,
Dulye, 1993, Foehrenbach and Goldfarb, 1990, Francis, 1987, Grates, 1994, Lewis,
1987, Likert, 1967, McCathrin, 1989, Stevens, 1984 and Whitworth, 1990) However,
many of these mstruments measure satisfaction with different aspects of
communications while the purpose of this part of the questionnaire was to ascertain
agreement with what 1s or 1s not 1 place in the respondent orgamsations In addition,
most of the instruments restrict the breadth of measurement areas to information flows,
satisfaction with supervisor / subordinate mteraction, satisfaction with available media
and satisfaction with accessibility of types of information This questionnaire's aim
was to explore a much broader range of 1ssues (see below), and the existing
mstruments were considered too restrictive However, before drafting the wordmg of
the questions 1n this section, the researcher did review the existing instruments 1n detail
to establish which wordmg had been favoured by the researchers to elicit different

constructs
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The 38 statements reflect a number of key dimensions of organisational
communications referred to m the literature and arising m the eight prelimmary
mnterviews mcludmg questions about content, openness, medsa, roles, information flows

and communications programmes

4.4.3.(v) Improving The Reliability And Validity Of The Questionnaire

!
The questionnaire was developed specifically for this research project and consequently
required work at the pilot stage to limit reliability or vahidity error Fink (1995 5)
describes reliable data as ‘the results of consistent responses over time and between and
among groups' In short, rehable data can be replicated She describes valid data as
‘measuring what 1s purported to be measured ' A questionnaire 1s mnternally valid when
it accurately 1dentifies relationships and can rule out any other explanations about what
has been found The questionnaire 1s externally valid when 1t 1s applicable beyond the

narrow limits of the study

Conscious that the postal questionnaires were to be filled out without the aid of an
interviewer, considerable attention was put mto reducing potential response error
Using guidelines from Bouchard (1976), de Vaus (1991) and Sheatsley (1983)
regarding the construction and sequencing of questions, questions were worded m
short, clear and unambiguous sentences and careful consideration was put mto

ordering the questions so they would follow a logical flow

As per Bouchard's (1976) recommendations, the questionnaire was designed 1 a non-
cluttered layout on white paper Instructions were provided at the begmning of the
questionnaire and again at the beginning of section D Examples on how to complete
the questions were also provided to reduce ambiguity (recommended by Fowler, 1985)
While there were very specific nstructions at the outset of the questionnaire, two
additional mnstructions were added into section D to reduce error Because of the
similarity of some questions 1n this section, there could have been some risk of
respondents answering one question in the same way as they answered a previous one
Thus 1s called 'consistency effect' by Bradburn (1983) Respondents were advised that
even If some questions appeared to be similar in content, each question was n fact
looking for different information Respondents were asked to treat each question as

new and distinct from the one before
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There was also some risk of respondents answering the statements m the way in which
they believe would be more acceptable in management circles Fowler (1985) suggests
that questions which might in any way be sensitive, should be reserved for the latter
parts of the questionnaire so the respondents are more comfortable mn disclosing
sensitive information The section on communications was kept to the end of the
questionnaire and respondents were reminded to fill in the box which best applies to
what actually happens 1n their organisation, as opposed to what they would like to see
happening By adding this instruction, respondents were given some comfort that the
researcher does recognise that they may not actually condone what 1s happening in

their orgamisation as being the best form of communications

For ease of coding the data, the majority of questions were closed, although the option
‘other’ was provided 1n most cases and an open-ended section was provided at the end
of the questionnaire for further comments and observations It 1s argued (deVaus,
1991, Nachmias and Nachmuas, 1982) that closed questions can risk losing out on the
type of extra opinions or nuances which open-ended questions can elicit However,
Sheatsley (1983) pomts out that time, cost and coding 1ssues for large scale surveys

makes a strong argument for the iterviewer to close as many questions as possible

In some parts of the questionnaire, respondents were asked to recall and comment on
activities which have happened n the past (for example, 1n section B, respondents were
asked to recall how many months 1t took their organisation to achieve the Q Mark)
Bradburn (1983) and Marsh (1982) draw attention to the risk of 'telescoping', whereby
respondents recall an event happening more quickly or more recently than when 1t
actually did occur However, postal questionnaires can bypass this 1ssue because they
enable the respondent to verify areas where they might have unclear recall by allowing

the respondent to check records in their own time

Golden (1997) adds that retrospective data needs to be accepted with caution Finding
n his own research that upwards of 60 per cent of retrospective accounts did not
correspond with validated reports of incidents which took p’lkace only two years earlier,
he cautions researchers to look out for rationalising, simplification, lapses of memory
or presenting self to the best advantage He notes, however, that if the respondents do
not have personal stakes 1n the results, purposeful alteration of the reporting of events
will be mmmmused There 1s still a danger that the managers n this study wall
unconsciously recall events differently to the way they actually occurred This effect
will be softened somewhat by asking a large number of managers to complete the

questionnaire In 1deal circumstances, the managers' recall could be validated by
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contrasting their views with the views of employees themselves. However, time,

resources and lack of access to employees has made this approach prohibitive.

Once drafted, the questionnaire was given separately to a panel of seven HR / Quality
managers to complete as part of a pre-test phase. Reynolds et al (1993) write that pre-
testing is used to identify errors in a questionnaire which may only be apparent to the
population concerned, such as specific word meanings. These people were selected
from organisations which were not included in the main survey, but would have similar
working experience to those targeted in the main survey stage. The seven managers
completed the questionnaire without any assistance and timed the amount of time it
took to complete. They then spent approximately 40 minutes to an hour each with the
researcher going through the questions, their understanding of the questions and
familiarity with the terminology used. Reynolds et al (1993) suggest that a personal
interview is the most effective means of debriefing those who took part in a pre-test.
They were also asked to identify any areas where they thought questions might be

leading, ambiguous, or difficult.

On the basis of these comprehensive interviews, a small number of minor adjustments
were made to the questionnaires. The sample of managers in the pilot was too small to
statistically measure inter-item reliability of the statements measuring similar concepts
in Section D. To overcome this, the respondents were asked to select those statements
which they felt were measuring a similar concept and what they thought that concept
might be. Three of the statements in the original draft were the subject of some
confusion for two or more of the seven respondents. Two of these statements were
reworded with the assistance of the respondents and one was excluded from the survey

as it was felt it did not add to the existing statements already measuring that concept.

Subsequent to the return of the questionnaire by the main sample of organisations, an
assessment of inter-item reliability with the Cronbach’s alpha test was carried out, to

ascertain the internal reliability of the main section, section D of the questionnaire.

Table 4.4 below summarises the findings of the inter-item reliability analysis on
clusters of statements in section D. hi all, 14 tests were carried out on groups of
statements ranging between two and four statements in each group. The statements,
developed from issues raised in the literature review on organisational communications
and communicating for change, were developed to represent 14 different concepts
representing different aspects of the six communications factors necessary for

organisational change, according to the literature (Table 3.3). They also cover the
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concepts raised in hypotheses 3(a) to 3(k), set out earlier. Bryman and Cramer (1994)

suggest that a Cronbach's alpha score of .7 or more indicates inter-item reliability. The

findings from these inter-item reliability tests suggest that in all but three cases, the

concepts could be considered to be internally reliable. In three cases, statements

selected to represent the concept 'company-wide message’, 'non-managerial influencing

role’ and 'special communications programmes’, the alpha scores would indicate poorer

reliability. In all, however, the inter-item reliability scores are adequate for this

preliminary stage. Once the key communications factors for change have been

identified through factor analysis, it would be intended to develop statements which

better represent these concepts and to rigorously test a more refined instrument for

reliability and validity.

Table 4.5

The Questionnaire (Cronbach's alpha)

Concept

Content
Appealing to reason
Appealing to emotion

Updating progress
against milestones
Company-wide message
Openness
Openness with
information
Restriction of information
Media
Rich and lean media

Roles
Senior management role

Middle management role
Peer influencer role

Information flows
Top-down

Upwards
(involvement)
Lateral

Communications
programmes
Special programmes

Examples in Literature

Blake (1992), D'Aprix (1996)
Berzok (1997),
Scott and Jaffe (1989)
Bryan (1997),
Klein (1996)
Beer et al (1990)

Caldwell (1994), Dulye (1993),
Smeltzer (1991)
Filipczak (1995)

Klein (1994),
Richardson and Denton (1996)

D'Aprix (1996),
Tourish (1997)
Larkin and Larkin (1994)
Schein (1980),
Siebold and Meyers (1996)

Brandon (1996),
Francis (1987)
Bonvillian (1996), Exterbille
(1996), Lawler et al (1995)
D'Aprix (1996),
Exterbille (1996), Lee (1997)

Cole and Pace (1991),
McGrath and Geaney (1998)
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Statements

20,26,38
30,35,5

7,10,19
1,33
19,31

6,21,34

9,10,16,32

13,24
18,23,36

3,14
17,37
4,11,15,34

27,29

8,12,28,2

Inter-item Reliability Of Groups Of Statements In Section D Of

Cronbach's
alpha score

.7010
.8013

7141
.5267
.7007
7210

1174

7151
.8015

.5532
7133
7178

.7338

.6893



4.4.4 Staged Issuing The Questionnaire

The most serious disadvantage of postal questionnaires 1s the risk of a low response
rate Nachmias and Nachmias (1982) argue that non-response 1s an important 1ssue
because non-respondents differ considerably from respondents 1n their opinions of the
1ssues being covered i the questionnaire Fowler (1984), for example, notes that
people who have extreme views on the subject or have a particular interest in that
subject are more hikely to return the postal questionnaire The 1ssue of what 1s an
acceptable response rate has not been resolved to any great extent Moser and Kalton
(1976) write that postal questionnaires have been discredited 1n many cases because
researchers have used data from response rates as low as 30 per cent Nachmias and
Nachmuas (1982) add that some mvestigators consider 50 per cent response rate to be
adequate, while other more conservative mvestigators msist on at least 75 per cent

response

A number of strategies recommended 1n the literature (Bouchard, 1976, deVaus, 1991,
Dilman, 1983, Moser and Kalton, 1979, Nachmias and Nachmias, 1982), to increase

the response rate were implemented Dilman (1983 361) writes

A person 1s most likely to respond to a questionnaire when the percerved costs
of doing so are mimimised, the perceived rewards are maximised and the
respondent trusts that the expected rewards will be delivered

All organisations were contacted by telephone to establish who the relevant person
would be to fill out the questionnaire Wherever possible, the person was spoken to

directly, to explan that the questionnaire was to be sent within the next two weeks

It was decided to limit the scope of the questionnaire to seek the views of those
responsible for implementing the quality iitiative in each organisation This tended to
be either a quality manager or HR manager and m a small number of cases, Directors
or Managing Directors By limiting responses to these individuals, the study was not
seeking the views of employees and how they are affected by the quality change
programme This approach does raise some limitations with the research For example,
there 1s evidence to suggest that managers and employees tend to hold different views
about the effectiveness of communications 1n their organisation (eg Barton, 1996,
Drury Communications and IPD Ireland, 1997) However, to gam access to such a
large number of organisations, 1t was deemed important to nunimise the disruption

mvolved 1n carrymg out the research Edwards and Thomas (1993) note that
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researchers are more likely to gain acceptance of an organisational survey by senior
management if they view 1t as involving little or no disruption to the workplace It was
also believed that the complexities involved in achieving adequate samples of diverse
groups of employees for some 187 organisations of different sizes would be
prolubitive It 1s recognised, however, that the findings of this study will be limited by
the fact that they are based on the views of one management level respondent 1n each

organisation

Respondents were not specifically asked to provide information on their own job title
when returning the questionnaire However, by comparing returned questionnaires with
the point of contact 1n each orgamsation to whom the questionnaire was sent
(established n the preliminary telephone calls), 1t 1s possible to establish a good
overview of the likely respondent profile It should be recogmsed, however, that 1t 1s
not possible to state defimtively that all the original pomnts of contact actually
completed and forwarded the questionnaires themselves Table 4 6 indicates that, on
the basis of the points of contact for the returned questionnaires, a strong majority of
the respondents appear to be quality managers or executives (70 7 per cent), with just

twenty per cent of respondents appearing to be HR managers

Table 4.6 Respondent Profile
(Based on Points Of Contact For Each Orgamisation)

Profile Number
Quality Manager/Executive 82 (70.7 %)
HR Manager / Executive 22 (21.5%)
Managing Director / Director 12 (7.8%)

This high proportion of quality managers would suggest that the majority of
respondents could potentially feel under pressure to represent their quality mitiatives 1
a good light, given that the quality imitiative 1s the very purpose of their role in their
organisations They may also have less of an understanding of the broader 'people’
aspects of organisational change than their HR peers Because the respondents profile
has been constructed by comparing returned questionnaires to original points of
contact, it 1s not possible to definitively interpret anything more from this data For
example, 1t would not be appropnate to attempt to correlate respondent profile with

features of the organisations to determine whether particular biases might be 1dentified
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The questionnaire was designed and printed for clarity and was clearly marked as a
Dublm City University mitiative, as questionnaires for academic purposes tend to
recerve more favourable responses DeVaus (1991) recommends that a contact name
be given for people to raise queries A name and contact number of both researcher and

supervisor were provided

The questionnaires were 1ssued with a covering letter explaining the purpose of the
research and how the mformation gathered could be of benefit to the business
communtty in the future The respondents were assured of confidentiality The
questionnaires were marked by 1dentification numbers for further follow up As an
mcentive, respondents were offered a summary of the results and a small number of

respondents (8 per cent) took up that offer

There has been some debate as to whether the length of a questionnaire affects
response rates In general, the advice 1s given to keep questionnaires as clear and short
as feasible However, Moser and Kalton (1979) write that there 1s no clear evidence to
suggest that questionnaire length has an impact on response rates and Nachmias and
Nachmias (1982) cite evidence to suggest little difference for different lengths of
questionnaires within a cap of ten pages The questionnaire 1ssued was a twelve page
document, of which nine pages comprised questions, one page comprised the front
cover, a further page comprised nstructions and the final page included a section for

further comments

96 questionnaires were returned within the first three weeks A follow-up letter was
then sent to those organisations which did not mntially respond, eliciting a further 34
responses The total response rate was 130 completed questionnaires (69 5 per cent)
Of those, 14 were spoilt (1e returned incomplete), leaving a total of 116 questionnaires

to be analysed, or 62 per cent of questionnaires sent out

To ensure that there was no significant difference between those who responded and
those who did not, lists were drawn of returned questionnaires and the target sample
and checked for information on their size and sector Table 4 7 shows no difference of

any great note
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Table 4.7 Companson Of Returned Questionnaires With Target Sample

Demographics Target Sample Responding Orgamsations
(Q Mark holders in
organisations of 50+)
Sector 74.2% manufacturing 76% manufacturing
25.8% services 24% services
Size 64.3% = 50-200 61% = 50-200
35.7% = 201 + 39% =201 +
4.4.5 StageS5S Coding And Analysis Of The Results

The questionnaires were coded and analysed with the use of SPSS 6 1 package for MS

Windows, a computerised statistical package favoured by many social scientists for its

accessibility and breadth of applications Once the data was nputted into the package,

a series of random spot checks was carried out to ensure that the data was inputted

correctly Using SPSS, the data was then measured for frequencies, for bivanate

relationships and for multivanate relationships

The approach taken during the analytical stage was to be as open as possible to all

data or possible relationshups which emerge However, the researcher did attend to the

hypotheses during analysis, to avoid spurious correlations being given undue attention

Marsh (1982) writes that even 1n exploratory research, researchers should have some

sense of model or 'hunch' to explore However, Marsh warns against cross-tabulating

all data with the hope that some sort of correlation will be chanced upon

An analysis plan was developed to meet the research questions The plan involved five

phases, as outlined in Figure 4 2
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Figure 4.2 Analysis Plan
(Note 'H' = Research Hypothesis)

Phase 1 Background Information
\7
Phase 2 HI : ;
Define the dependent avariable *successful change’
Successful change
defined as a five
staged scale
Phase 3 H2 Identify how communications is used by this sample
Phase 4 H3 Explore data for conceptual model of
H4 communications
Establish whether the model is universal or contingent
Phase 5 H5 Test and interpret relationship between successful change
and communications model
4.45. (i) Phase 1 OfAnalysis:

Background Information

Hartwig and Dearing (1979) note that the first stage of analysis should begin with
inspecting the distribution and frequency of each variable. This provides an overview
of the 'shape’ of the data, so that any interesting phenomena can be identified for
further examination. This phase of analysis was carried out by using the SPSS 6.1

frequencies application.

Section D of the questionnaire, comprising 38 Likert scale questions, was scored in
two ways to facilitate analysis. Firstly, organisations which agreed or strongly agreed
with each statement were categorised as one grouping to facilitate identification of the
frequency with which the relevant method or policy is in use amongst the sample of

organisations. Secondly, mean scores for organisations for each statement were also
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identified, with the range being defiend as -2 for strongly disagree up to +2 for strongly
agree, with 0 being assigned to the middle position. This range (-2 to +2), was selected
instead of a range from 1to 5, as it was felt that it more appropriately distinguishes

organisations which positively agree that they use a method or policy from those which

disagree.

4.4.5. (ii) Phase 2 OfAnalysis:

Define The Dependent Variable 'Successful Change’

Bryman and Cramer (1994) define a dependent variable as the ‘effect’ of other
variables. Before being able to determine the relationship, if any, between
communications and organisational change, the dependent variable ‘successful change'
had to be identified. A number of questions in Section B - Implementing The Q Mark
Programme, relating to time taken, related IR unrest and employee satisfaction with the
way it was managed, were put into the questionnaire as markers of this dependent
variable. However, the frequency distributions carried out on these questions during
stage 1 ofthe analysis, did not provide a substantial enough range of variations
between organisations on these factors to use them as means of differentiating

successful and unsuccessful change.

An alternative measurement of change was also included into the questionnaire.
Question 18 in Section C - Quality In Your Organisation, asks organisations to rate
themselves against a number of quality status descriptors which relate to the constructs
on the five staged model proposed in Chapter 2. There was a sufficiently large
variation between organisations on these factors to use the scale as an indicator of
those organisations which have changed to become a total quality organisation from

those which remain at the less sophisticated quality assurance stages.

To determine whether or not it is valid to suggest that organisations progress through
the first five stages of quality in the order suggested in the model, the Guttman scaling
procedure was used. This scoring process involves taking only those scores for each
stage achieved by organisations which have scored positively on the earlier stages. For
example, if an organisation did score positively on the fifth stage, but not positively on
any of the first four stages, its score for the fifth stage would be discounted. The
accuracy of the scale was investigated through two methods; by identifying the co-
efficient of reproductibility and the minimal marginal reproductibility, as suggested by
Moser and Kalton (1979).
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To explore whether there are other variables which differentiate the organisations
which agree they have reached each of the five stages of the Guttman scale from each
other, a non parametric test, the Mann Whitney U test, was then carried out to test

significant differences

To facilitate the use of regression analysis on a dependent variable 'successful change'
(see 4 4 5 (v) below), an additional index of total quality was also formulated by
combining the scores for orgamisations which have achieved each of the five Guttman
stages with their scores for two other quality indicators - the extent to which priority 1s
given to quality by senior management (question 19), and the extent to which there 1s

commitment to quality across the organisation (question 20)

4.4.5.(iiy Phase 3 Of Analysis:
Identify How Communications Is Used By This Sample

Hypothesis 2 states that organisations which have achieved the Irish Q Mark do not
adhere to all of the communicating for change practices advocated 1n the hiterature
Before looking at the relationship between communications and orgamisational change,
1t was important to gam a fuller understanding of how the respondents' organisations

differ or converge from the literature in their communications policies or methods

Hypothesis 4 states that the selection of communicating for change practices 1s
contingent upon orgamsational and change variables The relationship between
orgamsational characteristics and their commumnications policies and methods was
mvestigated by using the Chi-square test The questionnaire was constructed m such a
way that respondents indicated organisational characteristics and the usage of
communications practices and methods through a series of yes / no questions This
provided a series of nominal variables for analysis Bryman and Cramer (1994) write
that 1f the data bemng analysed are nomunal rather than interval data, a non-parametric
test such as Chi-square 1s appropriate It was decided to use p=< 05 as the cut off
pomt for significance, which 1s generally deemed to be sufficiently significant (eg
Babbie and Halley, 1994)

4.4.5.(iv) Phase 4 Of Analysis:
Explore Data For 'Deeper' Factors

Up to this stage, the communications variables have been described as separate

entities Hartwig and Dearing (1979) argue that to develop a more conceptual
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understanding of data, groups of variables can be manipulated and explored to
establish whether or not a pattern emerges. Groups of variables are analysed through
multivariate analysis. Kline (1994) writes that multivariate analysis is appropriate for
complex data where it is uncertain what are the most important variables in the field.
By identifying the relationship between groups of variables, a construct or ‘factor’
which was previously unknown can be revealed. Bryman and Cramer (1994) write that
multivariate analysis is a useful tool for bringing order to a complex series of variables
and enabling the researcher to see which of them appear to be related and which of

them are not.

To gain a fuller understanding of how communications is approached by the sample of
organisations, groups of statements from the list of 38 statements about
communications in Section D of the questionnaire were analysed using principal
components multivariate analysis. Kline (1994) recommends that a sample size of at
least 100 is necessary for multivariate analysis. The sample size in this fieldwork was
116.

The factor application of SPSS 6.1 package was used to test for the different
communications factors. Initial statistics were rotated using VARIMAX. Rotation
maximises the loadings on each item, ‘clearing out' unrelated factors which may appear
to have been related on first analysis. Babbie and Hailey (1994) write that VARIMAX
rotation, a method of orthogonal rotation, is a widely accepted means of rotating data

and accordingly is the default rotation application in SPSS.

Following Marsh's (1982) proposed approach to exploratory multivariate analysis, the
full complement of 38 statements was first analysed for emerging factors. Using the
initial factors which emerged from this analysis and the hypotheses developed from a
review of the literature, those relationships which might be present were gradually
clarified by including different groups of variables in the factor analysis. Kaiser's
criteria, explained by Bryman and Cramer (1994), was used to select those factors to
keep and those to exclude during this exploration. Only those factors with an
eigenvalue of 1.0 or greater were retained. This means that the factors which were
retained explained the variance of at least one of the variables put into the analysis.
Kline (1994) argues that factor loadings of .3 or more are considered moderately high
and for the most part, only those emerging factors from the initial analysis of all 38
statements with loadings of more than .4 were retained for further examination. A

small number of factors with statements loading between .3 and .4 were retained for
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further examination on the basis that they represented concepts which are strongly

advocated in the literature as being central to communicating for change.

Using groups of statements which might better represent the concepts behind eight
promising factors which emerged from the first phase of analysis, together with groups
of statements which were thought to best represent a further twelve concepts advocated
as being key for communicating change in the literature, a total of twenty concepts
were tested through factor analysis. The same criteria for inclusion was applied (ie
eigenvalue of 1.0 or more and statements loading .3 or higher) On the basis of this
analysis, some 15 initial concepts were discarded. A further five promising factors
were analysed in greater detail, but then discarded. Two significant communications
descriptors with eigenvalues in excess of 1.0, with statements loading at a minimum of
.3 and which consistently explained variances between the organisations of this sample

did emerge.

To establish whether or not the statements selected to represent each of the two sets of
factors do measure the same concept, inter-item reliability of the statements
(Cronbach's alpha), was then tested. An alpha score of .7 or more was deemed to be

sufficient to indicate internal reliability (Bryman and Cramer, 1994).

However, Huberman and Miles (1994) caution against assuming that findings which
emerge from data analysis as being reliable are necessarily valid. They write that some
of the most common biases which can steal into the process when drawing conclusions
include overconfidence in the data (especially when trying to confirm a key finding),
and over-accommodation to information which supports a particular hypothesis. The
multivariate phase of analysis of this research project was entered into, knowing that
the researcher would have been influenced by the key themes discussed in the
literature. However, a conscious effort was made to broaden the possible groupings of

statements for factor analysis as wide as possible, in order to explore all possible key

themes.

Huberman and Miles (1994) also suggest "triangulation' as a method of verifying
findings. Triangulation is the process of checking findings by approaching the same
research question through two or more means of research or analysis. The factors
which emerged from the factor analysis were subsequently probed through qualitative

interviews (see chapter 4.4.6 below), and appeared to hold up to verification.
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Two models emerged and given that organisational communications models have been
found to be contingent rather than universal in areas other than change management (ie
communicating for organisational performance and satisfaction - see chapter 3.5), it
was decided to see whether these models appear to be selected for different
circumstances. Two methods were used to determine whether or not the
communications models were universal or contingent. Firstly, the questionnaire data
relating to organisational characteristics was t-tested with the extent to which the
different organisations scored on each of the communications dimensions. The t-test
(parametric test), was selected as the two communications dimensions comprise
interval variables (Bryman and Cramer, 1994). As with the earlier Chi-square tests, a
cut off point of p=<05 was used. Significant differences may highlight interesting
differences between organisations using each type of communications. Secondly, this
relationship was investigated further during the follow up qualitative interviews to see
if any underlying factors emerge, to ascertain why different organisations might use

different types of communications to support change.

445. (v) Phase 5 OfAnalysis :
Test For Relationship Between Variable

'Successful Change' And Communications/ Other Factors

Once models of communicating for change were identified using multivariate analysis,
their relationship with the variable ‘successful change' was investigated. Firstly, their
relationship with each of the descriptors of total quality was investigated. Again,
because the two communications dimensions comprise interval variables, an
appropriate method of investigating the significance of the relationship is by using the

parametric test, t-test (Bryman and Cramer, 1994).

A second approach to evaluating the relationship between the two communications
dimensions and successful change was then carried out. The five groups of
organisations which reached each of the five stages of quality assurance or total quality
on the five staged scale of becoming a quality organisation were identified. The mean
scores on each of the communications factor for each of the groups of organisations
were calculated. By carrying out an analysis of variance of the five groups' mean
scores for the two communications dimensions using Anova, it was then possible to
establish whether or not the variance in scores between groups was significant in
comparison to the variance of scores within each group. The mean scores were mapped

out to determine whether a relationship exists.
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Another method of testing the relationship between one set of variables and another is
regression analysis; a method of predicting the scores of the dependent variable by
knowing the scores of the independent variable. Because this thesis focuses on
explaining the effects of communications on organisational change, in ideal
circumstances, the dependent variable for regression analysis should be the scores for
changing towards total quality (ie the five Guttman Groups). However, it is argued in
the literature (eg Babbie and Hailey, 1994), that regression analysis requires an
interval / ratio variable as the dependent variable, while in this instance, the Guttman
Groups scores comprise ordinal ranking variables. Bryman and Cramer (1994) note
that in certain fields of research such as the social sciences, there is a growing trend to
treat ordinal variables as interval variables for the purposes of analyses such as
regression analysis, but argue that this is more appropriate in instances where there are
multiple categories involved. It has been suggested in a seminal paper by Labovitz
(1970) that almost all ordinal variables can be treated as interval variables, as the
advantages of using a powerful method of analysis such as regression analysis far
outweigh the potential for error. This view is considered controversial in some quarters
(Bryman and Cramer, 1994), but it was decided in this instance to go ahead with the
regression analysis nonetheless, using changing to total quality as being the dependent

variable.

To do this, it was decided to create an 'index of total quality’, as a new dependent
variable by combining the scores for organisations in each of the five Guttman Groups
with their scores on two other indicators of total quality; priority given to quality by
senior management (question 19), and commitment to quality across the organisation
(question 20). This new dependent variable, while still ordinal, comprises a larger
range of categories than just the five Guttman Groups, (ranging from 3-15, rather than
1-5), making it more appropriate for regression analysis. Using regression analysis, the
predictive nature of the relationship between the two communications dimensions and

the index of total quality was then assessed.

The decision was taken to use this index as a dependent variable on the basis that at
least two other methods were being used to assess the relationship between
communications and organisational change to total quality using the Guttman Group
scores as the indicators of change to total quality. The Guttman scale had been found
to be a well-grounded indicator of organisational change by testing its co-efficient of
reproducibility and minimal marginal reproducibility, The first method, the analysis of
variance of the mean scores for each communications dimension amongst the five

Guttman Groups has already been discussed. The second method used was also
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regression analysis, but in this case, using the two communications dimensions as the
dependent variable. This second regression analysis takes the opposite approach to the
first just described. It was used to determine whether the scores for each
communications dimension can be predicted by knowing the scores for each of the five
Guttman groups. The two communications dimensions (factor scores from the factor
analysis), were selected as being robust dependent variables in this case, as they

comprise interval/ratio variables (Bryman and Cramer, 1994).

Having looked at the relationship between communications and change to total quality
in these different ways, it was decided to establish whether or other variables might
also have an influence on that relationship. This was investigated in a number of ways.
Firstly, by carrying out a series of 2-Way Anova tests, combining the mean scores for
each of the Guttman Groups with a series of variables and determining whether
combined, these scores are significantly related to the different communications
dimensions. Secondly, change management strategies such as reward structures were
regressed from the 'index of total quality' variable to establish whether they too have a
predicting relationship. Separately to this, the key differentiating features between each
of the five Guttman Groups of organisations (other than the two communications
dimensions), was also investigated. The Mann-Whitney U test was selected to explore
the differences, as it is considered to be a more appropriate test of significant

difference for ordinal variables such as these groups.

446 Stage6 Follow-Up Qualitative Interviews

Analysis of data gathered from surveys enables the researcher to identify variations or
relationships. However, as Marsh (1982) and Sayer (1984) point out, the researcher
still has to establish the nature and meaning of that relationship. Hypothesis 5 states
that it is possible to put forward an explanation regarding how communications
supports organisational change. This cannot be resolved by analysing the quantitative
data presented by the questionnaire alone. Marsh (1982) writes that to explore this, the
researcher has to bring evaluation a stage further by both returning qualitatively to a
sub-set of the respondents for probing and through 'reason analysis'. Reason analysis is
a method by which the researcher draws up a list of possible relevant inputs and

outcomes and inquires about each of these in turn.
Qualitative interviews in a follow up phase arc an excellent means of probing

quantitative results. Sayer (1984) argues that qualitative interviews enables the

researcher to ascertain the ‘why' behind quantitative results in context, rather than
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having to affect controlled conditions Miles and Huberman (1994) also advocate the
use of follow-up interviews where possible, but caution that the researchers should be
aware of their biases when setting the agenda for discussion and when probing the
respondents They also query the generalisabihty of 1ssues which emerge from a
handful of interviews, but when used in a follow-up phase, this 1ssue 1s less

problematic, given that an extensive quantitative phase has already been carried out

In 1deal circumstances, an tensive observation of what actually happens rather than a
filtered perception of what happens would be preferred as the follow up method
However, this was not feasible, erther in terms of the researcher's time, or access to
organisations While the quantitative phase of research 1dentified features of
communications which appear to correlate with the successful mtroduction of total
quality concepts, 1t did not shed any light on how or why these factors appear to
facilitate change The follow-up interviews also sought to identify from the respondents
whether there was any pattern to how they used particular communications features to

facilitate the change n their organisations

Organisations which had the highest scores on the two key commumnications dimensions
were 1dentified and contacted for a follow-up interview Creswell (1994 97) describes
this method of research as 'dominant - less dominant design' By supplementing a major
quantitative study with a small number of qualitative interviews, the researcher may be
able to elaborate on or enhance the results of the main phase Ten organisations were
contacted for follow-up mn-depth mterviews The ten orgamisations comprised five of
the highest scoring organisations from each of two different communications factors
identified from the mam phase and all ten agreed to take part m the follow up phase
The organisations m the follow-up phase were assured of their anonymity In some
nstances, the organisations offered both a HR Manager as well as their quality

manager for the interviews

A semu-structured discussion guide was developed (see Appendix C), and interviews
took between 1 hour and 1 5 hours in length These interviews, while covering a broad
range of 1ssues, were more focused than the pilot phase of interviews This was
because the researcher wanted to probe specific 1ssues of mterest emanating out of the
quantitative data Five areas of interest were the focus of the nterviews and other
1ssues of interest were probed as they arose
1 The respondents' views on what level of change was needed m progressing
towards total quality and whether any resistance was encountered

2 Identification of OD methods used other than communications and rankings of
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their relative success

3 Clanfication of the nature of the type of communications used m their
organisation

4 Respondents' views on how and why their approach to communications
developed

5 Respondents' views on how they best use their method of communications m

achieving change

As with the prehminary interviews, notes were taken by hand rather than recorded and
read and transcribed within 24 hours of the nterviews being completed Analysis of
qualitative data can be problematic in that 1t 1s difficult to replicate and 1s open to
researcher bias Miles and Huberman (1994) argue that qualitative data analysis 1s still
n 1ts mnfancy in comparison to the clear conventions laid down for quantitative data
analysis However, this should not take away from the value of the data generated by
such a research method The researcher can take a rigorous approach to coding the
mformation transcribed during the mterviews and to the analysis of the data thereafter
A method of coding and analysis was used at this follow up stage to the preliminary
mterviews (based on that advocated by Gronstedt, 1996), whereby 1ssues were coded
n the left hand column and the categories of 1ssues were combined or dropped as the
analysis progressed, so that the categories moved from an empirical level to a

conceptual level

4.5 Summary Of The Research Methodology

Ansing from the literature review, five hypotheses and 33 sub-hypotheses were posed
relating to the relationship between organisational communications and successful
change The research approach selected to answer the research questions was
posttivistic, drawing general causal laws from data obtained from organisations of 50

or more employees holding the Insh Q Mark

Becoming a quality organisation was selected as being the variable which indicates
'successful change' The principle research instrument was a self-completion postal
questionnatre aimed at managers responsible for quality in their organisations,

supported by pre and post questionnaire interviews The response rate of usable

questionnaires was 62 per cent
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The questionnaires were analysed through a five phased analysis plan, with the use of a
SPSS statistical package Through factor analysis, two communications constructs of
interest were 1dentified Both they and other management strategies were then tested for
their relationship with the successful change variable The nature of the relationships

were also explored in more depth through the use of qualitative follow-up mterviews

168



SECTIONS THREE AND FOUR

THE FINDINGS

169




OVERVIEW OF SECTIONS THREE AND FOUR

THE FINDINGS

Sections three and four describe the findings of the research Section three, comprising
five chapters, describes the findings on the communications practices of the
participating organisations, while section four comprising two chapters, describes the

findings relating to changing to become total quality organisations

Section three begins with a brief description of the biographical details of the
orgamsations which took part in the study (chapter 5) Chapter 6 explores the
communications practices of the participating organisations, comparing and
contrasting these findings with those advocated 1n the literature In chapter 7, a model
of communicating for change 1s 1dentified from the quantitative data (comprising two
dimensions), together with a description of the features of organisations which use
erther dimension This 1s explored further in chapter 8, building on the data elicited
from the follow-up qualitative interviews Chapter 9 brings together the key findings of

the quantitative and qualitative research to describe and validate the model

In section four, attention 1s then turned to the process of organisational change in a
quality context Chapter 10 begins by 1dentifying the quality characteristics of the
participating orgamsations It then explores whether or not this sample of organisations
appears to follow the process of organisational change to total quality proposed earlier
Chapter 11 then links the communications model 1dentified earlier, with the process of

orgamsational change, to establish the nature of the relationship between the two
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CHAPTER § BIOGRAPHICAL INFORMATION

5.1 Introduction

This chapter describes the 116 organisations which took part m this study In all, 15
questions relating to general biographical details were asked, focusing on information
about the organisations which nmught help to explain different approaches to
communicating for change Biographical information was sought on organisational
characteristics such as sector, size, structures and the presence of union representation
Employee characteristics were also sought including average age, sex, skills and
education The sample size of the findings 1s deemed to be 116 for each question unless

otherwise stated

5.2 Organisational Characteristics

Size and Dispersion

Table 5 1 shows the breakdown of organisations by number of employees The
organsations ranged from 50 to 12,000 employees m size with 61 per cent (n = 70),
employmng between 50 and 200, which would be considered medium sized (European

Commussion, 1996), and the remaining 39 per cent (n = 46), employmg at least 200

employees
Table 5.1 Organisational Size

50- 100 100-199 200-499 500+
Percentage of 26% 35% 23% 16%
orgamsations 1n
sample n=30 n=40 n=27 n=19

!

The profile of this sample 1s biased more towards larger orgamsations than Irish
organusations generally In this sample, 31 8 per cent (n=37) of the organisations
employed more than 250 employees at the time of the research, compared to just 3 2
per cent of all organisations n Ireland (n=157) (Central Statistics Office, 1997) To
draw a more direct comparison, only 14 1 per cent of the 1,107 orgamsations in
Ireland employing 50 or more employees, have at least 250 employees The bias
towards larger orgamsations 1n this sample might be due to larger organisations having

the resources to become nvolved 1n quahty award nitiatives such as the Q Mark
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Many of the organisations have two or more sites Table 5 2 shows that less than half

of the organisations operate out of one site (n = 52)

Table 5.2 Number of Sites Qut of Which The Orgamisations Operate

1 site 2-10 sites 10+ sites
Percentage of 45% 43% 12%
organisations mn
sample n=52 n=50 n=14

A number of 1ssues arise from this huigh mcidence of multi-sited organisations Firstly,
1t 1s important to recognise that the respondents to the questionnaires may not be fully
aware of the communications operating style within all the sites of their organisation
Communications within each site may be influenced by the preferred approach of the
most senior executtve within the site, which may or may not be in keeping with the
approach of the orgamsation as a whole Secondly, the status of the quality iitiative
itself may also vary from site to site according to the level of support 1t 1s given by the
semor executive of that site Therefore, there 1s a possibility that responses given in the
questionnaires may not reflect the experience of employees withm particular sites m

their organisations

Th