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Abstract

Much of the organizational behaviour literature examines the way actors behave in
organizations and much of architectural spatial design literature discusses aesthetics,
design and construction of buildings. Organizational behaviour literature tends to
emphasize the relationships between members of an organization and how these
relationships affect management of change. Architectural spatial design literature
tends to emphasize the project management aspect of managing physical change to
buildings. But very little is known about how changes to organisational spatial
design are perceived or understood by organizational actors. These bodies of
literature have remained apart; which is surprising considering that buildings are
designed for people. This thesis begins to examine the overlapping area between
organizational behaviour and spatial design by addressing why, how and with what
effect a strategic change process within three case studies was interpreted by the
organizational actors interpreting symbolic physical artefacts in their built
environment. These three organizations were of the same industry type and under
the same management structure, but with distinctly different management of change
processes.

The participants, who were organizational actors, interpreted physical symbolic
artefacts, which they identified as being central to 24 change incidents. The research
techniques used to understand these interpretations and their role in identity
formation within a change process were interviews with the participants over four
phases, participant observation and photographic ethnography over a 36 month
period. This gave the opportunity for an in-depth ethnographic experience in the
context of place and over time which elicited micro level details on the processes
involved in interpretation and consequent identity formation processes. The analysed
research data was then used to create a series of typologies and models to
demonstrate:

How and to what extent each dimension of the physical symbolic artefact is used in
the interpretation process and how interpretation differs in changing contexts and
over time. The models also demonstrates how and through which processes we
interpret physical artefacts using their aesthetic, instrumental and symbolic

dimensions and how these interpretations are used to affirm/influence and/or create

our workplace identities.



The main factors affecting interpretation and identity formation within the case
studies were found to be issues of respect, legitimisation, power and status and these
were accentuated by the different management of change processes used in the three
case studies. Overall, the research shows that we interpret physical symbolic
artefacts in the organizational built environment, using different dimensions of the
artefact and these interpretations are used to inform and alter our self, group,
organizational or workplace identities.

My research confirmed Rafaeli & Vilnai — Yavetz (2004) findings that participants
interpreted artefacts through the aesthetic, instrumental and symbolic dimensions.
My research extended these findings by establishing how and to what extent the
various dimensions are used and that the resulting interpretation is used to form or
influence various aspects of organizational identity therefore linking the findings to
Hatch & Schultz’s (2002) process model of organizational identity. Hatch & Schultz
(2002) provided a useful framework for differentiating the concepts of
organizational culture, identity and image and how they are interlinked and
mentioned the role of physical symbolic artefacts in that process specifically stating
that corporate architecture is used to express identity and also that by building
corporate facilities identity is projected to others. However, they did not research the
precise role, extent and context of physical symbolic artefacts. I found that we use
symbolic physical artefacts within all four of the processes of identity formation
proposed by Hatch & Schultz (2002) namely, mirroring, reflecting expressing, and
impressing and that as a consequence the role the built environment plays in identity
formation is more significant than previously envisaged.

Understanding the use of physical symbolic artefacts in the formation of workplace
identity links the two fields of identity and symbols. This thesis develops the
constructs of workplace identity and image and uses them to link ideas for
examining changing organizational relationships and the impact of the
organizational built environment on its occupants and stakeholders. The literature
has previously suggested a limited use of physical symbolic artefacts within
formation of identity but my research suggests that physical symbolic artefacts in the
built environment are used more extensively than previously suggested therefore

taking a step further towards explaining the roles of artefacts in the identity process.
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CHAPTER 1: Introduction

1.1 Introduction and overview

Much of the organizational behaviour literature examines the way we
behave in organizations and much of architectural spatial design literature discusses
aesthetics, design and construction of buildings. Organizational behaviour literature
tends to emphasize the relationships between members of an organization and how
these relationships affect management of change. Architectural spatial design
literature tends to emphasize the project management aspect of managing physical
change to buildings. But very little is known about how changes to architectural
spatial design affects or influences organizational actors within their changing
working environment. These bodies of literature have remained apart; which is

surprising considering that buildings are designed for people.

Research on symbols occurs in almost every field in social science, but there is little
research, which concerns itself with the symbolic content of physical artefacts in the
organizational built environment. This is surprising considering that these images
permeate everyday organizational life. In an industrialized society, rarely a moment
passes when we do not see some corporate visual, be it a logo, magazine or building.
These visual images inform our understanding of our linkages with our organization

and organizational linkages with stakeholders.

I will argue in this thesis that the research of physical symbolic artefacts in the
organizational built environment leads to three important categories of findings
about the organization - actor relationship adding to the existing organizational
behaviour and architectural spatial design literature. These findings relate to firstly,
the process of interpretation of physical symbolic artefacts and secondly, the use of
this process in the formation of identity within organisations and finally discussing

the effect these processes have on the management of change process.
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Firstly, the examination of the interpretation of physical symbolic artefacts in the
organizational built environment shows us that the organizational actor’s
relationship with the organization is based on emotional and psychological
phenomena and not necessarily only on a rational calculating and instrumental
process. Therefore, organizational actors may have irrational and emotional ties to
the organization and these relationships need to be accepted and consequently
managed. Organizational actors may be using their organization and its built
environment as an emotional and symbolic source and not necessarily only as a
physical and financial resource. As Rafaeli & Vilnai-Yavetz (2004) have shown, we
do interpret physical artefacts using three conceptually distinct aspects:
instrumentality, aesthetics and symbolism. Rafaeli & Vilnai-Yavetz (2004)
proposed, within the confines of their case study, that these reactions are
conceptually and empirically distinct from reactions to the activity in which
individuals are engaged and from the interpersonal interactions in which they
engage. However, I argue that within a differing context, when we are involved in
issues of respect, status, power or legitimisation, reactions observed and analyzed
are directly linked to the activities of the organizational actors and to the
/interpersonal relations they experience. The processes of management of change
also affected which dimensions of the artefact that were interpreted and the type of
emotions reported. This is in contrast to Rafaeli & Vilnai- Yavetz (2004) whose
research, based in a community rather than an organization, found that although the
these interpretations did occur, did not mention the cause of, or nature of, these

interpretations.

Secondly, this thesis provides an understanding of the processes by which we form
our workplace identity using physical symbolic artefacts, therefore not only linking
both the models of Rafaeli & Vilnai- Yavetz (2004) and Hatch & Schultz (2002) but
also the literature on symbols and identity by suggesting that the interpretation of
physical artefacts, is used to affirm/influence and/or create our workplace identities.

This, to an extent, supports research undertaken by Hatch & Schulitz (2002) who
provide a useful framework for explaining the concepts of organizational culture,
identity and image. In their view, culture is a symbolic context within which we
construct organizational identity, whereas image focuses on its external audiences in
that it represents images held by external constituencies. Hatch & Schultz (2002)
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provide a useful framework for differentiating the concepts of organizational culture,
identity and image and explaining how they are interlinked and mention the role of
physical symbolic artefacts in that process. They state that meanings are ‘expressed
in cultural artefacts’ and ‘the meaning laden artefacts of a culture become available
to self-defining, identity-forming processes’. Within the context of their paper they
mention corporate architecture as a way of expressing identity and also that by
building corporate facilities identity is projected to others. However, they did not
research the precise role, extent and context of physical symbolic artefacts. I found
that we use symbolic physical artefacts within all four of the processes of identity
formation explained by Hatch & Schultz (2002) namely, mirroring, reflecting
expressing, and impressing and that as a consequence the role the built environment
plays in identity formation is more significant than previously envisaged.

This would suggest that our interpretations form a language within which meaning
is constructed from physical symbolic artefacts, communication is made using
physical artefacts as an encoder/decoder and is also a language that can be
recognized and its influence on our identity forming process understood.

This thesis uses Elsbach’s (2004a) definition of workplace identity, which includes
self, group, and organisational identity. Data revealed that during the changes when
issues of respect, power, status and legitimisation were apparent, and the workplace
identity could identity split into an ‘us’ and ‘them,’ organizational identity was
viewed separately by the participants from workplace identity. Data revealed that
although the participants held views of their collective self that were central,
distinctive and to an extent enduring, during change when issues of legitimisation,
respect, status and power were apparent these aspects of identity were also shifting

and being re-defined.

Any management of change process also affects the formation and or influence of
workplace identities, which may be in place. Understanding workplace identity and
the role of physical symbolic artefacts in the context of change may contribute to
understanding the influences of the change process itself. Much of the work on
symbolic interactions undertaken has been out with the organizational context and
using one- off encounters so by undertaking this research within an organization and
over a three-year period will give more facets to the research results. A lot of current

research focuses on how actors adopt new organizational identities based on
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changing roles. Although relevant to an extent, we can learn more by examining
these identities in a changing organization.

Considering these contributions simultaneously offers a third pragmatic contribution
~ providing information to inform future change initiatives in the organizational
built environment. In addition to their leadership roles, managers are both
participants in and symbols of their organisational culture and ‘their ability to
manage organisational identity is both enabled and constrained by their cultural
context’ (Hatch & Schultz, 1997). The meanings that they attempt to communicate
about change processes can be presented in physical symbols designed by the
creative team and subsequently organisational actors interpret this. It is therefore
important for managers to understand their symbolic self within their cultural
context and be able to communicate this to designers and appreciate how others may
interpret their actions through these physical symbols. As organisational actors we
can realize our identity through our physical organizational environment and it is
often necessary to communicate our identity, be it social or organizational, to others
and it is proposed that one method of doing this is through physical symbolic

artefacts.

Organizational physical symbolic artefacts, the topic of this thesis, are instrumental
communicative texts through which organizational relationships with organizational
actors are structured and played out (Ornstein, 1986, 1992; Gagliardi, 1992). By
carefully studying these artefacts, we can see that organizational actors make use of
them to identify themselves and their products and services both to internal
organizational actors and to external stakeholders, to legitimize communication
materials, and to differentiate themselves from other organizations and the offerings
of other organizations. I am proposing that the organizational actor uses physical
symbolic artefacts in the built environment in the same way as logos are used. These
are in organizational ceremonial rituals and rites (Trice and Beyer, 1984; Dandridge,
1982) as signals of authority and/ or legitimacy (Goodsell, 1988; Dowling and
Pfeffer, 1975) as signals of organizational climate (Ornstein, 1986) and as a tribal
banner that inspires its organizational actors to perform well (Mollerup, 1997). The
_ built environment is then a substantial symbolic image interpreted by stakeholders to
understand organizational philosophy, culture and values and strategy. Hatch (1993)
affirms that organizational values ‘are realized’ in organizational artefacts. We need
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a greater understanding of the circumstances under which organizational actors
conceive of themselves as organizational members and the role the built
environment plays in this. The built environment is as important as a logo and other
forms of visual communication in creating an identity. It is part of the corporate
communication strategy in the same way that Fombrum (1996) stated that logos
form part our knowledge of the corporate strategy. The legal notion of an
organization creates an entity that is both real and surreal and symbolic physical

artefacts serve the purpose of visually naming and identifying that entity.

This thesis is relevant and useful because it adds to an understanding of the use of
symbolic artefacts within organizational and workplace identity. The purpose of this
thesis is to examine the relationship between workplace identities and the role
interpretation of physical symbolic artefacts plays in influencing and affirming
workplace identities. This thesis will demonstrate that the literature has not directly
addressed how organizational actors construct their identities using physical
symbolic artefacts nor has the type of symbolic artefact used in this process, the
circumstances under which this process occurs and whether this is altered due to
time and context been fully investigated. This thesis then aims to demonstrate an
understanding of these processes and provides a model for understanding these

relationships.

1.2 Background to the Problem

This research is set in the context of the architectural interior design of
organizational space. Little attention has been given to the effect of our perception
of spatial design on organizational behaviour. Spatial design is generally considered
a specialist area consisting of architects, interior designers and engineers. However,
these specialists frequently have little knowledge of the future uses of the building
(Hillier, Musgrove and Sullivan, 1976). Sometimes very little communication takes
place between the managers or employees who will occupy the building and the
designers who create it. Either senior management or a separate facilities planning
department (Davis, 1984) can take space allocation decisions. The control over
physical objects such as piles of paper, appointment books, and computers is likely
to be within the realm of the individual manager. Whereas carpeting, lighting and
furniture arrangement is controlled either by management, an administrator, or the
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designer. Therefore the occupant and/or manager can have varying control over the
environment and the physical objects within it. Designers may also have little
understanding of how the physical setting and our interpretation of it can affect how
we as organizational actors perceive ourselves and how we react. In addition,
designers, engineers and architects’ training often assumes one dimension as the
most important or only way of looking at things. Ergonomics will favour
instrumentality, marketing emphasizes symbolism and designers favour aesthetics
and creativity (Rafaeli and Vilnai-Yavetz, 2004). However, as Forty (1986) pointed
out designs do not work well if they do not embody ideas that the potential users
share. Features other than functionality can be critical determinants of reactions to

an artefact.

1.3 Statement of the Problem

I would argue that commissioning of architectural spatial design for an
organizational built environment is normally in response to a managerial
organizational change plan. The construction or refurbishment of an organizational
built environment will therefore be part of a management of change program. The
designers’ role as creator means that although they may use information from
employees and managers to create a design concept they cannot fully realize how we
as inhabitants will interpret their design as we interpret the environment from a

multiple identity perspective and from different situational contexts.

When a designer is commissioned to design for an organizational built environment
project the design will probably be required to fulfil a number of functional,
aesthetic requirements which also may consider the image and identity of the
organization. On completion of the building, the organizational actors will take their
place and may interpret their environment differently from the intended design
concept. A process of sense making of organizational life will begin within various
changing contexts of the organization, but is it in line with design and managerial
expectations?

Our most basic understanding of perception tells us clearly not; so what can this
thesis tell us that we do not know and how can we use this information? We need to
consider that physical symbolic artefacts are frequently subject to multiple

interpretations and can have both intended and unintended consequences, which go
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from extremes of us being oblivious to, or incensed by them, further complicating

the matter.

In addition, organizational work practices are constantly evolving, particularly in
relation to the organizational built environment, one reason being the spiralling costs
for real estate. An example of changing work practices and the implications of this
in conjunction with the built environment and our identity, as a solution to these
ever-increasing costs, is hoteling or hotdesking. This is a term for non-territorial
workspaces, which employees must reserve in order to use and must clear of all
personal belongings after the reserved period has elapsed. One of the best-known
examples of this was the New York advertising company- Chiat /Day. In 1995, they
removed all allocated workstations and introduced hoteling, which proved an
unpopular move. All physical markers of status and functional group boundaries
were removed because of this. To quote the head of Carnegie Mellon University’s
School of Architecture. ‘...t lost its best employees and executives after incessant
bickering over ownership of workspace. The company has since reinvested in new
enclosed workstations that are assigned to individuals and in team spaces that are
assigned to work groups’ (quoted in Vischer, 1999:10). These changing work
practices, and the sometimes devastating results, highlight the need to understand
our connection between our interpretations, our identity and our physical

environment.

Research has shown that major change efforts can register as a threat to identity and
can lead to some organizational actors selectively focusing on positive aspects of the
organization (Gioia & Thomas, 1996; Reger, Mullane, Gustafson, & DeMarie,
1994). This is not necessarily always positive as Dutton et al (1994) noted that
‘...changes in structure, culture, organizational performance, organizational
boundaries, or organizations competitive strategy may induce members to revise
their perceptions of organizational identity and construed external image’ (p15).

Gagliardi (1986) maintains that the organization’s primary strategy is to adopt
instrumental and expressive strategies in order to protect the organizational identity.
The very nature of identity suggests an integrative function (for example, ‘who we
are within an organization’). The problem is one of understanding the process by

which we establish our workplace identity and what affects this process and in
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which ways. The relationship between the organizational physical symbolic artefacts
and our identity process within the organisation has not been closely investigated.

This thesis asks a number of questions relating to this relationship.

1.4 Significance of the Thesis

This research aims to provide a vehicle for examining these changing
organizational relationships, explaining how a language involving the interpretation
of physical symbolic artefacts can be recognized and understood and what its
influence on our identity forming process is. This process of identification and the
way we display our reactions needs to be understood by both individuals and
organizations as this could prove to be a powerful medium to represent and
negotiate new and complex identities and status relationships.
Although the importance of understanding change in organizations has been
emphasized in the literature, little research has been conducted specifically to
examine the organizational actors’ position and the extent of the interpretation of
physical objects in the organizational built environment and how this affects the

identity forming process and subsequently management of change.

1.5 Conceptual Framework

This section discusses the conceptual framework used to ground the
thesis, which focuses on understanding the processes associated with our
development of workplace identity and to do this I will initially explain my position
on the paradigm adopted and the main theoretical fields of culture, identity,

symbols, power and organizational change.

Firstly, I will present a concise review of the viewpoints of the interpretive paradigm
with respect to the concept of interpreting symbolic artefacts, evaluating the
philosophy with respect to the assumptions made and questions posed. Secondly, I
include a statement of ontological and epistemological positions adopted, discussing
options for scope, research design, theoretical constructs, methodology and
empirical thesis.

Phenomenology is an interpretive, qualitative paradigm that is concerned with
understanding human behaviour from the perspective of the participants. It assumes

that social reality is within us and focuses on meaning as opposed to measurement.
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The research methods used, seek to translate, describe and come to terms with
meanings (Cohen et al, 2000).

By contrast, the more traditional positivist approach would have sought the facts or
causes of social phenomena. It would have assumed that social reality is
independent of us, and existed whether or not we are aware of it. The
phenomenological approach, by examining meaning is more sensitive to the

essentially qualitative issues in the research assumptions and questions.

I decided not to consider the research questions from the functionalist perspective
either because, in accordance with Hodder (1992) it would fail to adequately
theorize the relationship between individuals and social structures and does not take
into account the cause of social change, especially as it relates to the activities of
individuals. This is the same criticism against structuralism, the general problem in
both cases being that individuals are not just passive placeholders as functionalism
and structuralism suggest. The epistemology of the interpretive paradigm is suitable
because the subject is qualitative, subjective and concerned with how we derive and
apply meaning. In the interpretive tradition, we accept that we view culture as a
pattern of socially constructed symbols (artefacts) and meanings. The interpretive
paradigm then promotes socially constructed reality shaped by social, political,
cultural, economic, and ethnic and gender values; which occur over a period of time.
Research within this paradigm aims to show how realities are socially produced and
maintained through norms, rites, rituals, and everyday activities. Although research
within this paradigm tends to be immersed in the experiences of specific members of
an organizational culture, the objective here is to obtain a larger perspective than that
of a single organizational member. The perspective that I sought here is of an entire
system of experiences and interpretations distributed through all the organizational
cultures members in relation to the form, function and meaning of physical symbolic
artefacts. This shared meaning, is created and recreated by individuals through their
interactions with one another. Some of what is created becomes institutionalized and
taken-for-granted. This taken-for grantedness affects perception. Perception
becomes positional. Individuals see the world in a particular way. They
automatically see some things to the exclusion of other things. It is correct to say
that we view objects as created through social action, but to clarify, those objects

direct our perception one way to the exclusion of other ways. People assign meaning
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to objects; but social reality becomes so well assumed that we sometimes interpret
objects prior to the assignment of meaning. The creation of shared meaning in
organizations comes about through social interaction.

Symbolic interaction is an interpretive approach within the interpretive paradigm
that studies the underlying motives and not just the appearance, unlike a positivist or
behaviourist paradigm. Symbolic interaction rests on three premises that are
particularly relevant to the research questions. The first is that human beings act
toward things on the basis of meanings that things have for them. Blumer (1969)
refers to things as anything that can denote — be it a chair, a category of human
beings, or an ideal. The second premise is that the meaning of things arises out of
the social interaction that people have with one another. The third premise is that we
modify meanings through an interpretive process used by the individual. To
understand organizational symbolism as a social construction we need to investigate
the process of construction itself. Scheler, as early as 1926, argued that the forms of
knowledge must be studied both ‘from within’ and ‘from without.” The notion of
social construction (Berger & Luckmann, 1966; Schutz, 1962, 1964) denotes
interaction among individual actors and institutions centred on the methodologies,
the areas of inquiry and application, the styles and routines, and the ideals that guide
research. Indeed, the term ‘construction’ Sismondo (1993) writes, is a metaphor
capable of generating a multitude of meanings. ‘Never before in human history’,
notes Crespi (1996), ‘has the social order been as evidently perceived as a
dimension blessed with autonomy from reality, and at the same time as a constitutive
component of reality itself.’ If I adopt this line of analysis with regard to the subject,
I must take account, besides its theoretical foundations, of the actions and events that

have influenced these foundations.
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The following objectives frame this thesis:

1. To determine the processes by which we as organizational actors interpret
physical symbolic artefacts in the work environment.

2. To explain, if and how, organizational actors’ interpretations using instrumental,
aesthetics and symbolic dimensions of physical artefacts in the organizational built
environment, through hygiene, sensory and associate mechanisms, are used to
affirm/influence multiple identities.

3. To understand the importance of physical symbolic artefacts in the formation/
influence of workplace identity and the influence that context and time play in this
process.

The thesis focuses on the different degrees of interpretation of the three dimensions
and how these interpretations are used in the formation or alteration of workplace
identity and compares this with the context within which the change to the

environment is taking place.

1.7 Assumptions

There are four underlying assumptions related to this thesis. These
assumptions relate to the epistemological and ontological viewpoint chosen.
The ontology, a subjective reality, recognises the complicated nature of
interpretation of symbolic objects and the proposition that it is used by
organizational actors assessing their identity, combined with the individual unique
personal characteristics of the human actors involved in this research suggest that a
subjective qualitative approach which allows the situation to be viewed in its
entirety and permits researchers to get close to participants, penetrate their realities
and interpret their perceptions, is appropriate.
The epistemology, using an interpretive paradigm studying human action and

behaviour, interprets our subjective understanding of reality.

1. Organizational actors create the reality they inhabit (Berger & Luckmann,
1966; Weick, 1979). ‘Frames of reference that individual actors can share
exist within a collectivity’ ( Axelrod, 1976; Bettanhausen & Murnighan,
1985; Bougon, Weick, & Binkhorst, 1977; Daft & Weick, 1984, Weick &
Bougon, 1986) in Isabella (1990).
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2. I assume that identity at all levels is socially constructed and because we
construct it, we can understand and recognize it through communication with
other organizational actors (Sveningsson & Alvesson, 2003). This social
construction of meaning indicates that we have a need for discussion and that
a level of consensus on meaning is necessary for cohesion in the working
environment (Labianca et al, 2000; Balogun & Johnson, 2004).

3. A physical artefact is deemed to be symbolic when we examine it as an
object and in relation to its environment at the same time. Its interpretation is
based on organizational cues and can be invented, revealed, expressed or
indicated (Straati, 1998). Therefore, the physical artefact is symbolic when it
is understood and has meaning for someone in the environment (Alvesson,
2002).

4. Interpretations (of physical artefacts) are made posteriori (Weick & Daft,
1983). They focus on an incident that has already occurred and interpretative
research is built upon events have already happened and that a collective

viewpoint has had the time to emerge (Isabella, 1990).

1.8 Organisation of the thesis and research questions

In Chapter 2 I will draw on the fields of organisational change, organisational culture,
identity, management processes and symbolic artefacts to establish the extent to
which the role of interpretation of physical symbolic artefacts in the identity
formation process within strategic management of change has been documented.
Secondly, I will describe the two models identified in this literature that partially
address this phenomenon. The Rafaeli & Vilnai Yavetz (2004) model, which details
the various dimensions of artefacts we interpret resulting in emotion and the Hatch &
Schultz (2002) model, which demonstrates the link between identity, culture and
image and acknowledges the use of symbols such as architecture in the expressing
component of identity formation. Thirdly, I will explain my theory based model
which incorporates both the Rafaeli & Vilnai Yavetz (2004) model, explaining the
process of interpretation of artefacts, and the Hatch & Schultz (2002), model which
explains how identity formation is linked to culture and image . This model links two
bodies of work; identity and interpretation, which to date have received little attention
from researchers and demonstrates the paucity of knowledge and attention given to

the topic to date.
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The following research questions then arise from this theory based model:
1: What are the processes by which organizational actors interpret physical symbolic
artefacts in the built environment, and under what circumstances and to what extent

are the varying dimensions of Rafaeli & Vilnai Yavetz (2004) model most evident?

2: How is the interpretation of physical symbolic artefacts used by actors to

influence/ affirm actors’ perceived threat to identity, identity affirmation, or identity

change?

In order to answer these questions I will explain how participants in three case study
sites, universities under the same governance system, within the same geographic
region, all undertaking management of change to the physical environment,

interpreted physical symbolic artefacts.

This will be followed by an account in Chapter 3 of the methodology and description
of the following techniques:

(1) Participant ethnography recorded by photography, field notes and reflexive
journals over a three year period to examine any changes in the patterns of
interpretation over time and using three case studies to examine any changes due to
context.

(2) The research design included interviews over four phases:

Phase 1: used semi structured interviews aimed to establish the orgahisational culture,
identity and image of the organisation.

Phase 2: used issue focussed interviews where participants highlighted 24 change
incidents (eight in each of three case studies) from which they were seeking meaning.
Phase 3: used interviews with auto driving techniques with photography where
participants explain their ‘narratives’ of the incidents and their interpretation of them
including the dimensions of artefacts used and emotion related to status, power,
respect and legislation.

Phase 4: used photographs in laddering techniques where participants describe
attributes and the consequences are elicited which show how these interpretations

informed various aspects of their identity.
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Following this I will present a model, based on the empirical analyzed data, of the
interpretation of physical symbolic artifacts and their role within the identity forming

process.

Chapter 4 introduces the three chosen case studies. The chapter details the style of
management of change and processes used and explain the variances in managerial
processes within the three case sites. Then the chapter begins by explaining the
differing organizational roles and context of the case study over time. To address the
aspect of differing organizational roles, contexts and time I identify the
organizational actors who initiate change, the actors who undertake the changes and

the actors to whom the change is addressed.

Chapter 5 addresses the first research question posed in chapter 1:

What is the process and the extent by which we as organizational actors interpret
physical symbolic artefacts in the organizational built environment and does this
change within differing organizational roles, contexts and over time?

‘The chapter focuses on the first part of the question asking about the process and the
extent of interpretation of physical symbolic artefacts. To begin to answer this
question I examined one of the 24 incidents named ‘faculty workstation’ over the
three case studies and the participants interpretation of the incident detailed in rich
description giving categories of interpretation and discussing these phenomena in
relation to the Rafaeli & Vilnai — Yavetz (2004) findings and finally presenting a

model of interpretation of physical artefacts.

Chapter 6 addresses the second research question and examines the contribution of
interpretation to identity formation in the three cases. The chapter examines the
contextual factors influencing interpretation in identity formation by looking at the
motivations behind the interpretations. These motivations were classified into
expressing, reflecting, mirroring and impressing and related to the role played by the
actor in the change: initiator; executor or target. The model introduced in Chapter § is
then further detailed to produce three typologies detailing the variance in the resulting
different types of identity derived from the initial interpretation of different
dimensions of the artifacts interpreted in varying contextual situations.
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Chapter 7 discusses the summary of results, the main contributions of this research,
limitations of the research, implications for further thesis and alternative explanations.
Overall, this research will demonstrate that the interpretation of physical symbolic
artifacts within the built environment is more extensive than previously envisaged
and that these interpretations are used within the identity forming process, a link not
previously made in the literature. This shows that if the designers of the built
environment and managers of the change process understand how we as
organizational actors interpret the physical symbolic artifacts in the built environment
and how this informs identity processes, this information could be used to reduce
potential misunderstandings of the purpose and intent behind these changes to our

environment and consequently reduce resistance to change.

The following Appendices are attached for clarification and these include:

Appendix 1: Gives a definition of terms which have been adopted in this thesis.
Appendix 2: Gives a copy of the consent form used to introduce the topic of the
research to potential participants and a short questionnaire to gather personal details.
This details the areas of discussion which were included to allow the participant to
reflect over the subject prior to interview. Each letter was signed as I gave it to the
participants. At the start of each interview the participant signed and hand wrote
whether they would allow both interview and/or photographs to be used for the
purpose of a thesis submission.

Appendix 3: Gives the participant details in emergent order. In the right hand
column are the areas (if any) the participant mentioned specifically which I would
consequently document by photography.

Appendix 4: Contains a blank copy of a contact summary form. These were used for
each interview and additional forms would be used for repeat interviews with the
same participant.

Appendix 5: Contains a vignette description of each incident. These incidents were a
result of the first ordering of all the interview transcripts from the 60 participants.
This was arrived at by sorting the data into discussion areas that had been raised by
participants as an issue of concern relating to physical artefacts i.e. ‘change in
workstation allocations’. There were 8 incidents on each case study site which were

mainly the same.

442 16



Appendix 6: Contains an account, in chronological order of the first incident,
‘faculty workstations’ documented over the three case study sites and includes the
reflections of the researcher. All data was sorted to obtain the sections of transcripts
that discussed this incident and were arranged chronologically to make a ‘narrative’.
Appendix 7: Contains a transcript of the directors’ interview. An image of this
interview appears in to Image 6.5 to illustrate ‘expression’ but the text is too small to
be legible.

Appendix 8: Contains the classification of meanings sought by participants from
their interpretations. This information was then directly transposed into Hatch and
Schultz (2002) classifications of impressing, expressing, mirroring and reflecting.
Appendix 9: Contains a transcript of the interviews and researchers reflection of
four phases of interviews with one participant. It gives an example of the content
analysis used to form the summary ladders which were used as a sorting tool to
highlight and define the incidents.

Appendix 10: Contains examples of clusters of responses from participants over the
four phases of interviews which were used as a method of sorting data and
highlighted as the main issues of concern from participants about the changes.
Appendix 11: Contains the summary codes for laddering which were the results of
analysing each transcript (an example is given in Appendix 10). The figures on the
left hand side are the number of times these attributes, consequences or values where
mentioned. This gave an indication of the values held by participants about the
changes.

Appendix 12: Contains the documentary coding used to link some of the statements
in the interview transcripts to the cause of those statements.

Appendix 13: Contains a completed contact summary form for one participant, in
one interview and lists the artefacts mentioned and the areas of discussion around
those artefacts.

Appendix 14: Contains a sample of how the documentary coding (specified in
Appendix 12) was applied. This method was used for all transcripts and one sample
is illustrated here. For consistency purposes it is the same sample used in Appendix
9.

Appendix 15: Contains a sample of the field notes and reflective diary kept during
the data collection phase.
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CHAPTER 2: Review of the literature

2.1 Introduction and Overview

Within this chapter I provide a review of the relevant literature
covering the five theoretical fields within which the research questions are
positioned.

In section 2.2, I examine the theoretical foundations of change and this discussion
continues with an overview of the literature on organizational change and examines
it in the context of cognitive theories. In section 2.3, I examine the theoretical
foundations of organizational culture and its relationship with organizational
identification and organizational image.

In section 2.4, I examine the theoretical foundations of identity and this discussion
continues with an examination of the literature at self, group, organizational and
social levels. Once the level and definition of identity, for the purposes of this thesis
have been defined it is then examined in relation to the other four theoretical areas.
In Section 2.5, I examine the theoretical foundations of symbols and continue with a
discussion of the literature on symbols and artefacts with a focus on the
organizational built environment. Section 2.6 focuses on the management processes
literature examining the affect of these processes on organizational behaviour with a
particular focus on how they affect change within the organizational built

environment.

2.2 The organizational change literature

In order to ground the thesis further, this section on organizational
change discusses the various approaches to change that exist in the literature and the
perspective this thesis will take. The focus of this thesis is on the interpretation of
physical artefacts and how these processes are used in informing identity. The
context within which the case studies are immersed is one of organizational change.
Therefore a review of the organizational change literature is included to give
perspective on the context within which the case studies are positioned.
Organizational change is prevalent in today’s turbulent business environment
(McKinley et al, 2000). Presumably organizational change should be easy to define,
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as it is an observable phenomenon. Change can be a set of relevant points measured
at a point in time and then re-measured at a second point in time. If there is a
variance in the measurements then change has occurred. Van de Ven & Poole,
(1995, p510) defined change as ...’empirical observation of difference in form,
quality, or state over time in an organizational entity’. However, when examining
the micro processes of change involving organizational actors this approach could
pose difficulties. There has been a great deal of academic effort devoted to
understanding organizational actors’ responses to organizational change and how
organizational outcomes come about. Watson (2003) documented how this has been
applied to the organizations themselves through the work of Elger, (1974);
Silverman (1970); Watson (2001) and organizational change through the work of
Clark et al., (1988) and Dawson, (1994). Watson (2002) discussed the implications
of a relational perspective on change promoted by writers such as Hoskins and
Morley (1991) and Hosking, Dachler & Gergen (1995) who look at the organization
in terms of human relations involved in it. However, Watson proposes a process-
relational way of looking at organizations and management which recognizes the
processes of social construction and the consequence of this will be a multiplicity of
goals and understandings.

Researchers have proposed that it is crucial to understand change
recipients reactions to change and the way they shape change (Isabella, 1990;
Labianca et al., 2000; Balogun & Johnson, 2004). McKinley et al. (2000) propose
that major initiatives such as a cultural change program or introductions of TQM
(total quality management) will produce an employee response but may not
necessarily bring about change if we have defined change as an observable
difference in characteristics.

It is useful to define organizational change in a way that is relevant to the
three case study sites presented in this thesis which is in part examining the impact
of organizational change on organizational actors identity forming process through
physical symbolic artefacts. In this thesis organizational changes are considered to
range from incremental/adaptive changes (i.e. relatively small localized change
intended to improve efficiency) to transformational changes. Transformational
changes are large discontinuous changes intended, in most or all parts of the
organization, to fundamentally alter the way the organization interacts with its
environment (e.g. Burke & Litwin, 1992; Meyer, Brookes & Goes, 1990; Miller &
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Friesen, 1984; Romalli & Tushman, 1994; Sastry, 1997). This thesis is concerned
with organizational level changes and actors responses to organizational level
change and how they interpret these changes through the built environment. It
becomes necessary to put into operation the amount of change experienced by the
individual because different parts of the organization experience different amounts
of change (Isabella, 1990). We translate large scale organizational change into
organizational change experienced by the individual, through the development and
implementation of plans, which begin to turn the directors and management team
plans into operational reality. By this process, an organizational level phenomenon
such as actors’ responses to organizational level change is translated into a series of
individual level change events in which the actor experience change directly (Dean
et al, 1998; Wanous, Reicher & Austin, 2000).

What this suggests then is that organizational change may have different
effects on different parts of the organization (Daft & Weick, 1984). For example,
incidences of re-structuring involve changes in the reporting structure and resources.
However, these changes may not be equally spread around the organization. Some
may be unaffected whereas some may have new leadership. Some may experience a

substantial shift in resources, positively or negatively, others little at all.

The focus of this thesis is on organization level change events, which are
intended to be transformational in nature when viewed from the organization actors’
perspective. We accomplish organizational transformation by changing the ways
actors in the organizations behave (Ledford et al, 1989; Ledford & Mohrman, 1993).
Therefore, organizational level changes may or may not lead to a transformation of
the organization (Sastry, 1997) depending on the degree to which actors transform
their behaviour (Reger et al, 1994).

The literature leads to a conclusion that many factors may potentially influence
organisational actors’ responses including the change outcomes and the actual
processes of the charige itself. The mechanism by which an actor’s response is
formulated is a cognitive one in which the actor decides whether he or she has been
personally affected by the change. This thesis focuses on the particular type of
individual characteristic and the actor’s identification with the organization and the
role physical symbolic artefacts play in helping shape the actor’s identity and
subsequently response to change. The literature provides some insight into the types
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of organizational change events which may be expected to provoke behavioural
reactions in organization members. Examples of large scale change events can
include redundancies, mergers and changes of culture, all of which are apparent in
the three case study sites. The results of these changes generally reposition the
organization in relation to its environment. This can be contrasted with a relocation
of an office which has an impact that is generally internal. It may be disruptive to
actors within the organization but is unlikely to impinge on the organizations
dealings with its environment. Some benefit may be gained if management is
prepared for these changes and these benefits can be in terms of whether actors in
the organization accept and support these changes or they are revised (Greenlaugh &
Rosenblatt, 1984). By definition these changes affect a large proportion of the
organizational actors (Ledford et al, 1989; Cameron, Sutton & Whetton, 1988).
Consequently, if we manage these changes, understanding the reaction
organizational actors may have means they may be more likely to succeed and have
a positive impact in the organization. These changes often generate publicity for the
organizations when they are implemented (McKinley et al, 2000). How well they
are managed can have a positive impact on this publicity with a consequent
influence of the organizations reputation (Fombrun, 1996). Change, in terms of the
three case studies used here, is introduced by a senior management decision and
enacted by middle managers and first line supervisors. This senior management
action which initiates the change can be called a large scale organizational change
event. When considering the impact of these change events a number of categories
may be documented. For example, we could look at whether all change events are
equal or whether changes initiated in different organizational systems have different

impacts on organizational characteristics.

Tsoukas & Chia (2002) have argued that social reality is not composed of solid
objects that are complete and in some sense ‘finished’ interacting with each other.
They regard social reality as always being in a state of becoming. Our reality then
is constantly shifting with some episodes being more in flux than others. Our
positions within the organization can change as an individual (having to relocate)
as a group (being given a new project) as an organization (targeting a new market)
and these factors operate in tandem. Sometimes our interpretation of environment

is unconscious and sometimes conscious. It follows that our interpretations are
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transient and subject to change and re evaluation in a constantly shifting
organization. However, recently there has been a move to change the focus.
Change at the level of the organization or industry has been explored, but it has
been argued that a more micro level analysis is necessary in order to gain a fuller
understanding of the dynamics of strategic change (Johnson, Melin & Whittington,
2003). Arguments have come from empirical research on organisational
innovation and situated practice (Johnson & Huff, 1997). In order to understand
the effect of the processes of change there is a need to incorporate the lived

experience of the actor.

In this thesis I will research organisational change as a process of
becoming (Tsoukas & Chia, 2002) and adopt a detailed micro analysis of the lived
experience of the actors. Organizational change situations are not populated by fixed
identities operating according to fixed routines, but are ongoing processes in which
actors’ beliefs are interwoven, habits and new actions collide and new experiences
are encountered and have to be accounted for in the sense-making of actors (Beech,
2000). Management may pressure for change and this can mean conflict if groupings
of actors are resistant to change (Fahey, 1981; Pettigrew, 1985; Johnson, 1987).
These actors will draw on their values and symbols of the state of the organization
prior to change in order to legitimize their view point and deny any need for change
(Lorsch, 1986). When in circumstances of organisational change actors will gossip,
tell stories and recognise symbolic behaviour (Balogun & Johnson (2004). In times
like these it is proposed that physical artefacts of the built environment will be
interpreted to provide validation for these points.

Schein (1985) has suggested that by breaking down that which has become taken for
granted and the building up of that which is new, the use of symbolic devices is
important. Trice & Beyer (1985) have shown that the use of symbolic rituals helps
us not only maintain continuity but also evoke change. In order to instil change,
leaders can use and modify those shared symbols to promote their message and
these may be effective where other methods such as revised recruitment have not
been (Bennis & Nannus, 1985). To quote Johnson (1990) ‘there is a link between
the management of substantial strategic change and symbolic intervention and that

link has to do with the importance of relating changes in that which is taken for
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granted to new visions of strategy but in terms and through means which are

meaningful to the organization. '

Strategy can be understood as a search for meaning. Weigert (1988:268) in Brown
& Starkey, (2000) wrote ‘We have only those socially constructed identities that we
can construct in our conversations with others. Identities ...are realized in stories.’
Unlike the cognitive model which will be discussed in the next section the
socializing approach assumes that change in behaviour interactions amongst actors
will lead to change in beliefs and organisational culture (Bate et al., 2000). This
means that the speed and success of change is internal because the meaning of

events is understood through discussion and social construction.

Cognitive models

Several authors (e.g. Brockner & Wiesenfield, 1993; Jick, 1985; Kabanoff,
Waldersee & Cohen, 1995; Lau & Woodman, 1995; Mishra & Spreitzer, 1998;
Stroh, Brett & Reilly, 1994; Thompson & Hunt, 1996) have suggested that a
cognitive processing approach may be used as a theoretical basis for approaching the
dilemmés of how individuals will respond to organizational change. A brief
overview of these approaches is included to illustrate the role of personal impact in
understanding the empirical results mentioned above.

One type of approach is an appraisal / coping mechanism (Lazarus & Folkman,
1984) in which the evaluation is based on the threat/ uncertainty anticipated as a
result of these changes (Brockner & Wiesenfield, 1993; Jick, 1985). In this
approach, we are assumed to appraise the set of changes in terms of whether they
threaten our ability to achieve valued goals (Lazurus, 1993) or create uncertainty
about how to behave in the new organizational environment (Beehr & Bhaat, 1985).
If conditions are perceived as threatening or uncertain then we initiate some type of
coping mechanism in which threat or uncertainty is reduced. Coping mechanisms
include specific actions such as looking for a new job to shifts in attitudes and
personal goals (e.g. reduced organizational commitment so that the conditions
experienced by us is more congruent with our personal goals and values) (Lazurus &
Folkman ,1984; Leana & Feldman, 1992).
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Another approach is exchange theory (Adams, 1965). Here the evaluation is based
on our assessment of whether the set of changes has altered the balance of the
exchange relationship i.e. the balance between organizational supplies and personal
values or organizational demands and personal rewards (Edwards, 1996). If we feel
the balance of the relationship has changed so the reward is no longer favourable
then we are expected to react unfavourably to the change (Rousseau, 1995;
Robinson, 1996). Examples of exchange theory include person- environment fit
models (Edwards, 1992; Van Harrison, 1985).

A third example of a cognitive approach is one based on social identity theory
(Tajfel & Turner, 1979) or the related concept of self- categorization (Hogg &
Terry, 2000). In these models the individual is assumed to seek out factors which
distinguish us from other groups. A number of different motivations for this effort
have been proposed, including the underlying need for self- esteem (Hogg & Terry,
2000), seeking a social identity that provides meaning and connectedness (O’Reilly,
Chatman & Caldwell, 1991), or belongingness (Ashforth & Mael, 1989), or because
social identity reinforces our self concept (Reger et al., 1994). If the organizational
environment changes, it may affect the specific characteristics on which we have
based our self-categorization as an organizational actor.

These cognitive approaches assume that the individual makes some judgement about
the degree to which organizational level changes will affect personal goals and
values; that is the personal impact of organizational level change (Wanberg &
Banas, 2000). Assuming that some personal impact is identified, the individual then
decides how to respond so that the balance between the individuals’ demands on, or
expectations of, the organization is restored (Edwards, 1996). However, the form
which personal impact takes for the individual is different in each of the cognitive
approaches. In the appraisal and coping model personal impact is indicated by
perceptions of threat and/or uncertainty with respect to the satisfaction of the
individuals’ goals and values (Lazarus & Folkman, 1984).

In exchange models, appraisal is indicated by perceptions of fit (and changes in fit)
between individuals’ goals and values and the organizational values and the
organizational goals we consider to be important (Edwards, 1996; French et al 1974;
Rousseau 1995). In self- categorization models appraisal is indicated by the degree
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to which we believe we are similar to other members of the organization (Hogg &
Terry 2000; O’Reilly et al. 1991). This thesis attempts to understand which of these

cognitive approaches is used to a greater or lesser extent within the interpretation of

physical artefacts in a situational of organizational level change.

Change, emotion and context

In organizational life, social contexts can be portrayed as unstable and
contradictory (Gioia et al, 2000; Jackall, 1998; Sennet, 1998; Watson, 1999); cited
in Sveningsson and Alvesson (2003). These elements of change and contradiction
create instability and individuals search for ways to deal with and understand
anxiety and their own identity. There is also variation on how people draw on and
depend on different sources of identity stabilizers in the organization built
environment- in this case physical artefacts. Identity here relates to the question
‘who am I?’ and ‘where am I?’ As Giddens (1991) stated ‘the self as reflexity
understood by the person... self identity is continuity’.

Norms about emotional expressions by organizational actors are perhaps
the most often discussed feeling (Hochschild, 1983; Rafaeli & Sutton, 1987; Van
Maanen & Kunda, 1989). Qualitative evidence that emotion shapes displayed
feelings has appeared in writings by Van Maanen & Gideon, (1989); on Disneyland;
on cocktail waitresses by Spradley & Mann, (1975). Organizational actors’ emotions
are displayed as well as felt (Hochschild, 1979, 1983; Rafaeli & Sutton, 1987 ).
There is variation between organizations on the type and extent of display of
emotion. What we feel and what we display in terms of emotion is also dependant
on the managerial intent of the organization. Sometimes we are required to display
emotion relative to the job; a friendly supportive teacher or an obliging sales
assistant, for example, and these roles could either be unrelated or the opposite of
what we are actually feeling. Organizations use socialization to ensure that actors
conform to norm expectations that specify which emotions should be displayed and
which should be hidden. Our work organization can dictate the meanings by which
actors are expected to structure their social action. Connections have been described
by (Barley, 1990; Brass, 1985) as elements of communication networks.

Two main outcomes of connections are social support (Wellman &
Frank, 2001) and information transfer (Monge & Contractor, 1999). Connections
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have been defined as interactions between people that enable them to transfer
information. These connections then enhance the sense of mutual understanding
although actors do not necessarily have to be in agreement. Connections provide
knowledge about other participants in a routine. Verbal communication is one way
that actors develop shared understandings. But this is not always necessarily the
case. Actors can learn from each other by observing and sharing physical artefacts
and examining perspectives about these objects that may give a clue to differences
in the actors (Wellman & Frank, 2001).

Schein (1985) established that organizations maintain shared
understandings regarding organizational values, priorities and assumptions. These
understandings have been linked to organizational goals (March and Olsen, 1976,
1989; Weick, 1995). I will argue that physical symbolic objects create shared
understanding through the connections they make and that these shared
understandings play a role in organizational understanding and meaning through
which we affirm or change our identity. Without these connections and shared
understandings among individuals, organizations do not exist ( Weick, 1979, 1995).

Shared understandings or meanings are important to organizations and
seemingly routine behaviour frequently involves actors making interpretations
regarding the appropriate actions to be taken in a particular context. This was
defined as ‘negotiated order’ and ‘practical action or situated action’ by Suchman
(1983). Balogun & Johnson (2004) have proposed that the interpretations that
middle managers arrive at affects the way structures during change are developed.
This action of understanding (Rafaeli & Vilnai- Yavetz, 2004 ) involves two levels
of understanding an action which will fit into a routine and the larger picture of the
action performed within the context of the organization. Within the overall
organizational context we understand the tasks and perspectives of other
organizational members and an understanding of the organizations identity and other
characteristics such as power. Schein (1985) established that organizations maintain
shared understanding regarding organizational values, priorities and assumptions.

The micro level consists of specific observable performance of a routine
which is affected by and affects the macro level when understanding the routine.
The abstract elements of the routine are conceptualized as part of the organization
structure and culture (Rafaeli & Vilnai- Yavetz, 2004).
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' In the specific case of the organisational built environment there is an
established power. This is the power of the provider of the environment- the
management or owner of the organisation. It is the provider who defines the material
practices, forms and meanings in the built environment, namely the organisational
actors’ participation. Facing power in the organisation, the organisational actor may
exercise a counter power in order to take control of the environment. Every attempt
to appropriate the built environment of an organisation is an expression of the
freedom of the organisational actor left to his or her own discretion and free will in
the context of power within the organisation. Through the use of do-it-yourself
tactics, the organisational actor is escaping from dominant meanings and
renegotiating intended meanings according to his or her own self- construct.
Depending on the force of the power this dialectic tension between control- by the
organisation- and freedom- for the user- may be solved in different ways. In the case
of an organisation which does not exercise control on its environment, a strong user
could express his or her freedom. In the case of a strong organisation which
exercises a strong control on its environment, a weak user could accept this power
and submit to authority. Micro level understanding will change quickly to adapt to
specific circumstances whereas macro level understandings are at a higher level of
abstraction (Latour, 1986). They can be altered or influenced by micro level
(Giddens, 1984; Weick, 1995). Macro level understandings change more slowly and
are therefore less adaptable and will appear more stable. By studying actual routines
as they are performed we are likely to observe adaptation.

The change literature is extensive and has proposed numerous ways that
organizational actors may understand and respond to change. This is, however, not a
thesis which aims to add extensively to change literature, it is one that aims to
understand the role of interpretation of artefacts in the identity forming process and
the change is the context within which the case studies are situated so understanding
the role of artefacts in this process may have some consequence on the way changes

are understood.
2.3 The organizational culture literature

Culture as a concept has been central to anthropology for many years and a large
body of literature has emerged. In the 1940’s and 1950’s research focussed on
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traditions in work and customs (e.g. Chapple, 1941, 1943; Dalton, 1959; Messenger,
1978; Roy, 1952, 1954, 1960; Whyte, 1948, 1951, 1961) cited in Hatch (1993). In
the field of sociology Jacques (1951) wrote about industrial cultures within a
factory. But it was not until the 1980°s that the concept of organisational culture was
embraced with studies by Deal & Kennedy, 1982; Kilmann, Saxton, Serpa &
Associates, 1985; Ouchi, 1981; Pascale & Athos, 1981; Peters & Waterman, 1982;
Sathe, 1985). Schein ( 1983, 1984, and 1985) was influential because he put forward
a conceptual framework for analyzing organisational culture.

Some researchers have since disputed Schein’s notion that organisational culture
was unitary (Barley, 1983; Borum & Pedersen, 1992; Gregory, 1983; Louis, 1983;
Martin & Siehl, 1983; van Maanen & Barley, 1985). Some writers have also argued,
due to the ambiguity found in culture that the role of culture is to maintain a social
structure (Feldman, 1991; Martin, 1992; Meyerson, 1991a). But there was an
interesting development that was not considered by Schein and that was a symbolic
interpretive approach, following the traditions of Berger and Luckmann (1966)
which considered symbols and symbolic behaviour in organisations and this was
interpreted in several ways by, amongst others, Alvesson, 1987; Alvesson & Berg,
1992; Broms & Gahmberg, 1983; Czarniawska- Joerges, 1988, 1992; Eisenburg &
Riley, 1988; Kreiner, 1989; Pettigrew, 1979; Putman, 1983; Smirchich, 1983;
Smirchich & Morgan, 1983; and Turner, 1985.

The debate on the nature of organizational culture is divided into two camps, one
intrinsically positivist in nature which addresses culture as a variable which can be
controlled: something an organisation has. The other viewpoint comes from a
phenomenologi‘cal world view, a process of enactment, a ‘root metaphor’, something
which emerges from social interaction, something the organisation ‘is’ (Legge,
1995). Within the McKinsey 7°s framework, components have certain functions and
management can control and integrate features to form strong or weak cultures. As
Meek stated (1988) ‘Organisational cultures are created by leaders, and one of the
most decisive functions of leadership may well be the creation , the management,
and- if and when that may well be the creation, the management, and — if and when
that may become necessary- the destruction of culture’ (p 198).

Followers of the organisation ‘has’ field claim that organisational members must
come to know and share a common set of expectations. These will in turn be

reinforced across divisions and management (O’'Reilly, 1989). This concept
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however tends to ignore the possibility that organisations can have subcultures with
different norms of behaviour.

In contrast, if culture is viewed as emerging from social interaction- therefore
something the organisation ‘is’ (Smircich, 1983) it is then a label or metaphor for,
not a component of, the total work organisation (Bate 1994 ). According to Smircich
(1983) it can be viewed as a system of shared cognitions, of knowledge and belief. It
is then produced and reproduced through the negotiating and sharing of symbols and
meanings. The key aspect of this view is that organisational culture is synonymous

with organisations and therefore organisations are cultures.

In this thesis, I accept the version of culture as something an organisation is and
also, in line with Alvesson, (2002), organisational culture is accepted as an
‘umbrella concept for a way of thinking which takes on a particular direction rather
than mirroring a concrete reality for particular study. '

This concurs with Frost et al’s definition (1985:17) reproduced in Alvesson, (2002)
which states ¢ talking about organisational culture seems to mean talking about the
importance for people of symbolism- of rituals, myths, stories and legends- and
about the interpretation of events, ideas, and experiences that are influenced and
shaped by the groups within which they live. Culture is then a system of common

symbols and meanings’.

Organization Identity and Organizational Culture

Barley (1983) said ‘organizational identity is a product of sense making.” Dutton
and Dukerich (1991) stated that having a sense of self is evident in organizations.
Sense making is the process by which we ask ‘how can I know what I think until I
hear what I say’ (Weick, 1979. p. 134). The important components of sense making
are the actor, retention, selection, and enactment. It is the process that involves
observing organizational events, detecting and isolating patterns of association
amongst events and translating them into meaningful terms. This thesis is examining
organizational identity during organizational change at the organizational level so
this could be altered to say ‘How do we know what we think until we hear what we
say?’ This is in accordance with Giddens (1991) who emphasizes the importance of
self- reflection and self consciousness in understanding how we understand

ourselves in relation to the culture of the organization. These self- reflexive
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processes are balanced by feedback from others (Mead, 1934; Sarason, 1995). These

‘others’ reiterates the notion of social comparison.

In order to answer the question we need to understand the way things happen in the
organization over time. The result of actions and behaviours associated with how an
organization defines itself is the framework by which organization culture manifests
itself. Identity focuses on who we are and culture focuses on how we get things
done. Organizational identity is not an end in itself. It is often noticeable in the
behaviour of the organizational actors within the culture and may be viewed through
the organizations culture to answer the questions who are we? Our identity
influences our behaviour and our culture is the result of our behaviour. An
organizations culture will reinforce the development of desired identity. It is social
identity which drives the creation of culture.
Organizational culture addresses the internal aspects of the organization in terms of
values, beliefs and assumptions. Organizational identity gives the internal and
external stakeholders a reference point for what the organization is.
The literature on culture and identity is often linked and early literature struggled to
justify their separation. Dutton and Dukerich (1991:546) stated:

. ‘an organization’s identity is closely tied to its culture because identity provides
a set of skills and a way of using and evaluating those skill that produce
characteristic ways of doing things... ‘cognitive maps’ like identity are closely
aligned with organizational traditions".
Culture has been aptly compared to an iceberg. Just as an iceberg has a visible
section above the waterline, and a larger, invisible section below the water line, so
culture has some aspects that are observable and others that can only be suspected,
imagined, or intuited. Also like an iceberg, that part of culture that is visible
(observable behaviour) is only a small part of a much bigger whole.
Although there are many definitions of culture, culture in this thesis is viewed as
shared meanings derived from individuals interacting with one another (Allaire &
Firsirotu, 1984). Frost et al (1985) defines organizational culture as ‘to mean talking
about the importance of symbolism- of rituals, myths, stories and legends.” Alvesson
(2002) states that although organization culture includes values and assumptions
about social reality these are less meaningful than meanings and symbolism in
cultural analysis. Alvesson (2002) uses the term ‘organmizational culture as an
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umbrella concept for a way of thinking which takes a serious interest in cultural and
symbolic phenomena. This term directs the spotlight in a particular direction rather
than mirroring a concrete reality for possible study.’ Culture is then central to
understanding behaviour reactions and interpretations within the organization; it is a

setting, within which these phenomena can be understood.
2.4 The identity literature

This section on identity focuses on foundations of identity at the social level,
organizational and individual includes the related constructs of organizational
identification, organizational culture and organizational image.

We can trace the individual foundations of identity back to the philosophical
writings of Plato and Socrates (Gioia, 1998). The qualitative, interpretive approach
derived from pragmatic philosophy and evolving from the sociology of Blumer,
Mead, Cooley and Dewey among others, views the self as a result of ongoing social
interaction, where ontological thought consists of the consistent and replicable
processes of its production. The constructionist paradigm is largely based on
sociological symbolic interactions and within this identities are not elements of
discrete self-concepts instead the self is considered a uniquely human construction,
an ongoing formation in a symbolic world.

Mead (1934) focused on our awareness of ourselves, our ‘self’. This work focused
on interplay between ‘I’ as the result of consciousness and ‘me’ and the object of
that consciousness (Hatch & Schultz, 1999). Hatch & Schultz, as indicated in Table
2:1 recognized that there are two perspectives, an external and an internal
perspective, from which we understand identity and in order to do this we need to
use both a subjective and objective sense of perception. This notion explicitly stems
from Mead (1934). Mead differentiated identity into layers of consciousness. So our
personal identity is our categories of ourselves as individuals and how we are
different or the same as other individuals. Social identity would then be how similar
we are to categories of social groups or how different we may be (Turner, Oakes,
Haslam & McCarty, 1994). This would then give us an ‘us’ and ‘them’ set of
reference points. Mead has influenced the identity literature and the following
explanation of Mea@ is used to form a historical backdrop to the field of identity.
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Mead treated the social group (the whole) as prior to and constitutive of the part (the
individual). ‘What I want particularly to emphasize is the temporal and logical pre-
existence of the social process to the self- conscious individual that arises in it’
(Mead 1934, p.186).This would imply that our self identity is influenced by our
social group. Mead also argued that we can gain a scientific understanding of mental
states and processes through inference from observed behaviour and proposed that
these observable behaviours are put into categories of gestures and attitudes. Mead
proposed that our minds themselves are derived from meanings and these meanings
are derived from the responses of others to gestures. Mead continued by proposing
that a gesture can be defined as that part of social interaction in which an act is
performed by an actor and is sensed and this evokes a response by one or more other
individuals involved in the same interaction (Mead 1934, 42). A gesture is a
physical or language sign or stimuli that results in a response by another. Mead
(1934, 13) submitted that the ‘mechanism of gesture... is the basic mechanism
whereby the social process goes on.’ Gestures become significant symbols when
they include an anticipation of the response they will arouse in other actors to whom
they are directed. A symbol is a significant symbol only if it has the same functional
meaning for both parties to a social interaction. No two actors need to respond to a
symbol in precisely the same way for the meaning of the symbol to be the same to
all concerned and so for it to constitute a ‘universal symbol’, one that calls out the
same functional response among all members of the group (cf. Mead 1934, 147).
Mead posited that the meaning of a symbol resides totally in the response it elicits.
Meaning is therefore independent of its awareness. The mechanism of meaning is
present in our social interactions before we are aware of it. This concurs with Geertz
(1973) and his notion of the ‘experience near’ phenomena. Meanings may not then
be totally subjective and therefore can be observed and studied. According to Mead,
when we were children we participated in play and in organised activities and from
this we gradually gained an awareness of the meaning of significant symbols and a
self begins to emerge as a result of this. Therefore meanings are embedded in the
social process and are acquired through learning to anticipate the response of others
to specific gestures, that is, by ‘learning to take the attitude of the other’. Mead went
on to suggest that significant symbols are essentially conjoined attitudes. It is within
this process of learning to take the attitudes of others during the ‘conversation of

gestures’ that we identify the beginnings of our conscious self — an object to oneself
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as distinct from ‘the other’ (Mead 1934, 133-134,171). Eventually, we become able
to respond to our own gestures even in the absence of another, to talk to ourselves,
to ‘think’- and this according to Mead is how we acquire a mind (c.f. Mead 1934,
141-142). This means that the self and the conscious mind are basically social
constructions. As organisational actors gradually learn how to respond to complex
groupings of signs, they learn to take roles and gain the capability of viewing their
own symbolic behaviour from the perspective of the other. It is through this process
that one ...get(s) outside himself (experientially) in such a way as to become an
object to himself and acquires self-consciousness’ (Mead 1934, 73,138). We
therefore experience ourselves indirectly from the viewpoint of other individuals in
our social group. We enter our own experience as an individual or self by taking the
attitudes of other individuals towards us within the context of a shared experience.
Mead insisted that the self is not only a set of specific roles we might play. To
acquire such unity of self, Mead observed that we must be able to ‘see’ ourselves
from a more abstract and general perspective in which we have awareness of the
various aspects of the self- behaviours, gestures, roles — as facets of an overarching
whole. Mead coined the term ‘generalized other’ in reference to this ‘taking’ of the
perspective of a social group as a whole (c.f. Mead 1934,154) that is ....crystallizing
all (the) particular attitudes into a single attitude or standpoint’ (Mead 1934, 90).

It is through the participation within systematically organized spheres of activity that
we learn to ‘see’ ourselves from an integrated perspective- that of Meads
generalized other. Individuals, in other words, acquire integrated attitudes because
the behaviour of the others into whose activities they enter is already integrated.
This means that an integrated self derives from participation in organised group
activity. We follow and internalize as attitudes, the rules and customs that make
group activity possible, we take into our ‘selves’ the integrated perspective of the
group or organized system of behaviour whose rules we are following. It is
important to note that it is through the generalized other that group control over the
individual is affected.

Mead has provided us with a concept of a socially constituted individual — the social
self- who as a ‘self’ emerges from and does not exist independent of, the taking of
significant symbols, roles, generalized others, and institutions within himself in the
form of attitudes. It was his view that it is only through participation in a social
process can a self, as such, arise (Mead 1934, 65). Mead went further by explaining
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that the self has a structure — attitudes ° taken’ from social experience — that is
‘entirely distinguishable' from subjective experience (Mead 1934, 167). Mead
proposed that self consciousness, the awareness of oneself as self, as an object
distinguishable from other elements of ones fields activities, occurs only by means
of taking or feeling the attitudes of other selves ‘toward yourself’ (Mead 1934, 171-
172; cf, Mead 1934, 225). Mead referred to this dimension of the self, as an acting
or potentially acting object, as ‘me.” He used the term ‘me’ to denote the self we are
aware of, the ‘self we ‘know’ as an object in our mind. The ‘me,” our inner
consciousness of self is basically social in nature. Mead continued by proposing that
even though the self has social roots, ‘.the self does not consist simply in the bare
organisation of social attitudes’ (Mead 1934, 173). In addition to a ‘me,” Mead
argued, the self also contains an ‘" Mead juxtaposed the ‘I’ against the ‘me’ in this
way. The ‘I is the part of the self that acts upon or reacts to its environment- by
speaking, frowning, physically or in the conscious mind. Only after the ‘I acts or
reacts does one become aware of its actions and incorporate them into one’s ever
changing conscious awareness of self, into the ‘me’ (Mead 1934, 175). According to
Mead, the ‘me’ serves as a censor over the ‘I’; more specifically, ‘(The ‘me’)
determines the sort of expression which can take place, sets the stage, and gives the
‘cue’ (Mead 1934, 210) But Mead also proposed that the ‘me’ active awareness, can
never fully anticipate what the ‘I’ will in fact do in response to a particular situation.

Meads’ concept of the ‘I’ makes us question the notion of rational action. If we
cannot accurately ‘forecast’ before the act what we will do- ‘one is never sure of
himself, and he astonishes himself by his conduct as much as he astonishes other
people’ (Mead 1934, 204). How can it be argued that we can be relied on to select
the ‘best’ alternative from the list of possible choices? However, on a more
constructive note, what Mead has accomplished through the concept of ‘I is to
allow for something new and unpredictable in the conduct of socially constituted
selves: The ‘me’ is conventional and predictable. We need these habits and these
responses which everybody has; otherwise we could not be a member of a social
group. Our attitudes are gathered from our group, but are embedded in us and give
us the opportunity to express them which perhaps have never taken place before
(Mead 1934, 197-198).

The self is not so much a physical form but a process in which the conversation of

gestures has been internalised within our physical form. This process does not exist
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for itself, but is a phase of the social organisation of which we as individuals are a
part. The organisation of the social act has been brought into the physical form and
then becomes our mind. It still includes the attitudes of others, but is now highly
organized, so that these attitudes become social attitudes rather than roles of separate
individuals. The process of relating our own physical form to the others in the
interactions that are going on, in so far as it is incorporated into our behaviour as an
individual with the conversation of the ‘I and the ‘me,’ constitutes the self (Mead
1934, 178-179).

‘It is through the ‘me’ then that society obtains an internalized mechanism for
effecting social control over the expression of the ‘I' (Mead 1934, 210). But, while
Mead considered that a unique personality was ‘the most precious part of the
individual’ (Mead, 1934, 324), he emphasised that personality did not need to be
thought of as something separate from the socially constituted self. Mead recognised
that impulsive acts are an exception to his concept of the self’s conduct, for
impulsive behaviour is in essence uncontrolled behaviour, that is, behaviour in
which the ‘I’ expresses itself free of ‘censorship’ by the ‘me’ (Mead 1934, 210). But
social conduct is constituted of either non-aware immersion in ‘the world that is
there’- that is, it consists of non-cognitive and non-conscious neuro muscular
‘motions’ that are activated by attitudes whose release is unrestricted by the
environment- or conscious activity when we are aware of ourselves as an ‘object-
self’ facing problems of adjustment in our world (cf. Aboulafia 1991,12; Miller
1973, 42). Behaviour, is in Mead’s view simply the individualised expression of the
social process to which we have found ourselves by ‘taking the attitudes’ of others
in forming our selves. Conscious problem — solving is similarly ingrained in the
same process. This being the case it should not be ignored that while social
control/coordination of individual behaviour is at the forefront of Mead’s theory of
the self, his concept of the interplay of the ‘me’ versus ‘I’ provides a mechanism
both for ‘personal growth’ and for evolutionary social change. As one person acts in
a manner slightly different from what a second person has previously encountered,
the attitude of the second person is adjusted. When we adjust ourselves to a changed
environment, Mead noted, we become a different individual; ‘but in becoming a
different individual he has affected the community in which he lives. It may be a
slight effect, but in so far as he has adjusted himself; the adjustments have changed

the type of environment to which he can respond and the world is accordingly a
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different world’ (Mead 1934,215). Advances in the way the group behaves generates
accommodating changes in the structure of the ‘selves’ participating in those
changing practices: Our physical form instigates a response (attitudes) of others
(Mead 1934, 33). Thinking — the conscious use of rational intelligence- starts
whenever an individual encounters a problematic environmental situation, that is, a
situation in which his or hers own act of adjustment is not automatically evoked by
the environment. Therefore, ‘thinking is simply... the carrying on of a conversation
between the ‘I’ and the ‘me’ (Mead 1934, 335). A conversation whether between
different individuals or between the ‘I’ and the ‘me’ uses significant symbols (Mead
1934, 88), which are ‘taken’ from pre-existing social processes and practices. In
Meads view thinking is therefore social.

For Mead, attitudes are ‘the mechanism of language’ and are themselves significant
symbols. Mead understood that both attitudes and significant symbols are taken
from society into the self. In consequence, to repeat, thinking and therefore
rationality are in Mead’s system basically social in character. Mead focuses on
interaction of the social act and was also deeply interested in the relationship of the
individual action to the larger issue of social order. Like Dewey, Mead judged that
social order arises out of the capacity of a group to find successful solutions for its
continuously emerging problems (Joas, 1993, 254-255). Mead’s theory has been
used to lay the foundations of various categories of identity theory. It also stresses
the importance of significant symbols which can fall into the categories of language
or physical symbols and relates these to the process of the ‘I’ and ‘me’ which are
directly used in Hatch and Schultz model (2002). It is this aspect of the use and
importance of physical symbols which is the focus of this thesis.

Identity has been addressed along several lines: James (1918) focused on the
existence of multiple social selves. Cooley (1922) concentrated on the aspects that
we only understand or experience true self if there is some threat toward self. Mead
(1934) addressed identity in terms of the individual’s awareness, or consciousness of
self. Later, Goffman (1959) focused on the individualistic nature of an individual’s
self-concept in relation to others, and then in 1964, Erikson suggested that identity is
a result of group comparison and comparing associated identities. Identity theory

categorises identity at differing levels from social to self and this introductory
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statement outlines those layers but in addition outlines the theoretical position taken
on identity that will form the basis of this thesis.

Identity at a social level looks at social comparison e.g. comparison of self to others
and in-group and out group comparison and interpersonal relationships. Identity has
been examined from a social perspective by Tajfel (1978, 1982), Tajfel & Turner
(1985), Goffman, 1959; Deaux (1993) and Gioia (1998). Self categorization theory
(Turner et al, 1987) argues that in many situations people organise social
information which might be the perception of shared moods, by categorizing
individuals into groups. This enables them to focus on collective properties that are
relevant to the situation at hand (e.g.; as team members), while neglecting the
‘noise’ of other variations (e.g. differences in age or background) that occur among
individuals within the same group (Ellemers, Gilders & Haslam, 2004). Through the
mechanism of social identification (Mael & Ashforth, 1992), team members then
perceive themselves as representative of a particular group, making the actor
perceive the characteristic group feature- (e.g. good moods) — as a self descriptive
feature. This leads us to adopt distinctive group norms as guidelines for our own
behaviour. The construct of collective identification is theoretically similar to the
construct of the organizational level of identification. Organizational identification is
defined as organizational actors seeing themselves at least partly in terms of what
the organization is thought to represent (Kreiner & Ashforth, 2004), which might be
treated like the implication of the self-concept (Pratt, 1998) and perception of
oneness (Ashforth & Mael , 1989). It is a process in which individuals create several
more or less contradictory and often changing managerial identities (identity
positions) rather than one stable, continuous manager identity (Svengingsson &
Alvesson, 2003). The concept of group identification follows the cognitive process
of categorization and adopts the definition of Ashforth and Mael (1989, p.21),
defining identification as ‘the perception of oneness with or belongingness’ to the
team. Workplace identity refers to the distinctiveness and status self-categorizations
used by an individual to signal his or her identity in a specific workplace (Elsbach,
2004a).These self-categorizations include self identity (Turner, 1999) signifying a
persons group and status categorizations, e.g. ‘I'm a motivated team player’ and
social identity categories (Tajfel, 1982), which focus on status and distinctive

categories such as ‘I'm a member of the management team.’
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Based on the theories of Cooley (1922), Mead (1934), and Goffman
(1959), Albert & Whetton (1985) defined organizational identity as members shared
beliefs of organizational characteristics that are central, distinctive and temporally
continuous. They proposed that organizational identity ask the question ‘who are we
as an organization?’ Organizational identity describes the essence of an
organization (Albert & Whetten, 1985). According to this viewpoint, it is important
to understand what an organizations identity is because it becomes a way in which
organizations define themselves to customers, employees, suppliers, and investors.
An organizations identity may influence the actions taken by individuals.
Organizational identity has already been studied in relation to multiple identities
(Beech & Johnson, 2004; Gustafson & Reger, 1999; Svenssingon & Alvesson,
2003; Thomas & Linstead, 2002) and identity threats; (Elsbach & Kramer, 1996;
Elsbach, 2003). Albert and Wheeton first defined organizational identity as being
fixed and this has caused considerable debate. Just as an individual’s identity
develops and grows without the individual becoming unrecognizable so the
organization can undergo change. For this reason, this thesis adopts the Alvesson &
Svengingsson, (2003) definition that identity is a process in which individuals create
several more or less contradictory and often changing managerial identities (identity
positions) rather than one stable, continuous manager identity (see Table of
Definitions, Appendix 1).

Some recent studies have included models of organizational identity.
Hatch & Schultz (2002) process model of organizational identity represents the
interplay between identity, image and culture and the internal and external
environments. This is a dynamic model that incorporates the interaction between the
internal and external environment. While multiple studies have documented types of
organizational identity noticeably lacking are works on the formation process of
identity. In order to put a boundary around the level of identity this thesis will focus
on, I am adopting a definition of workplace identity as referring to the
distinctiveness and status self-categorizations used by an individual to signal his or
her identity in a specific workplace (Elsbach, 2004a). This definition, therefore
includes, individual, group and organizational identity.
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Foundations of Individual Identity

It has been established in the literature that the early works of Cooley (1902), James
(1918) and Mead (1934) have provided the psychological foundations of identity. A
large proportion of their work focused on how we as human beings make sense of
ourselves as individuals. From these beginnings identity has moved on from
questioning the existence of ourselves (self) to more complex understanding of how
we define ourselves (self). Initially, authors like Cooley in 1902 examined the
‘empirical self” which was the self that is verified by ordinary observation (Cooley,
1902, 1922). Cooley recognized that the self was deeply embedded within us, but
could and does change.

James (1918) centred his debate on what constitutes a ‘real me’ and from this
recognized that we have ‘multiple social selves’. This lead to the realization that
there is not one ‘real me’ but as many real ‘me’s’ as there are people to recognize
them. This can lead us to the assumptions that who we are as individuals is largely

based on the result of external perceptions.
Table 2.1: A Model of Synthesized Organizational Identity Theory

IDENTITY IMAGE
Past Perceived Organizational Identity Construed External Image
‘me’ Reputation (cannot be known directly
‘sign’ by members)
Present Current Organizational Identity Current External Image
GI’ .
‘Object’
Future Ideal/Desired/Future/Envisioned Desired Future Image
‘you’ Organizational Identity

Derived from Hatch & Schultz, (2002)

Mead (1934) focused on our awareness of ourselves, our ‘self’. This work focused
on interplay between ‘I’ as the result of consciousness and ‘me’ and the object of
that consciousnéss (Hatch & Schultz, 1999). Hatch & Schultz, as indicated in Table
2:1 recognized that there are two perspectives, an external and an internal
perspective from which we understand identity and in order to do this we need to
use both a subjective and objective sense of perception. Mead differentiated identity
stratifying by layers of consciousness. Our personal identity then, is our categories
of ourselves as individuals and how we are different or the same as other
individuals. Social identity would then be how similar we are to categories of social
groups or how different we may be (Turner, Oakes, Haslam & McCarty, 1994). This

would then give us an ‘us’ and ‘them’ set of reference points.
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This early work has defined several characteristics of personal identity and these are
that we as individuals have a sense of self and this is largely defined in relation to

others. The notion of multiple identities and our consciousness of ‘self also

stemmed from these early works.

Foundations of organizational identity

From an interpretive stance identity is continually renegotiated sets of meanings
about who we are. Albert & Whetton’s original definition of organization identity
was of organizational members shared beliefs about the central, distinctive
temporally continuous characteristics of an organization. Temporally continuous has
often been taken to mean enduring or fixed; however it could also be defined as
representing stability.

Table 2:2 Definitions of organizational identity

Organizational Identity definition Research
Features of an organization that describes its essence, that Albert & Whetton 1985
distinguishes the organization from others, and exhibit some degree
of continuity over time.

The changing shared beliefs among shareholders of an organization Sarason & Fiol 1995
that answer the ongoing question ‘who are we.’

An idiosyncratic configuration of people sharing some attributes, Bouchikhi & Kimberly

pursuing a collective purpose through a given activity (core 1998
business) and using a limited number of operating principles.
Continually renegotiated sets of meanings about who we are. Fiol & Gioia 1998

Moral philosophy promotes statements of right and wrong around Barney & Stewart 2000
which employees can rally and which ca influence a broad range of
business decisions.

Identity involves asking ‘Who am I?’ or ‘Who are we?’ Pratt & Foreman 2000

Identity is the act of forming, engaging and repairing our Alvesson 2002
constructions to give a sense of coherence and distinctiveness.

It is a process in which individuals create several more or less Alvesson &
contradictory and often changing managerial identities (identity Svengingsson 2003.
positions) rather than one stable, continuous manager identity.

Table 2:2 illustrates the differing and progressive views of organisational identity
culminating in the definitions adopted in this thesis from Alvesson (2002) and
Alvesson & Svengingsson, (2003). ‘Identity is the act of forming engaging and
repairing our constructions to give a sense of coherence and distinctiveness’
(Alvesson, 2002). Identity involves asking, “Who am I?” or “Who are we?” (Pratt &
Foreman, 2000). Identity though, is not singular as we acknowledge the existence of
multiple identities within the same individual (Burke, 1937; Feldman, 1979; James,
1890; Markus & Nurius, 1986; McCall& Simmons, 1978; Pratt & Foreman, 2000;
Stryker & Serpe, 1982; Tajfel & Tumer, 1979).
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Table 2:3 Organizational identity sources

Organisatonal identity sources Author

Symbols and artefacts (Names, Logos, Albert & Whetton 1985

Text, buildings, rituals) Ashforth & Mael 1996
Bouchikhi et al 1998
Gioia 1998

Gioia et al 1984
Hatch & Schultz 1997,2002
Rindova & Schultz 1998

Business practices Ashforth & Mael 1996
Bouchikhi et al 1998
Dutton & Dukerich 1991
Alvesson & Svengingsson, 2003
Beliefs and philosophy Albert & Whetton 1985

Rindova & Schultz 1998
Alvesson & Svengingsson, 2003
Documentation, newsletters, mission Dutton & Dukerich 1991
statements Rindova & Schultz 1998

As Gioia et al ; (2000, p.64 ) noted in Humphreys and Brown,( 2002), identity is ‘a
potentially precarious and unstable notion, frequently up for redefinition and
revision by organization members’. We express our organizational identity through
design and these expressions can include corporate advertising, corporate identity
and design programs (Olins, 1989), corporate architecture (Berg & Kreiner, 1990),
corporate dress (Pratt & Rafaeli, 1997; Rafaeli & Pratt, 1993) and corporate rituals
(Rosen, 1988; Schultz, 1991), which makes use of the organizational actors sense of
these and helps to concretize the organizations image. So not only is identity the
organization members’ expression of its intended public culture to underscore its
intended values and assumptions but also used to attract the external community.
Research to date has focused on organizational identity sources such as symbols and
artefacts, business practices, beliefs and philosophy and documentation. The role of
buildings within the symbols and artefacts classification has been given little
attention in research and this thesis aims to understand more fully the role of
buildings and physical symbolic artefacts in the built environment within identity
formation, as noted in Table 2:3 where the main documented sources of identity
have been noted.

There is also some evidence that we are judged by others’ perceptions of our
possessions (Gibbins & Coney, 1982). As organizational actors we invest ourselves
in the symbols that we use, and come to identify ourselves through those symbols, as
Elliot & Wattanasuwan, 1998, noted when writing about brand preferences. There is

also research within identity theory that shows social actors engage in self-
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stereotyping based on our identities (Simon & Hamilton, 1994, cited in Brewer and
Gardner, 1996). This has been seen in popular culture when we may identify with
idols by wearing the same style of clothes. There is also substantial literature on
clothing and its role in identity construction. (See for example, Langner, 1959;
Joseph, 1986; Feinburg Mataro, & Burroughs, 1992; Roach- Higgins & Eicher,
1992; Benstock & Ferris, 1994; Kaiser, 1997; Michelman, 1997; Pratt & Rafaeli,
1997; Rafaeli et al., 1997; Gillespie, 1998; Ransom, 1999; Crane, 2000). Within an
organization, the wearing of an organizational uniform or emblem communicates
group membership as well as group, social, instrumental and philosophical
cohesiveness (Turner, 1978; 15; cited in Dutton, Dukerich, & Harquail, 1994, p
252). Organizational dress can also be used a mechanism for controlling our
behaviour within organizations by introducing dress codes and uniforms, and by
wearing organizational dress we use it as a symbol of our acceptance of the
organizations core values and beliefs (Ouchi, 1981; Joseph, 1986; Kaiser 1997;
McVeigh, 2000; Pratt & Rafaeli, 1997; Rafaeli et al.,, 1997; Sperber, 2000). Our
dress can also be used to symbolize a disagreement with the organizations ideals
such as our status as a member of an out group. The communicative function of
organization dress can also be used to emphasize status. Bouska and Beatty (1978)
found that shoppers were affected by the dress of others in department stores
depending on whether they were wearing high status clothing (e.g. businessmen’s
suits). Organizational identification is closely related to our other individual
characteristics which have the organization as their focus, although it is conceptually
distinct from other constructs (Mael & Ashforth, 1992; Dutton et al, 1994; van
Kippenburg & van Schie, 2000). By definition, our organizational identification is a
cognitive judgment relating to our fit between organizational and individual values
and is essentially devoid of any evaluative component (Ashforth & Mael, 1989;
Rousseau, 1998) whereas other constructs such as organizational commitment
(Steers & Porter, 1979; O’Reilly & Chatman, 1986; Allan & Meyer, 1990) or
organizational loyalty (Adler & Adler, 1998) or organizational trust (Robinson,
1996; Elangovan & Shapiro, 1998) or internalization of organizaﬁonal values
(O'Reilly & Chatman, 1986; van Knippenburg & van Schie, 2000) refer more to
beliefs and feelings which are evaluative in nature. These are a positive outcome
from an organization management perspective. If we as actors identify closely with

the organizational change process we will act in ways which benefit the organization
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because this re affirms our self- concept (Hogg & Terry, 2000). Dutton el al (1994)
and Rousseau (1998) posit that our organizational citizenship behaviour increases
when we identify more with the organization, our motivation to reach group goals
increases (Scott & Lane, 2000) and our support for the organization increases (Mael
& Ashforth, 1992). Our affective reactions, including job satisfaction, are more
positive (van Kippenburg & van Schie, 2000) and our loyalty to the organization
increases (Adler & Adler, 1998; Mael & Ashforth, 1992). If our identification with
the organization is low we act in our own self interest (Scott & Lane, 2000) and
these actions may not necessarily be in line with organizational expectations. If we
accept that our organizational identity is based on congruency between
organizational attributes and individual values (Dutton et al, 1994) then what
happens to our identity if our organization is going through fundamental change? A
static perspective would suggest that if the organization changes our identity
forming within the organization changes and the fit becomes closer or greater
depending on whether of not the fit improves (Dutton & Dukerich, 1991). However,
other authors have suggested that there are other factors at play here. Rousseau
(1998) suggests that whether the identification is based on situational cues or
whether it is based on a more fundamental and enduring change in the employee’s
self conceptualization and/or experience in the organization affect this process.
Foundations of social identity

Tajfel (1978, 1982), Tajfel & Turner (1985), Goffman, 1959; Deaux
(1993); and Gioia (1998) have examined identity from a social perspective. Identity
at a social level looks at social comparison e.g. comparison of self to others and in-
group and out group comparison and interpersonal relationships. To address these
areas, social identity theory (Tajfel, 1978, 1982) asserts that people tend to
emphasize what sets them apart from others. This body of research, in addition to
examining identity as a social phenomenon expands on the notion of distinctiveness
to identity theory by focusing on groups rather than individuals. For this reason,
social identity theory provides insight into the development of identity at other
levels of analysis.
A collective identity refers to the attributes of a group by members of that group
(Elsbach, 2004a). Collective identity in a social setting is a general framework that
we use to understand ourselves and this is formed and built on through social
interaction (Goffman, 1959; Erikson, 1964; Gergen, 1985). We then claim
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membership to certain social categories and to the personal meanings we associate
with those categories (Deaux, 1993). This advances the earlier concept of personal
identity to include interrelations and group aspects. Goffman (1959) and Erikson
(1964) studied the social aspect of identity. Goffman (1959) focused on the degree
to which our self- concept is distinct. That is to say that we identify with one group
or another based on drawing lines of distinction comparing similarities and
difference with the out group. This leads to the concept of identity as a result of
social comparison. Erikson however, focused on establishing a balance within group
identity, between the similarities and the differences. Erikson agreed that we classify
ourselves by distinguishing ourselves from others but added that we do this at the
same time as viewing ourselves as part of a similar group. Whereas later, Tajfel
(1978, 1982) introduced social identity theory which has been used to explain group
identity.

This concept would suggest that we have a dual identity and introduces the need for
multiple identities in our lives. Gergen (1968, 1985, & 1991) suggest that multiple
identities differ by circumstances and that identity is a sub set of multiple roles that
are the result of the social context. Gergen (1968) went on to suggest that our
identity is the result of many loosely attached identities. This could in turn suggest
that our self- concept as a whole entity may be misplaced and not actually possible
as an individual. This is supported by an aspect of social identity theory (SIT) that
social identities are prompted by particular settings (Goffman, 1959; Turner, 1982,
1985). In terms of social identity theory, Tajfel and Turner (1985) suggest that
identity is both in relation to, and comparative with, other groups and that our group
identity is maintained through comparisons with other groups and that our goal with
this comparison is to enhance our self- esteem. Tajfel (1978) proposed that identity
emerges from the context of inter-group relations and that we emphasize our

distinctive component to set ourselves apart.

It is this perception of distinctiveness that influences action, so we do not only think
we are distinct, but we also act as though we are distinct. In addition, this theory
asserts that when we construct ourselves with a set of essential characteristics that
define our self concept, we also seek situations that confirm those self-concepts over
time and space (Steele, 1988). Turner et al (1987) did not focus on these ‘us’ and
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‘them’ categories rather defining three abstract levels of self- categorization and
these were 1) human identity, 2) social identity and 3) personal identity. Discounting
the breadth of the categories or how abstract they are the assertion was that identity
is based on aspects that are distinctive for us as individuals or as part of a group. In
addition to self categorization a strand of research examining the sociological
perspectives of identity has arisen (Stryker, 1987; Thoits, 1991) which include
elements of systems and social structure and within this framework multiple
identities are assumed.

Table 2:4 illustrates the different strands of research. In each perspective there is a
differentiation between individual, relational or social self. This assumes clear
boundaries within a group membership but becomes more complex as group
boundaries are blurred.

Table 2:4: Common characteristics of social identity

Social Identity Research
Characteristics
Distinctive Goffman (1959), Erikson (1964), Turner (1987)
Group membership Ashforth & Mael (1989), Hunt (1991)

Turner, Oakes, Haslem & McCarty (1994)
Social comparison Goffman (1959), Tajfel(1978, 1982)

Tajfel & Turner (1985), Deaux (1993)

Gioia (1998 ), Gioia et al (2000)

Social interaction Goffman (1959),Erikson (1964)

Gergen (1968, 1985), Humphreys & Brown (2002)
Beech (2000), Sims (2003)

Brewer and Gardner (1996) state that levels of our social selves are differentiated by
1) occasions when we derive a sense of self from interpersonal relationships and 2)
occasions when we derive a sense of self from larger more impersonal social groups.
A central issue remains of whether collective identity is based on personal
attachment or impersonal attachment which results from our identification of the

social group or a combination of both.

Organizational Identity and Organizational Image

There are two viewpoints on organizational image. One originates from the
management literature and the other from the marketing literature. Management’s
view of organizational image promotes the viewpoint that the image encompasses
the viewpoints that external members hold about the organization (Dutton &
Dukerich, 1991; Dutton et al., 1994). This is an internal focus whereas the marketing
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literature views the image from the perspective of the external stakeholders.
According to Abratt (1989) image is constituted of the feelings and beliefs that exist
in the minds of external people so while image is intentionally manipulated by
insiders for outsiders (Hatch & Schultz, 1997) it is commonly characterized as a
summary of images held by external people (Abratt, 1989; Bromley, 1993). Image
can be closely related to branding and reputation. The common element is the
interest in what the external people perceive the organization to be. Hatch and
Schultz (1997, 2002) have combined both these approaches to give a more
comprehensive definition which is used for this thesis. They state that organizational
image is ‘a holistic and vivid impression held by an individual or group towards an
organization and is a result of sense making by the group and communication by the
organization of a fabricated and projected picture of itself’ (p.8). Hatch and Schultz
(1999) suggest that organizational image can be summarized and categorized by its
attributes of mirroring and impressing. In their view, mirroring is characterized by
the appearance of the organization. Hatch & Schultz (1997, 2002) provide a useful
framework for differentiating the concepts of organizational culture, identity and
image (see fig. 2:1). In their view, culture is symbolic context within which
construction of organizational identity is formed, whereas image focuses on its

external audiences in that it represents images held by external constituencies (see
Table 2:5).

Identity expresses Identity mimors the
cultural feelings images of others
Culture Identity Image
Reflecting embeds o
identity in culture Expressed identity leaves

impressions on others

Fig 2:1 The Organisational Identity Model (Hatch & Schultz, 1997)
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The Hatch & Schultz model has borrowed a Mead concept intended for individual
and social identity and applied it to organisational identity. I am applying the same
concept to individual identity as Mead originally intended as well as organisational,
group and workplace. In doing so have found the Hatch and Schultz model of the
processes of identity work and their interconnection with culture and image valuable
within a discussion on the role of physical artefacts within these processes. It is the
role of physical artefacts within these processes that is the focus of my second

research question.

Meads ‘I and me’ was a theory of social and individual identity. Hatch and Schultz
have taken this and applied it to organizational identity and image and how identity
expresses cultural understanding through symbols. Hatch and Schultz explain the
processes linking identity and culture (reflecting and expressing) with previously
described processes linking identity and image (mirroring and impressing).

Hatch and Schultz have justified the transition from Meads theory by proposing that
if organizational culture is to organizational identity what the ‘I’ is to individual
identity it follows that organizations form theirs in relation to culture and image.
They have also related this to self identity by saying just as individuals form their
identities in relation to both internal and external definitions of self; organisations

form theirs in relation to culture and image.

Gioia and Thomas (1996) studied top management teams in higher education and
how they made sense of issues impacting change. They found that managers’
perception of identity and future image are essential to the sense making process and
impact upon organizational actors issue interpretation. Van Rekom (2002) proposes
that there is agreement that identity is something perceived by organisational actors.
Therefore we could assume that perceived image influences future images and the
expectations, ideals and fears that organizational members may have.

Dutton and Dukerich (1991) proposed that the organizations image can influence the
organizations identity as refracted through the eyes of others. Impressing, which can
be influenced by culture, is the process by which organizational identity is
communicated to others. Hatch and Schultz (1999, 2002) framework bridges

internal functions and external relations and in this thesis it will be used to
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differentiate the concepts of physical symbolic artefacts and organizational change
where they directly interact with organizational identity. It will be proposed in this
thesis that symbols and organizational physical artefacts provide the vehicle by

which we can move forward understanding organizational identity.

Table 2:5: Identity components and expression

Identity Component Expression

Expression: Refers to how an Symbols such as architecture ,
organizations speaks about advertising, clothing, are the primary
itself means of self- expression for an
organization

The opinions and reactions of others
affect organization identity

Identity is constructed through
interactions between organizational
members and those who give
feedback about the organization
Relationship manifests itself in an
organizations history

Makes organization’s assumptions
and values explicit

Mirroring: The reflection of
an organization through the
opinions and judgements of
others; links image to identity

Reflection: The process by
which organizational members
understand themselves as a
organization; the result of how
organizational members
perceive themselves

Impressing: Refers to images Purposeful communication
of an organization that are conducted through various forms of
strategically  projected to public relations

constituents

g 4 44

Source: adapted from Hatch & Schultz (2002)

Fiske and Taylor (1991) view our personal identity as our belief about ourselves
both in the past and in the future. Identity cannot exist in a vacuum. The formation
of identity is the result of current identity content as well as future needs. This
suggests that it is dependant on us reconstructing our identity and that to some extent
identity is self- referential. The information that we use as a point of reference will
influence how we construct or reconstruct identity. Steel (1988) suggests that people
construct themselves by having a set of essential characteristics that define their self-
concepts and they engage in interpretations and practices intended to affirm the
continuity of those self- concepts over space and time. The reflexive process
essentially understands the present identity as it relates to the past and the future or
desired state, as well as how it relates to other agents. Identity is a developmental
process that links the past with the desired/ anticipated future (Giddens, 1991).
While identity can change over time, it is rooted in the past. The temporally
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continuous characteristics associated with organizational identity, therefore, can be
traced historically with an organization, but are developed, refined over time. In this
sense, identity is a self reproducing system.

Discursive consciousness, referring to what actors are able to express, is a level of
consciousness which includes elements of organizational identity that organizational
members are clearly able to identify and articulate as representing central, distinctive
and temporally continuous characteristics of an organization. Practical
consciousness refers to what actors know or believe about a given situation. This
level of consciousness addresses actors own beliefs about an organization’s identity,
which may not be easily articulated. In this case, inferences must be made and
substantiated through sources of data. A constructivist approach to a study of
identity is adopted in this thesis. (Alvesson & Karremann, 2000) propose using a
perspective that identities are not fixed but they adapt to social contexts and are open

to modification and affected by social processes.

Synthesizing theories

Today constructionist and normative theories have been combined to mix a
semiotic, interactionist process of image, perception and interpretation by
individuals on to a normative view. Organizations have collective identities which
are formed and maintained as part of individuals’ social identities. These identities
are distinct and distinguishable from each other and arranged in hierarchies within
the cognitive schema of individuals and groups. Different identities are categorized
and selected through the influence of organizational images which are the received

and derived beliefs corresponding to these organizational identities.

Having outlined the basis on which identity is founded I will now examine
workplace identity, which refers to the distinctiveness and status self-categorizations
used by an individual to signal his or her identity in a specific workplace (Elsbach,
2004a).

This definition stems from several branches of organizational and psychological
research including research in situated identities (Alexander & Lauderdale, 1977;
Ibarra, 1999) and identity centrality, (Sherman, Hamilton & Lewis, 1999) which
define identity in relation to context. This would suggest that the specifics of an
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identity’s self- categorizing can vary according to context (Brickson, 2000). Brewer
(1991) goes further to suggest that because categorization is based on social
comparison and categorization theories; identity categorization confers status based
on the legitimacy and rank associated with a category and distinctiveness based on
inclusion or exclusion from specific categories. Therefore, our personal self
categorizing, by defining us at work, says how we are distinct and how we compare
with in groups. However our social categorizing says how our group is distinct and
how it compares with our groups. Status and distinctiveness are components of
workplace identity (Elsbach, 2004). Turner (1987) has suggested that individuals
deliberately choose to define themselves as members of specific groups or
categories. Self categorization theorists propose that individuals choose to define
themselves as members by selecting self categorizations which illustrate positive
distinctiveness and comparing themselves with others. They say and do things to try
to change the parameters so that a subjectively more meaningful and self-favouring
identity becomes salient (Hogg & Terry, 2000:125). Hatch (1993) defined identity
as how we define and experience ourselves and this identity is affected by our
activities and beliefs and justified by our cultural assumptions. Hatch also made the
link between physical symbolic artefacts and identity by stating that we use our
cultural artefacts symbolically to present an image that will be interpreted by others.
Hatch also linked this with culture when proposing that while our projected image is
put into context by our cultural heritage the interpretations that others make are put
into context by their own culture. If these people are members of the same
organization then this culture-identity—image routine is fairly contained. When
external influences are involved such as stakeholders, identity and image become
more interdependent. I would argue that how we embed identity in organizational
culture and how our identity expresses cultural understandings is at least partly
through symbolic artefacts so therefore it becomes important to examine the link

between culture and identity.

Dutton and Dukerich (1991) state that others reactions affect identity as those
reactions are mirrored on to us and this process would encourage organisational
members to involve themselves in issues which would change public opinion of
their organisation. This would suggest that there is a difference in how

organisational members perceive themselves and their organizations and how
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external stakeholders see them and if there is a discrepancy then the members are
motivated to change that image or identity and to align with what they believe others
think of them. Dutton and Dukerich then suggested we ‘might befter understand
how organizations behave by asking where individuals look, what they see, and
whether or not they like the reflection in the mirror’ (1991, p.551).This mirroring

process, in terms of the link between identity and image was described by Dutton
and Dukerich (1991:550) as

.... ‘What people see as their organization’s distinctive attributes (its identity) and
what they believe others see as distinctive about the organization (its image)
constrain, mold and fuel interpretation.... Because image and identity are constructs
that organization members hold in their minds, they actively screen and interpret
issues like the Port Authority’s homelessness problems and actions like building

drop-in centers using these organizational reference points. '

From this we could then propose that organizational actors construct their identity in
relation to the events and images around them and also in relation to what we
perceive ourselves to be. Hatch and Schultz (2002) has claimed that when we do not
accept the images we have of ourselves or our organization we seek to alter these
images. Hatch went on to state that what sustained this sense of ourselves as
different from the image through the organizational mirror was the organizational
culture.

When organizational images are mirrored in identity they will be interpreted in
relation to an existing organizational identity which is embedded in cultural
understanding. Subsequently, this identity will be altered or reinforced through the
process of reflection, the reflection process then encompassing the deep cultural
values and assumptions of its actors which then becomes closely associated with the
identity. Hatch and Schultz (2002) proposed that we come to perceive objects,
cultural artefacts, as possessing those meanings experience adds to them. I would
propose not as Hatch suggested that ‘meanings are expressed’ but, meanings are
interpreted from cultural artefacts, these artefacts are not carrying that meaning as
Hatch and Schultz (2002) suggests but we as actors carry that meaning implicitly
and through the artefacts as a tool, a language, we translate the implications and
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make sense of our cultural understanding bringing them to a cultural surface. These
artefacts then are used in a self-defining, identity forming process.

Hatch claims, that whenever organizational actors make explicit claims about what
the organization is, their claims carry with them some of the cultural meanings in
which they are embedded. Hatch goes on to claim that culture is embedded in
material artefacts and that they can be used to express who or what the organization
is, so that cultural understandings are carried along with reflections on identity into
the process of expressing identity. I would argue though that the process by which
cultural meaning and artefacts meets is one of social construction.

Organizational actors will make the organizations character known by its outgoing
discourse (brochures, advertising) and this communicates identity as an organization
within the organization and to others as image outside the organization. So not only
is identity the organization members’ expression of its intended public culture to
underscore its intended values and assumptions but also used to attract the external
community. Rindova and Fombrun (1998:60) stated that; projected images reflect
not only a firm’s strategic objectives but also its underlying identity. Images that are
consistent with organizational identity are supported by multiple cues that observers
receive in interacting with firms. There is both an intentional and unintentional
aspect to these projected images so the intentional aspects attempt to manage our
interpretations and the unintentional can include the buildings, appearance and

layout.

When symbolic objects like these are used to express an organizations identity their
meaning is closely linked to the distinctiveness that lies within any organization
culture (Hatch, 2000). Individuals can alter organizational identities and the
relationship between individuals and organizations is reciprocal just as
organizational identities can influence individual behaviour and individual
behaviour can influence organizational identities (Pratt & Foreman, 2000). In the
area of professional dress and organizational identity, Pratt and Rafaeli (1997) found
that nurses use dress to signal the identity they chose to maintain. Appropriate
organizational dress helped these employees feel like their identities fit their work
roles and provided them with both confidence and psychological comfort to carry

out their work.
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Several organizational researchers have recently examined how individuals use and
interpret role-normative behaviour as a means of developing new workplace
identities as their role or organization changes (Ely, 1995; Covaleski et al., 1998;
Ibarra, 1999). This work shows how employees adapt their in-role behaviour to fit
in, or resist normative role expectations. Over time such modelling becomes aligned
with the employee’s workplace identity and alters the perception of the central and
distinctive traits that define him or her at work (Ibarra, 1999). Goffman (1967)
discussed the role of interaction rituals as a means of creating and maintaining
“selves” For example, ‘Actions taken by a person to make whatever he is doing
consistent with his social image’. An organization will make its character and claims
over its identity known by its outgoing discourse so the actors in the organization
can identify with this and communicate both as an organization within the
organization and to others outside the organization.

In addition, research has found that our social identities, which are defined as part of
one’s self image that is drawn from being a member of a group, permit a cognitive
ordering of the social universe (Hogg, 1995). Deaux et al. (1995), for example,
found five basic different types of social identity (personal relationships, vocations/
avocations, political affiliations, ethnic/religious groups and stigmatized groups), so
there are a variety of ways through which our social identities can be formed. Nagel
(1994) found that ethnic and cultural identity develops through an on going dialectic
between individual processes of self- perception and external political, social, and
economic forces. We can also realize our social identity through our workplace or
through our personal relationships. It is often necessary to communicate our identity
be it social or organization, to others. Accurate representation of our identity helps
us as well as others to navigate our way through our environment. Presenting our
identity helps guide behaviour along appropriate lines. We behave differently when
we are aware of others identities. Physical artefacts are a means through which not
only our identity be communicated but also we use the information gained from the
interpretation of our surroundings as a sensor to alter our identity and the signals we

send to others.
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2.5 The symbols and artefacts literature

Symbols and Artefacts

This section on symbols and artefacts focuses on how meaning is attributed to or
constructed from symbols and artefacts. ‘Organizational symbols and symbolic
activity are important indicators of group and organizational identity narratives’
(Humphreys & Brown, 2002). We often only act upon meanings created from
appearance (Blumer, 1969) so physical symbolic artefacts are important tools, not
only of appearance management (in relation to our workplace surroundings), but
also as a tool of social control (McVeigh, 2000a) and, of course of understanding
our environment and the people within that environment. In other words, we as
organizational actors can use our surroundings as a form of communication to others
of our identities, while at the same time the organization can use our physical
surroundings to control the identities of groups of individuals.

Symbols allow the user to publicly and concretely affirm or display their affiliation
with, or affection for, an organization in the same way as we may display a company
logo on our car windscreen or wear our university’s logo on our sportswear.
Association with a group is visibly marked and proclaimed through using or
displaying a symbol. Visible symbols are in fact powerful statements of affiliation
and identity perhaps because they are physical. Accumulating objects (and clothing)
can be seen as ‘extending the self’ (Belk, 1988). Displayed objects in the workplace
(Belk and Watson, 1998; Hochschild, 1997), can reveal a great deal about personal
meaning and personal, organizational and social identity. Artefacts of this sort can
instantly affirm claims of identity. An individual may claim he or she is of a certain
status or belonging to a certain in-group in an organization but may not be believed
solely on the conversation. By displaying symbols of that group, a chair of a
designated quality, a business card with a colour coding, they do not need to say a
word but the symbol is interpreted as belonging to that group. The object speaks for
itself and is more likely to be believed than words alone. Researcher such as Cialini
et al. (1976) and Kaiser (1977) have shown us that organizational actors who
identify with their organization are more likely to own objects bearing symbols
which identify them with that organization. Other researchers have shown us that we
as an audience are more likely to ascribe organizational affiliation and

organizational characteristics to actors displaying such symbols (Joseph, 1986,
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McVeigh, 2000). Given the potentially powerful communication impact of symbols
I considered that worthwhile to study the relationship between symbols, identity and

change in the organizational built environment.

Denotative/Physical Properties of symbols

There is a two way relationship between identification with the organization and
attraction to the organization’s symbols. Higher levels of identification with the
organization lead to higher levels of attraction to the organizations symbols, while
higher levels of attraction to the organization’s symbols lead to higher levels of
identification with the organization. The idea of corporate identity design implicitly
assumes that stakeholders can be drawn to organizations with the help of design
(Morgan, 1999; Schrubbe-Potts, 2000).

What attracts organizational actors to interpret physical symbolic artefacts in their
built environment that might lead them to identify with the organization or to alter
their own work place identity? There are two ways in which symbols vary from one
another. One is the structure of the symbol (denotation) and the other is the content
of the symbol (connotation). The structural aspect (denotation) is the physical
properties that describe the physical artefact for example, colour, shape and
construction. This refers to the symbols most explicit, obvious and straightforward
characteristics (Leed-Hurwitz, 1993). For example: Is the desk circular, oblong or
square? Henderson and Cotes (1998) studied denotative aspects of symbols and
found that several physical aspects of a symbol (in this case the work was
specifically on logo’s) naturalness, harmony, elaborateness, its proportional
relationship all effect on whether the symbol is recognized and how much shared
meaning arises from that recognition. They also tested other variables such as
‘roundness’, ‘organic’ and ‘symmetric’. Research by Feucht (1989) suggests that
men prefer diamond shapes and women prefer heart shapes and that the combined
preference of two genders is an ‘s’ shape. Perhaps shapes that relate specifically to
the organizations industry or service sector lead to higher instances of shared
meaning. This highlights the fuzzy nature of the difference between denotative and
connotative meaning in symbols. Perhaps the specific meaning of a shape cannot be
captured in a denotative measurement of ‘symmetry’. Uher (1991) suggests that
both zig zag lines (which resemble bared teeth) and shapes which look like eyes
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elicit innate physiological avoidance behaviour , so specific physical features of
symbolic artefacts may generate special biological or physiological responses.
Different colour combinations may be more pleasing and attractive than others and
may have an effect on the attraction of the physical artefact and subsequent
identification from it. There are a number of ways in which colour can also have an
effect. Research has shown that ‘warm’ colours are deemed more exciting, active
and arousing than ‘cool’ colours (Adams & Osgood, 1973; Bellizi, Crowley &
Hasty, 1983; Crowley, 1993; Hamid & Newport, 1989). In addition, warm colours
draw us closer. So an orange wall would make us move nearer to it and a blue wall
would not (Bellizi, Crowley & Hasty, 1983). Research also shows that ‘cool’
colours are evaluated more positively than ‘warm’ colours (Bellizi, Crowley &
Hasty, 1983; Crowley, 1993; Guilford, 1934; Guliford & Smith, 1959; McManus,
Jones & Cottrell, 1993).

There are other important characteristics of colour in the built environment besides
the hues when evaluating colour effects. Gorn et al (1997) found that our feeling of
relaxation rises with the colour value (degree of brightness), while feelings of
excitement were found to rise with colour chrome (degree of saturation). Valdez and
Mehrabian (1994) reported that value (brightness) and chroma (saturation) exhibit
clear and steady effects on our emotions.

Finally, colour research has suggested that a number of colour combinations may
have specific effects on organizational stakeholders. Effects resulting from the use
of primary colours in design may differ from those of secondary colours. Certain
colour combinations, such as those between complementary colours (directly across
from one another on the colour wheel), or analogous colours (adjacent to one
another on the colour wheel) may be more appropriate in some designs than in other
colour combinations (Holtzschue & Noriega, 1997; Wong, 1997). Clearly colour
must be considered as one of the determining elements of a physical symbolic
artefacts effect on identification process.

When examining logo design (Dondis, 1974; Swinehart, 1996) found the degree of
complexity affected its attractiveness. Henderson & Cote (1998) used a variable
called ‘elaborate’ (made up of individual scores of ‘complexity’, ‘activity,” and
‘depth’) and found that logos scoring at moderate level of elaborateness were
preferred to logos that were either too simple or too elaborate. They also found that a

logo’s level of harmony (made up of measures called ‘representativeness’ and
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‘organic’) or not has a significant effect on logo effect. Henderson & Cote (1998)
also found that natural-ness had an influence on whether or not a logo commanded a

‘shared meaning’ among participants. This phenomenon may hold true within the

organizational built environment.

Connotative/ Symbolic properties

The symbolic content or connotative content of organizations physical artefacts will
influence its liking and attractiveness and the level of identification with the
organization in a way which is different from the symbols physical properties. The
denotative aspect of the symbol looks at how the symbol depicts meaning and the
connotative aspect looks at what it depicts ( Mollerup, 1997).

Research in semiotics have categorised the sign in three ways: an icon, an index and
a symbol. An icon is a sign that visually depicts what it represents and is linked to
the things they represent through a similarity between the signifier and the signified.
A building can be represented as an icon with a picture of a building and can vary
from being highly realistic, as in a photograph, to highly abstract. Icons can vary
from being simplistic to complex and from the specific to the universal (McCloud,
1994). The building photograph can represent the building and Mollerup (1997)
calls icons at this realistic end of the spectrum ‘images’. The more abstract he labels
‘diagrams’ and these McCloud (1994) labels as the border between iconic and
linguistic representation. ‘Diagrams’ are schematic signs that depict the simplest
structure and most recognisable aspects of an object. McCloud (1994) defines
abstraction as lying near the border between icon and language is telling because it
points to its object. Therefore a door can be an indexical sign for a building. Because
of the physical linking and pointing aspects of indexical signs meanings these
meanings are dependant upon their physical placement (Mollerup, 1997). For
example a wine glass on a carton implies that the goods are fragile but a wine glass
in an airport probably means a bar. This would suggest that context places an
important role on meaning. In the case of both the icon and the index, the signifier
uses an explicit iconic cue to suggest the signified.

Symbols are the third type of sign and they are signs whose meaning has been
arrived at by convention. Their meanings have been socially constructed. Symbolic
meanings change over time and are not necessarily universal at any given moment in

time. There are also metaphoric icons, which share the conceptual qualities with the
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objects they represent. For example, outstretched hands can be the protective
qualities of insurance.

Symbols are, as in the case of language, wrapped up with their social histories so we
are unable to recognize and understand the meaning of symbols unless we have been
taught or have socially constructed these meanings over time and through our own
personal, group or organizational experience. Most human language is made up of
the symbol type of sign. Ultimately language choices are arbitrary. For example in
one culture white flowers stand for purity in others, death. Without explanation the
viewer will not be able to ascertain the meaning of the symbol. It is an arbitrary
symbol, or an ideograph. In general representations of familiar and loved things will
also result in positive feelings towards the symbol and the artefact that incorporates
them. If a symbolic artefact contains a representation of something that we have a
positive attitude towards then we can reasonably expect that these positive attitudes
will transfer, at least in part, to the symbol containing that depiction or
representation.

Straati (1998) wrote that symbols constitute the broadest and most important notion

for the symbolic approach because:

1. The concept of symbols defines an object and a relation at the same time.
2. The understanding of symbols is based on the interpretation of organizational

codes.

A symbol does not exist unless it can be invented, revealed expressed or indicated.
Therefore the physical artefact is symbolic when it is understood and has meaning
for someone in the environment. Symbols and signs help people to find direction in
their hectic world. As we try to fit more and more into each day we increasingly
need to compress the information that is thrown at us into something more easily
digestible. Symbols can accomplish this allowing us to assimilate the barrage of
details with which we are assailed each day.

A symbol can be defined as an object — a word or statement, a kind of action or a
material phenomenon- that stands ambiguously for something else and/ or more than
the object itself (Cohen, 1974). Alvesson (2002) definition is of a symbol as rich in
meaning in a particular object and therefore communicates meaning in an economic

way. The complexity of a symbol and the meaning it expresses calls for considerable
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interpretation. Naturally, people have their own private symbols, the meaning of
which is relevant to them, however in this context it is the organizational meaning

which is of importance.

Artefacts, using the metaphor of a language, allow us to form, affirm or influence
our identity within the daily fabric of organizational life. Understanding the role
physical artefacts play in the affirmation or alteration of our workplace identities in
the organizational built environment could assist us in both managing and designing
our organizations and their built environment. Increasing attention has been given to
the role of symbols and identity but the context of using physical artefacts as a
language metaphor has been underestimated. We know our built environment can
threaten workplace identities (Elsbach, 2004a) but we cannot affirm categorizations
of distinctiveness. In addition, there is now a large body of work which examines the
role of identity within organizations, which includes physical forms, narrative,
stories and myth. As Rafaeli & Vilnai-Yatetz (2004) state a gap exists between the
extent to which artefacts are used by organizations and the theoretical understanding
of the roots of this use. The literature has not directly addressed whether
organizational actors construct their identities using physical symbolic artefacts and

under what circumstances this occurs.

Physical artefacts in the organizational built environment

The physical structure of the organization includes the geographical location, the
building layout and the design and décor. The internal organizational built
environment is only vaguely understood although there have been attempts to
classify the physical environment in organizations. In 1973, Steele classified them
within six functions (1) shelter and security, (2) social contact, (3) symbolic
identification, (4) task instrumentality (5) pleasure and (6) growth. This categorizes
the social and psychological benefits that the physical environment provides for
organization members. Davis (1984) categorized the physical environment as being
composed of three elements (1) physical structure, (2) physical stimuli and (3)
symbolic artefacts all these variables being likely to have an effect on organizational
actors’ behaviour. This is a useful framework to pull together the constituent
features of the physical environment as illustrated in Fig. 2:2 below.
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incoming mail, telephone ringing, or the time on the clock. Naser (1994) proposed
that a contrast existed between formal stimuli which can be measured - size, form,

proportion and colour versus symbolic stimuli such as style- which have a subjective

meaning and cannot be measured.

Symbolic artefacts can consist of four main categories (1) professional image cues
(2) status cues (3) task effectiveness cues and (4) aesthetic cues (Davis, 1984).
Bitner (1992) went on to suggest three categories for identifying artefacts, ambient
conditions, space and function and symbols and style. This concurs with Rafaeli and
Vilnai Yavetz (2004) who categorize symbolic artefacts in three dimensions of
instrumentality, aesthetic and symbolism. They proposed a model which suggests
that artefacts need to be analyzed according to these three distinct aspects:
instrumentality, aesthetics and symbolism which overcame previous shortcomings
on prior categorizations such as the assertion that these categories are mutually
exclusive. However, the extent to which interpretations are made in these categories

has not been addressed.

Form and Function

Milliken (1989) in Graves-Brown, (2000) distinguished three different types of
function. The first is techno function, which is the utilitarian function of an artefact.
An example of this would be a chair which is used to support someone in a seated
position. Then, there is the socio function of an artefact which involves the display
of social facts. An example of this, in the case of a chair, would be leather versus
plastic upholstery, giving a statement about the price of the piece of furniture.
Lastly, there is ideo function which involves the symbolization of more abstract
ideas such as values and beliefs. So in this case an office chair with high back and

arms, looking like a throne may symbolize authority.

These classifications can be mixed. Our chair can support someone (techno
function) we can use it to stand on while we paint the ceiling (system function) our
Georgian dining chair can imply wealth (socio function) and be subsequently bought
by a collector who understands its historical importance.

The ideo function implied in the managing director’s chair, authority, can have a
proper function, seating, and system function, more authoritarian than other chairs in

the organization. Of course, we can buy a relatively simple carved chair, made to
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serve its technio function from Asia whilst on holiday and then having brought it
from its own cultural setting into our own it can now symbolize our travels- ideo

function. This represents our ontology, our nature of reality.

It now becomes apparent that artefacts can have more than one function. Our desk
has a technio function to support our office equipment and to contain our paperwork
in the drawers; it has the socio function of displaying our status in the organization,
and the ideo function acting as a barrier. These can either be a system function, its
place in the office environment or a proper function, its technical specification.

Of course, these functions or meaning are constantly shifting in the dynamics of the
office environment. Our cultural surroundings are not static and are constantly
changing. Although depending on the type of function or meaning this dynamism
takes place at different rates. If our chair is removed from the office systems it
looses its system functions, unless of course those system functions can still be
implied by perhaps its office worker taking the desk home and he/ or she still reads
those system meanings, but then these would transform themselves into ideo
functional meaning as the meaning is now symbolic and based on values and beliefs.
The desks proper function was originally to lean against and write, and then
typewriters were placed on it and now computers. In that period of time the desk has
changed both in its physical dimensions and in its material form. We are now
designing more workstations with cable managed systems and less pure desking as
our needs are evolving. The desk may then end up as a home decoration piece rather
than a utilitarian piece of furniture. In many cases a system function of an individual
thing becomes a proper function of a lineage of things as they gradually come to be
reproduced for that function. The system function of the first wire managed
workstation is large open plan offices which gradually moved on to being its proper
function as wire management became a basic requirement for today’s office
environment. These transitions from system to proper function is typical of socio
function and ideo function since style, whether it is in interior design or dress in the
working environment, when adopted by an influencer, tends to be adopted
consequently throughout the social group.

Proper function emphasizes the stability of function over time and across groups of
things; whereas system function emphasizes its liability, the tendency of functions to

change across time as one function replaces another. The concept of system function
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is central to any analysis of change of function, because a proper function can only

be acquired or changed on the basis of an already existing system function.

Meaning

I started off examining the differences between form and function in an artefact.
Now before attempting to examine meaning in more detail I will define an artefact
more precisely. It is more than a physical form with a function it is (a) a product of
human action which exists independently of its creator; (b) intentional, it aims, that
is at solving a problem or satisfying a need: (c) perceived by the senses, in that it is

endowed with its own corporality or physicality (Gagliardi, 1992).

Artefacts can be defined as all the visible expressions of a culture, including,
patterns of behaviour as well as objects and physical arrangements such as rituals
and abstract productions or mental representations such as stories which, while,
having an existence independent of their creators call on the powers of
comprehension of the destinies rather than on their capacity to experience formal
qualities concretely through the senses. In this thesis attention is given to the
physical form of the artefact and further defined by being in the organizational built
environment.

Artefacts include material things like rooms, furniture and decoration as well as
visible codes of conduct (Schein, 1985). In the literature, artefacts in organizational
settings are analyzed from different viewpoints. One perspective concerns how
artefacts are interpreted by the members of an organization (Smirchich, 1983). Are
artefacts interpreted as simple or complex symbols? Are these interpretations
consciously or unconsciously created by the members of the organization? Another
perspective addresses the function of the artefacts within the organization: Do
artefacts have an energy controlling function or a system maintenance function to
the organization (Dandridge, 1983). From a functionalist point of view, Schein
studies the relationship between artefacts, values and basic assumptions within the
organizational culture (Schein, 1983). Finally, the communicative contents of
artefacts have been examined and analyzed, artefacts being defined as cultural
signals which send messages to members of the organization (Daft, 1983).
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Schiffer, (1992) in Graves-Brown (2000) states that social roles and cultural
distinctions are universally mediated by artefacts. Foucault, (1982) agrees with this
and he distinguished three types of activity, objective capacities dealing with
objects; power relations, which concern our actual supervising of actions of humans
and communicative relationships which concern the linguistic transmission of
meaning and information. Although these aspects are distinguishable, according to
Foucault they are not distinct; rather they overlap and support one another. This
makes the meaning relative to the environment; the artefact is positioned in it and

the power relations apparent at the point of study.

According to (Cummings, 1975) the human mind is supposed to inscribe its designs
upon this surface through the mechanical application of bodily force: augmented as
appropriate by technology. However, I aim to illustrate that the forms of objects are
not imposed from above but grow from the mutual involvement of people and
materials in an environment, supporting Foucault’s comments about being distinct
but not separable. The surface of nature is an illusion: we work from within the
world not upon it. There are surfaces but these divides states of matter not matter
from mind and they emerge from within the form generating process rather than pre-
existing as a condition for it. In the context of the built environment Heidegger
(1971) opposed the modernist convention that dwelling is an activity that goes on
within, and is structured by an environment that is already built, but argued that we
cannot engage in any kind of building activity unless we already dwell within our
surrounding ‘Only if we are capable of dwelling only then can we build.” When the
building is complete, with the work in its final form, dwelling and interpretation of
the environment continues for as long as the live of the building goes on punctuated
by the appearance of the pieces that it successively brings into being. Dwelling then,
in the organizational built environment is tantamount to the ongoing virtual weaving
of ‘our lives with one another and with the manifold constituents of our
environment’ Ingold (2000). If we accept this statement it would imply that our
minds are not above or below our environment, but entwined within it. Within this
context the physical artefact plays a role in our understanding of our identity in the
organizational built environment.

With artefacts, form is applied from without, which implies that the artefact, a
physical artefact, has a surface, a substance which must present itself to the makers
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of artefacts as a surface to be transformed. According to Hodder (1992), the forces
that shape artefacts are the metaphysical separation of mind and nature. The forms
of artefacts have their sources in the human mind, as preconceived intellectual
solutions to a particular d design problem. This, then, is a further division off in
focus from a natural artefact, for example, a beehive. In the making of artefacts the
mind is understood to place its ideal forms upon nature. This would mean that the
surface of the artefact is not a surface of material construction but also a
confrontation of the human mind. It is the form then of the artefact, not the
substance, that attributes it a culture and to being an artefact. The emphasis is then
on the issue of meaning and form as apposed to materiality. Our meaning and values
float around the material object transforming it into an artefact. This transformation
does not permeate the interior but rather is enveloped by the cultural imagination.
Although artefacts within the organization can be defined as all the visible
expressions of a culture, including, patterns of behaviour, rituals and stories as well
as objects and physical arrangements, the focus here is on physical environment
itself, notably physical artefacts. Physical artefacts include material things like
rooms, furniture and decoration as well as visible codes of conduct (Schein, 1985).
Gagliardi (1992) proposed that physical artefacts are more than a physical form with
a function but are a product of human action which exists independently of its
creator. They are intentional and aim at solving a problem or satisfying a need. They
are perceived by the senses, in that the physical symbolic artefact is endowed with
its own corporality or physicality. Physical artefacts as defined here for this thesis to
include graphic representations, buildings and interiors, material objects and
physical layout. Artefacts can be defined as artificial products, something made by
human beings and thus any element of a working environment. (Gagliardi, 1992)
added that artefacts are always perceived by the senses and they have certain
intentions, aiming to satisfy a need or a goal. Artefacts here will include colour
(Sassoon, 1992) and furnishings (Davis, 1984; Baron, 1994).

A physical artefact is deemed to be symbolic when we examine it as an object and in
relation to its environment at the same time. Its interpretation is based on
organizational cues and can be invented, revealed, expressed or indicated (Straati,
1998). Therefore, the physical artefact is symbolic when it is understood and has

meaning for someone in the environment (Alvesson, 2002). Symbols can vary in
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core set of assumptions without which the organization could not function
(Smirchich, 1983). Specific human activity produces symbols, the value and

meaning of which are provided by the subjects who use them (Goetze, 1972).

Building from this I propose that the extent to which we interpret our environment
and the meanings we construct are dependant on our organizational culture. Within
this context physical symbols act with other artefacts such as stories and myths and
ritual as a tool to make sense of what is happening around us. This would then
suggest that specific objects would have different meanings if in differing locations
or at varying times and there can be differences in the way actors can interpret
symbols. It would also suggest that in a given culture a physical artefact is
interpreted in the same way or similarly, or that some are. Hatch (2000) has
contended that when a symbol is removed beyond the culture that created it some of
the meaning remains embedded in the artefact and is carried with it, also claiming
that symbolic objects are constituted of layered interpretations and therefore carry a
portion of its history with it. I would contend that this is the case when the actor is
aware of part of that history. For example, an antique chair may evoke feelings
about the past but that is primarily because we know it is an antique chair. If we take
a chair from a director’s office, and that chair was a symbol of the director’s power
over the organizational actors then that chair looses that interpretation if removed to
a setting where its history is not known. It becomes an ordinary chair. If this is so,
then the culture of the organization and the context of the setting play an important
role in the artefacts interpretation. To quote Geertz (1973) ‘...is the interaction of
the effects each of these structures has upon the perceptions of those who use them,

the way in which their experiential impacts play into and reinforce one another’.

Artefacts in the built environment elicit a wide range of responses
(Bateson, 1995). Physical aspects of the organizational environment have influenced
occupants behaviour and attitudes and emotions (Morrow & McElroy, 1981; Marans
& Spreckelmeyer, 1982, Goodrich, 1982; Davis, 1984; Oldham, 1988; Baron,
1994). They also influence the interactions between the occupants (Parsons, 1976;
Morrow & McElroy, 1981; Schrberg, 1990; Baron, 1994; Oldham et al, 1995). Pratt
and Rafaeli, (1997) illustrate that tangible organizational symbols are vehicles that

help organizational members’ comprehend a more abstract notion of organization
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identity. Status difference is emphasised through these physical symbols. The shared
understandings tell us that the organization has people of different status and that the
people of different status can (in some organizations) be treated differently. These
symbols can also operate to diminish rather than emphasis status differences. But
shared understandings about power and status difference produced by physical
artefacts can be used to promote control in the organization.

Research has been done to investigate how people act and feel in
different places. Three concepts have been discussed by Markus (1987) to
characterize building — form, space and function. In Markus’s (1987) analysis for
example the form of the building is considered to be a design factor not a function
factor. Goodrich (1982) considered the office environment to be an instrumental cue
not a symbolic one. Previous research has attempted to put artefacts in one of these
boxes- symbolism or instrumentalism. In 1992 however, Straati deviated from this
by advancing an aesthetics approach arguing that artefacts are likely to be both
aesthetic and functional objects. He suggests that artefacts should be analysed on
multiple dimensions rather than on one dimension. It is this argument that Rafaeli &
Vilnai- Yavetz (2004) went on to develop when they produced a model by which
artefacts can be analysed on multiple dimensions of instrumentality, aesthetics and
symbolism. Rafaeli & Vilnai- Yavetz (2004) used the definition of instrumentality
of an artefact to refer to the extent to which the artefact contributes to performance
or to promoting goals.

The relationship between interpretation and the use actors put that
interpretation to with respect to their and others identity and the built environment
seems complex but is insufficiently documented. It is on that relationship that this

thesis focuses.

Physical objects

When symbolic objects are used, deliberately in a new office interior for example, to
express an organizations identity their meaning is closely linked to the
distinctiveness that is embedded within any organization culture (Hatch, 2000).
Artefacts become symbols by virtue of the meanings given to them (Hatch, 1993)
whether this is conscious or unconscious.

The meanings of physical symbols are socially constructed and the use of physical
symbols is a routine activity that is taken for granted and conducted, consciously and
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unconsciously by organizational members (Pratt & Rafaeli, 2001). Physical symbols
can represent multiple meanings, one symbol having different meanings in different
contexts. For example the American flag flying over a building in USA or in Iraq.
Symbols can be interpreted to give meaning not only about the physical object but
about the relations of the people involved (O’Connor, 1994). A large desk in an
office will tell you the person sitting at it behind has status in the organization and a
meta message is that this person can tell you what to do. The intent of an actor using
a symbol may be misinterpreted so when, for example, management introduces open
plan offices to promote communication these layouts can be interpreted by others in

the environment as an infringement of privacy.

Pratt and Rafaeli (2001), viewing symbols as a non verbal language, have accepted
that physical symbols have defined elements and structure. They examined
increasing diversity and empowerment in the organization proposing that it altered
the type (more portable or instrumental) and the use of physical symbols in the
workplace.

Boje (2001) proposes that we understand the social situation, in its complexity,
through multiple lines of narrative through which the actors in the situation, and we
as researchers, make sense of, and attribute meaning to, events, the self and others. It
is proposed here that physical artefacts are in fact an extension of language in that
they fulfil the same documented roles in the organizational life. Although language
can be imprecise, and it could be argued that the symbolic significance of artefacts is
even more imprecise, but viewing symbols as a language provides insight by
reminding us that such meaning can be found in individual symbols (words) and
patterns of symbols (sentences). These patterns are useful in realizing complex and
subtle relationship issues, such as those involving ambivalence or plurality (e.g.
Pratt & Bamett, 1997; Pratt & Dutton, 2000) Physical objects can be a
communicative tool, being interpreted, manipulated and altered by actors in the
organizational built environment can be a call to action, mobilizing and directing
(Straati, 1998) gaining commitment (Edelman, 1977) exerting control and power
(Wilson, 1992; Czarniawska- Joerges & Joerges, 1990 and Bourdieu, 1991)
communicating (Girin, 1987) and controlling perceptions and creating meaning
(Pondy & Mitriff, 1979) and a political object and resource (Wilson, 1992).
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The above research suggests that behaviour and artefacts can play an important role
in establishing workplace identities and that these types of markers are easily
recognized in organizational contexts. These markers could then be useful tools for
affirming organizational identity, but nevertheless these studies have their
limitations. Much of the work on symbolic interactions has been done out of the
organizational context and with one- off encounters so doing this research within an
organization may give more facets to the research. Secondly, a lot of the research
focuses on how actors adopt new organizational identities based on changing roles.
Although relevant to an extent, more could be learned by examining the identities in

a changing organization.

Becker (1977) posited that a variety of components in the built environment can
give information to users. This supports the view that employees may utilize
external environmental cues, either to categorize, or make inferences about the
organization. Other researchers have focused on the effects of specific stimuli upon
behaviour such as colour (Bellizzi et al, 1983) lighting (Areni & Kim, 1994) or
music (Bruner, 1990). Research into organizational dress has established that colour
may carry symbolic information; blue for example, can convey dignity, red may
convey affection (Burgoon & Saine, 1978; Ketcham, 1958; Mehrabian, 1976). Dark
colours convey power (Becker, Geer, Huhes & Strauss, 1961; Joseph, 1986; Lurie,
1981). Pratt & Rafaelli (1997) proposed that dress attributes act as a symbol of core
organization values. Fussell (1983) proposed that the purity or naturalness of dress
materials determines the attributions. Synthetic fibres (such as polyester) are
proposed to convey lower class and status than pure fibres (such as silk) that purity
of materials is an important symbol in organizations. In organizational interior

design the pureness of the fabrics specified can be used to denote stratified roles.

Csikszentmihalyi & Rochberg-Halton (1981) and Wallendorf & Arnould, (1988)
wrote that home interiors contain a wide variety of objects that hold special
importance for identity. Such objects are meaningful because they remind people of
their pasts- travel experiences, achievements, close friends or because the objects are
symbols of religious or ethnic identities. Treasure objects also may be used to
silently convey and express self to others. But the individual- level self is not the
only one that may be conveyed through such objects. In analyzing individual
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differences in favourite objects in the home Cikszentmihaly and Rochberg- Halton
(1981) detect a dimension of ‘differentiation’ and ‘integration’ involving the choice
between symbolizing self (differentiation) and symbolizing others (integration).
Altman and Gauvain (1981) have detected this same dimension of difference and
labelled it ‘identity/communality’ dialectic. Csikszentmihalyi and Rochberg- Halton
(1981) in their study, found that men and adolescent participants tend to cite as
favourite objects those symbolizing self, while woman and older adults tend to
choose objects symbolizing others. This aspect of differentiation and integration can
be carried over to the organizational environment, particularly in the context of
actors, rather than using organizational objects by bringing in personal objects to the
work environment to differentiate self and others. Those photos on the desk, our
own Kettle are examples of this.

We can communicate the pattern of the organizations existing social hierarchy by
carefully observing status indicators within the social hierarchy using the language
of spatial distances and physical objects. By contrast some actors downplay status
differences using the absence of traditional status markers to communicate this
message. In this case small often bizarre status symbols are created by actors to fill
the gap left by traditional symbols. Coffee pots became an informal indicator of
status for employees who felt their tenure to their post was strong or weaker than
others in an unstable environment. There has been substantial research in dress role
within the organization and it is proposed that the same concepts can be applied to
our use of physical artefacts and this is worthy of future research particularly in the

aspects relating to status, power and legitimization.

Unless an organization’s identity is equivalent to its ideal identity, the information
contained within one schema will be inconsistent with the information in the other.
Left unchallenged inconsistency between the two identities causes an identity gap,
defined as the cognitive distance between the perception of the current and the ideal
identity. This self- discrepancy can provide motivation to alter current organizational
identity (Cantor & Kihlstrom, 1987; Higgins, 1989). In circumstances of external
threats, or strategic change giving rise to political conflict or tension there is likely to
be heightened symbolic activity, one set of artefacts being compensated for by
another (Johnson, 1988). One such aspect of symbol activity could be our
interpretation of our environment. (Rafaeli & Vilnai- Yavetz, 2004) proposed that
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the process by which this takes place is by interpreting different facets of the artefact
—instrumental, aesthetics and symbolism through the mechanism of hygiene,
sensory and associative processes. This response is emotional and further research
will hopefully tell us how this how these interpretations can be used to
alter/influence our identity. Further research is required to establish the extent and
proportion of which these three dimensions are used and whether or not this ratio is
dependent on the educational background and cultural dimensions of the individual

organizational actors.

2,6 The management processes literature

This section explores the processes managers and leaders use to enable them install
their strategic plans. Firstly, this section examines the style of management or
leadership used and how this affects implementation carried out by strategic
managers. Secondly, the section considers the relative effectiveness of these
implementation tactics.

There is substantial literature on how to categorise styles of leaders and these are
listed below in Table 2.6 including what they do and how they lead organisations.
Although relevant, the research questions posed in this thesis are more concerned
with the micro processes which result from theses differing types of management
processes. Table 2.6 lists the various approaches to leadership and details the
characteristics of that leadership style.

Table 2:6: Different approaches to leadership (Schermerhorn et al. 1994, p.497)

Approaches Characteristics
Trait and personalities Assumes leaders are born and not made. Leadership
consists of certain inherited characteristics or personality
traits. Focuses attention on the person in the job and not
on the job itself.
Behavioural Considers the kind of behaviour of people in leadership
positions and the influence on group performance.
Draws attention to the range of possible managerial
behaviours and importance of leadership style.
Contingency v situational Leadership style depends on the situation. Interactions
exist between the variables involved in the leadership
situation and patterns of behaviour and there is no single
style of leadership appropriate to all situations.
Transactional Involves an exchange between leaders goals and
subordinates needs and desires. It can be seen as
contingent reinforcement whereby work is exchanged for
pay and other rewards.
Transformational Leader motivates and inspires subordinates to motivate
and perform to their maximum. Leaders provide vision
and direction for followers to achieve the stated results.
Self Leadership Leader promotes the sclf-direction of subordinates to
maximise their own potentials, and there ability to
manage their own work.
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Bass (1985) in Emery & Barker (2007) defined transformational leadership as a
perception of followers towards their leader. These followers strive to emulate their
leader, trust their leaders’ judgement, values and vision by copying them and
forming emotional ties with them. Building on the organization’s vision to inspire
organizational actors, transformational leaders emphasize emotional arousal over
intellectual stimulation (Bass, 1985) as their platform. This appeals to the
organizational actors spiritualism and is based on meaning and purpose rather than
promises of rewards and security or threats and attempts to persuade or inspire
actors “fo transcend their own immediate self-interests for the sake of the mission
and vision of the organization” (Yammarina and Bass,1990). Internalization of the
vision as an emotional response suggests that the organisation’s mission has intrinsic
value to individuals, i.e. meaning in-and-of itself. Activities with intrinsic interests
provide people with a basis for motivation that is distinctly non-rational in
perspective, i.e. does not rely on cognitive information processing. Intrinsically
valued work can be emotionally and spiritually rewarding beyond the potential

instrumentalities so integral to extrinsic views of motivation.

A traditional mechanistic management approach to managing change often uses fear
to ensure employee obedience and compliance (Trice and Beyer 1993). Apart from
the notion of stress, the management literature fails to address negative emotion in
change such as anxiety. To quote Ackerman (1984 ppl121-22) “Low morale is a
rather contagious emotional state. High spirit, on the other hand, is also an energy
field and is equally contagious...The ideal manager for the model is a true agent of

change, one who smoothly facilitates the release and channelling of energy.

In today’s dynamic organisational environment managers realise implementation is
just as critical as the development of effective strategies (Atkinson, 2006; Higgins,
2005; Kaplan and Norton, 2001). How do managerial or leadership styles and

processes affect the development and implementation of effective strategies?

A manager’s delegation coupled with time pressure enhances adoption prospects
(Nutt, 1987). When a strategic manager actively participates in the change process it
is found to significantly improve adoption prospects. When a manager takes charge

and creates an environment where plans for change can be justified and understood
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implementation was always successful. Much of the power of delegation and
command is lost when participation is limited, although it is recognised that
strategies that involve a large number of people can never involve all those who are
affected (Nutt, 1987).

A position of power provides the holder with the ability to disrupt goals because
they may withhold needed resources or rewards. In order to avoid bringing out
negative emotional responses and defensive behaviours that run side by side
perceptions of threat and interruption their needs to be an increase in a counter part
power to they can prevent goals of the boundary spanners (William, 2000) .
Overcoming the obstacles of ensuring trust and efficient processes through
organizational transitions requires new leadership competencies that help people
deal with stress and help others align during organisational change (Dye, 2000)
Eliade (1991) proposed that symbols do not represent the world but are a medium of
social orientation in the world and to the self. He also claimed that experience was
multi-dimensional and could not be reduced to symbols. Eliade (1991) defined the
mind in terms of the capacity to utilise symbols to explore reactions to an action
before undertaking that action. He saw people interacting through symbols to form a
pattern of order. This sense making of order was formed by the competitive and co-
operative relationships between people and reflected difference in power between
individuals or groups. Relationships constrain and constraint is what power is all
about, Power is located in the relationship and power relationships are co-created.
Eliade explained particular uses of symbols could be used to signal or enhance
power: ‘By figuration we mean the changing pattern created by the players as a
whole not only by their intellects but also by their whole selves, the totality of their
dealings in their relationships with each other. It can be seen that this figuration
forms a flexible lattice-work of tensions. The interdependence of the players which is
a prerequisite of their forming a figuration, may be an interdependence of allies or
opponents. (1978, p 130) In this way peaple are emotionally bound together through
the medium of symbols (p.137). What Eliade is presenting here is a self-referential
reflexive process in which individuals minds are formed by power relations while
they are forming there own power relations. Eliade also explains how the
interdependence between people in this figuration is expressed in symbolic form.

Language thinking and knowing is to him all about handling symbols. Language
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expresses power relations of the social figuration and orients one in the world and

symbols form part of a language.

2.7 Literature synthesis and conclusions

Linking Identity and Symbols

Identity and organizational actors have received a lot of attention from
authors within various important and insightful studies (Alvesson & Svengingsson
2003; Beech, 2000; Dutton & Dukerich, 1991; Thomas & Linstead, 2002). These
studies however did not address physical symbolic artefacts and how they drive
identification within an organization. However, in this thesis I focus on the
relationship between identity and physical organization symbols. Although there is
substantial evidence on the role of symbolic organizational dress in identity
formation there has been little work addressing the role of organizational symbolic

artefacts in identity formation.

Linking Identity and Organizational Change

In this section, I will define identity with respect to differentiating it from
our other individual characteristics, which have the organization as their focus, and
then explain why identity should play an important role in actors’ response to
organizational level change events.

The recent literature on organizational identity suggests that we go
through a process in which we identify important organizational attributes and then
decide whether these attributes are congruent and which are an important part of our
self-concept (Beech, 2000; Dutton & Dukerich, 1991; Thomas & Linstead, 2002).
This process occurs during our socialization of the organization (Ashforth & Saks,
1996) and is influenced by organizational characteristics (Mael & Ashforth, 1992) as
well as by social influences (Hogg & Terry, 2000). Identification is stronger to the
degree that our identity as an organizational actor is more salient than other
identities and to the degree the organizations characteristics match characteristics of
our self- concept (Dutton et al, 1994; Pratt & Foreman, 2000). Therefore, if we find
organizational characteristics salient and believe that the organizational level change

will alter organizational characteristics on which we base identification we may
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perceive that these organizational level changes are potentially threatening or
uncertainty creating.

Organizational change, which removes the situational cues, is likely to
be accompanied by a substantial weakening of identification with the organization in
the first case but may have little impact on the strength of organizational
identification in the second case. The second factor relates to the continuity of
change- to what degree is the individual able to relate the new changes to the ‘old’
organization? As long as the fundamental character of the organization does not
change substantially the individual who identifies strongly with the organization
may still feel part of it. Gioia et al (2000) argue that the organizational identities
have to change in order for the organization to remain viable in a changing
environment. However, labels used to define the identity remain relatively constant
thus allowing us to continue to identify with the organization while changing our
behaviour to reflect the organizations requirements.

Alvesson, and Svengingsson, 2003; Beech, 2006; and Pratt and Foreman,
2000, argue that an organization has multiple identities and that we as organizational
actors may identify with more than one. Management can increase acceptance of
change by consciously integrating identities in such a way as to make more salient
those identities, which promote an organizations performance and downplay
identities, which do not help. Based on these arguments it would appear that if we
strongly identify with our organization and maintain that identification through
change, as long as there is continuity with some of the organizational key attributes,
and then change will be more successful in terms of organizational actors adaptation

to the change.

Linking Symbols and Organizational Change

Cultural artefacts are those sets of attributes-objects and behaviours that
help definitively characterize one organization as opposed to another. There are at
least four primary types of cultural artefacts-key values and norms; myths and sagas;
language systems and metaphors; symbols, rituals and ceremonies; (Shrivastava,

1985) and the use of physical artefacts in the built environment could be a fifth.

Managers introduce organizational change without respecting the
influence cultural symbolic physical artefacts may have on our interpretation of that
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change. Managers, who retain old cultural symbolic artefacts that reinforce elements
of the old culture they want to change, are leaving in barriers to their success
(Higgins & McAllister, 2004). During change it is important that the physical
symbolic artefacts in the built environment support the new values and norms
reinforced during the change. When organizations formulate a change policy they
will as normal procedure, evaluate the organizational systems and processes,
leadership style, staffing, resources, and shared values but overlook the built
environment. Orgénizational culture is broadly defined as the pattern of shared
values and norms that distinguishes one organization from another. These shared
values and norms indicate what is believed to be important in the organization and
what organizational actors’ value. They also show the ways things are in the
organization. These shared values and norms provide direction and meaning for the
organizational actors. They also motivate us to pursue the aims of the organization.
This could suggest that if we want to understand our organizations culture we only
have to look around us at the physical evidence and interpret it. When we are
changing the organization then it makes sense to change the symbolic physical
artefacts to mirror or anticipate those changes. There has been little written on this
topic but Shrivastava (1985) and Johnson (1992) have proposed that an
organization’s culture and more specifically, its cultural artefacts, influence strategy
formulation. Shrivastava (1985) suggests that four types of cultural artefacts are
extremely beneficial when studying an organization's culture, its: myths and sagas;
language systems and metaphors; symbols, ceremonies, and rituals; and certain
identifiable value systems and behavioural norms. He allows that there are more
cultural artefacts than these four, but that these four are the most predominant. I

would argue that we should consider the built environment with these other factors.

Higgins & McAllister (2004) have observed this a fifth type of vital
cultural artefact-the physical surroundings' characterizing the particular culture,
including its facilities, equipment, and interior and exterior design and decoration-

play a major role in defining an organization's culture.

If strategy and cultural artefacts are not aligned, then employees are
uncertain which messages are real. If the old artefacts are still in place then

employees will interpret these and presume that no change is taking place.
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Alternatively the artefact could contradict the change policy which will result in
confusion. The physical built environment as a cultural symbolic artefact can be
interpreted to reveal the values of the organization related to such factors as
innovation, the importance of employees, the degree of cost consciousness, and so
on. As physical surroundings have been identified as relating to productivity in
recent years, organizations have become much more concerned about this cultural
artefact, but there still remains a large gap in the literature relating to symbols and
change. The scope of this research is to examine organizational and workplace
identity in the context of the interpretation of physical symbolic artefacts in the built
environment. Specifically this thesis examines the process by which this identity is

formed and/or influenced.

To conclude, this literature review examined the five theoretical fields
relevant to the research questions proposed. This chapter has examined the
foundations of each field and then in relation to the questions posed and has
explained, in relation to the research questions, the extent to which the literature has
answered the questions. I have proposed that there is a link between the
interpretation of physical artefacts and identity forming processes. To be more
explicit, I propose that the interpretations of physical symbolic artefacts are used in
the identity forming process and this links two fields, identity and physical symbols.
These fields have not been examined, in relation to one another, in any depth.
Although it is accepted that we interpret physical artefacts and this is done by using
the three dimensions, aesthetic, symbolic and instrumental, the context within which
this occurs, the frequency, the variance between the dimension of the artefact we
interpret and the level of emotion that this produces and why, has not. The identity
literature has suggested that symbolic artefacts are used in the identity forming
processes to an extent but the context within which this occurs, the extent, its
relation to culture and image has not. The fields of management processes, culture,
and change have been examined because they are highly relevant to the context of
the case studies used within which the questions are emerged. The next chapter goes
on to explain the research design used to answer the remaining unanswered section
of the questions and also the techniques used to verify what has been answered by
the literature.
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CHAPTER 3: Research Design and Methodology

3.1 Introduction and overview

The preceding chapter consisted of a review of the existing literature. Firstly, I
examined the organisational change literature. Secondly, 1 examined the
organisational culture literature. Thirdly, I examined the identity literature looking at
the evolution of identity theory from the organizational actors view and briefly
discussed some of the points of contention in connection with the interpretation of
physical artefacts. Fourthly, I looked at the interpretation of physical symbolic
artefacts and the theoretical progress to date in establishing the process of
interpretation, examining the strands of research that have sought to bridge the gap
between identity and interpretation. Specifically, this focused on the research that
examines the links between symbols, identity and culture and our organizational
roles and relationships. Finally, I examined what the literature had to say about
identity and interpretation in the face of differing management processes and how
this evolves over time and in differing contexts and highlighting areas that had not

been previously discussed in the literature.

The purpose of this chapter is to provide a detailed description of the qualitative
research process chosen to address the research questions posed in Chapter 1. The
chapter starts with a discussion of those factors which convinced me of the
appropriateness of a qualitative research approach. Secondly, to a description of a
flexible research design, participants, data collection, and data analysis which
provide a detailed description of the process and decisions involved within an
example of qualitative interpretive research in the built environment. Issues of

validity and reliability are also explored.
3.2 General research approach

The research is located in the context of the organisational built environment and
involves the study of human action and behaviour so it is essentially concerned with
the nature of reality in the social world and this has an impact on the chose of
research paradigm. In contrast to the natural world, the human "subjects" of the

social world possess the ability to think for themselves, understand their own
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behaviour and have an opinion about the social world of which they are a part

(Bryman, 1988; Gill & Johnson, 1991, 2002 ; Schutz, 1967 ; Vrasidas, 2001).

Consequently, the study of interpretation of physical artefacts in the built
environment cannot be approached from the exterior standpoint demanded by the
positivist approach (Gill & Johnson, 1991, 2002). Instead, the research needs to
adopt an approach that allows them to "get close" to human ‘subjects’ now referred
to as organizational actors, penetrate their internal logic and interpret their subjective
understanding of reality. Moreover, as the social world cannot be reduced to isolated

variables, such as space and mass, it must be observed in its totality.

The complicated nature of interpretation of symbolic objects and the question of
whether or not they are used by organizational actors assessing their identity,
combined with the individual unique personal characteristics of the human actors
involved in this research suggest that a qualitative approach which allows the
situation to be viewed in its entirety and permits researchers to get close to
participants, penetrate their realities and interpret their perceptions, is appropriate.
An interpretive paradigm (Hardy, 2001) promotes socially constructed reality
shaped by social, political, cultural, economic, and ethnic and gender values;
crystallized over time. Research in this paradigm aims to show how realities are
socially produced and maintained through norms, rites, rituals, and everyday
activities. This paradigm recommends that researchers observe human behaviour
and action as it occurs in "mundane" everyday life (Schutz, 1967). Interpretivists
assert that people do not simply respond to external stimuli but actively interpret the
world-meaning ‘causes’ of behaviour. If we act on the basis of our subjective
understanding of the implications of phenomena of which we are consciously aware
data has to be interpreted; it does not ‘speak for itself’. The epistemological
assumption here is that reality is created through social interaction. There are
multiple truths and not one universal truth and these derive from local communities
which have local meanings to members of that community. Meaning and knowledge
is socially constructed within a context, a time frame, and with specific people.
Accordingly, there is no way of objectively measuring social reality. Statistics, for
example, are not objective reality but simply the meanings given by social actors to

events that they have perceived and interpreted in particular ways. It does not matter
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what is objectively ‘real’, what is important for understanding human behaviour is
what they think is real. It is subjective (experienced) reality that shapes behaviour. In
a way positivists assert that ‘seeing is believing’ while humanists assert that
‘believing is seeing’. As a researcher I was immersed in the experiences of specific
members of an organizations’ culture, my objective was to obtain a larger
perspective than that of a single organizational member. The perspective I was
seeking was an understanding of an entire system of experiences and interpretations
distributed through all the organizational cultures members. The aim was to
represent the whole culture in its full complexity by describing which experiences
and interpretations have been collected that fit into the cultural pattern and therefore

I chose the interpretive paradigm.

Qualitative research methods are capable of delivering a level of analysis that is
conducive to explicating relationships (Belk et al., 1988; Cohen et al, 2000; Miles &
Huberman, 1994). However, as no method is value-free or free from limitations
(Cohen et al., 2000; Denzin & Lincoln, 1994; Holbrook, 1995), it is recognized that

these methods bring their own set of limitations to the research process.

Consideration then, of the topic and the exploratory nature of the research identified
an interpretive paradigm using qualitative research techniques which allowed me as
the researcher to view the research problem in its entirety, get close to participants,

penetrate their realities and interpret their perception as appropriate.
3.3 Research design

Having selected a qualitative interpretive research paradigm to guide the exploratory
study of the impact interpretation of physical symbolic artefacts have on the
development of identity in the built environment, a flexible research design which
would allow findings to "unfold, cascade and emerge" (Lincoln & Guba, 1986, p.
210) was developed. Characteristic of exploratory research conducted within a
qualitative paradigm, this methodology was designed to allow me to build rich
descriptions of the context within which interpretation of physical objects were
developed, created and maintained which "fitted and worked" participants'
perspectives (Glaser & Strauss, 1967). As such, the design used to guide the

collection and analysis of data had to be flexible enough to permit me to uncover
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and explore issues which emerged as interesting and potentially capable of
understanding the research problem. However, as it is "impossible to embark upon
research without some idea of what one is looking for” (Wolcott, 1994, p.157),
decisions regarding and the methods used to collect qualitative data were taken prior

to entry into the field.

Once an adequate site was identified and selected, data collection took place in four
phases in order to address the research questions. The primary methods for data
gathering included interviews, participant observation, photography and review of
documentation. The design of this thesis followed Eisenhardt’s (1989) guidelines for
building theory from case study research. This approach supports the need for all
éspects of the influence/alteration of workplace identity to emerge within the context
of change and using symbolic physical artefacts. Table 3:1 details the research

questions that were addressed with the relevant data collection techniques.

Table 3:1: Research Questions and Data Collection Techniques

Research Questions Data Collection Approach

Research Question 1:

What are the processes and the extent
by which organizational actors
interpret physical symbolic artefacts in
the built environment, and under
what circumstances and to what extent
are the varying dimensions of Rafaeli
& Vilnai Yavetz (2004) model most
evident?

Interviews

(Phase 1) to inform background of study and
organisational culture

(Phase 2) Interviews with an issue focus
(Phase 3) Interviews using auto driving
techniques

(Phase 4) Interviews using laddering
techniques

Participant ethnography recorded by
photography, field notes and reflexive
journals

Research Question 2:

How is interpretation of physical
symbolic artefacts used by actors

to influence/ affirm actors’ perceived
threat to identity, identity affirmation,
or identity change?

(Phase 3) Interviews using auto driving
techniques

(Phase 4) Interviews using laddering
techniques

Participant ethnography recorded by
photography, field notes and reflexive
journals

The approach taken in this study was influenced by symbolic interaction. Symbolic
interaction assumes that meaning is shared and is the result of interactions that

eventually become reality (Mead, 1934). Therefore, by focusing on symbolic
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physical artefacts and their associative interpretive processes it was my intention to
find out if identity was influenced or affirmed through the resulting emotion from
the interpretation of physical symbolic artefacts and how this is affected over the
duration of organizational change. Expanding on the methods of observation and
review of documentation suggested by symbolic interaction I placed equal
importance on gathering data through a range of interviews to gain an understanding
of the interpretive sense making process. A case study approach was chosen because
it is useful for gaining information from the viewpoint of the participants. I adopted
(Yin, 1994) case study methodology which draws on perspectives of organizational
members while allowing me to understand the organizational context. The purpose
of qualitative research is not to make generalizations but ‘to detail the many
specifics that give the context its unique flavour' (Lincoln & Guba, 1985; p.201.
Therefore by using an inductive and emerging process within a qualitative case
study offered the opportunity to study a bounded system in the context of
organizational change. Additionally, the methodology provided an understanding of

the process of identification using physical symbolic artefact during this change.

3.4 Site selection

The purpose of the study was to discover the process of interpretation of physical
symbolic artefacts and how this contributes to the influence, affirmation or alteration
of workplace identity and how this process influences or is affected by process of
organizational change. Identity is often latent and not easily defined (Ashforth &
Mael, 1996). Exceptions to this occur when identity is threatened (Elsbach, 2004a;
Gioia & Thomas, 1996) or with a change in collective status (Albert & Whetton,
1985). Changing environments make us more aware of identity and increase the
likelihood of organizational members focusing on identity attributes (Alvesson and
Wilmott, 2002; Dutton et al, 1994; Reger et al, 1994). A change program within
three case studies would afford the opportunity of examining the processes by which
organizational identities are influenced through the interpretation of the

organizational built environment in similar contexts.

In considering those sites to be involved I decided that purposive rather than random

sampling would be an effective way of selecting case-sites "rich" in data pertinent to
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understanding the research problem (Marshall and Rossman, 1995). While the logic
of probabilistic sampling lies in "selecting a truly random and representative sample
which will permit confident generalizations from the sample to a larger population”
(Patton, 1987, p. 51), the logic of purposive sampling is suited to research with
different aims. Its power lies in the selection of cases "rich" in information about the
research problem. In addition, when using purposive sampling, the number of
participating cases is not determined before starting the research (Maykut &
Morehouse, 1994; Saunders, Lewis & Thornhill; 2003). Instead, as the research
progresses and inductive analysis of data identifies common themes and patterns
with the potential for understanding the research problem, the number of
participating cases determined by the extent to which the collection of data from an
additional case will contribute to understanding the situation and the potential
response to the research question. As such, purposive sampling was suited to
developing a comprehensive understanding of the impact which physical objects
have on the formation of identity within the organizational built environment. Glaser
and Strauss (1967) recommend that when the themes and issues in which the
researcher is interested become "saturated", meaning that no new data are being
found from the participation of additional case-sites, no further sites should be
approached and the process of data collection should come to an end. Particular to
this thesis, saturation of the common themes and patterns occurred when three

colleges had become involved in the data collection.

The lengthy and detailed study of data-rich cases involved in purposive sampling
has implications for the number of participating cases. Specifically, purposive
sampling demands that if I was to develop a comprehensive understanding of the
research problem, the number of cases involved must be significantly less than when
using probabilistic sampling (Easterby-Smith et al.,, 1991; Saunders, Lewis &
Thomhill, 2003). The use of a sample of this size was justified by the logic of
purposive sampling. As a sampling strategy that permits the researcher to spend
lengthy periods of time with individual cases, purposive sampling encourages the
collection of data rich in detail about a substantive research problem. Consequently,
the criteria used to assess the findings generated differ from those applied when
using probabilistic sampling (Burns, R. B., 2000; Lincoln & Guba, 1986; Saunders,
Lewis & Thornhill, 2003; Yin, 1994 ).
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While the value of the latter is judged by the degree to which they can be
generalized to the wider population, the value of the understanding which emerges
from the detailed study of a purposive sample is properly determined by the degree
to which it "fits and works" with the perspectives of participants (Glaser & Strauss,
1967). Particular to this thesis, purposive sampling allowed me to collect rich and
detailed data about the interpretation of physical symbolic objects and the actors use
of this meaning in creating/ altering various levels of identity in the three colleges
undergoing a rebuild/refurbishment program. Purposive sampling also ensured a
credible interpretation of data, was employed so that negative or contradictory
examples were sought to challenge and modify the emerging themes (Burns, R. B.,

2000; Lincoln & Guba, 1986; Saunders, Lewis & Thornhill, 2003).

To ensure that participating case study sites would be rich in data about the research
problem, criterion sampling tactics were used (Patton, 1987). I decided that the
following set of pre-determined criteria would help me, when in the field, make
objective decisions about the organisations 1 approached, so ensuring that a

purposive sample of case-sites participated:

e Case study sites were fully accessible to me.

e Case study sites were involved in a refurbishment or re building program.

e Case study sites were under the same governance system, in the same geographic
area and within the same service sector.

e Case study sites were undergoing a management of change program.

As well as satisfying the definition of having a design and management team
involved, case-sites had to be located close by to enable me to visit them on a daily
basis, for extended periods of time. I chose the college system where 1 was
employed as a lecturer and was able to move freely amongst the campuses. Also, I
needed to have access to the case sites before, during and after the refurbishment or
rebuild program. I would then have access to participants' understanding of the ways
in which, over time, physical objects had impacted on the development of various

levels of identity throughout the change program.
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3.5 Location and context of case study

The location of the three college sites is the Middle East but due to the confidential
nature of the participants interviews further detail is not given in the thesis.

The case study chosen was three further education colleges known in the thesis as

ALPHA, BETA and GAMMA which were part of a system of eleven colleges.

ALPHA

ALPHA was set up in 1998 under the initial directorship of Sassan. The college
started with approximately 20 staff and 200 students. ALPHA has grown at a far
faster rate than BETA and at the point data collection took place had 176 staff and
2000 students.

ALPHA and BETA are located in a University City. University City was
constructed in 1998 and is made up of a number of separate university buildings
within one main campus. The staff are mainly 'expat' on three year duration,
renewable contracts coming mainly from UK, Canada and Australia. Since its set up
the women’s campus has expanded with additional buildings being constructed. The
men’s campus, BETA, has also expanded but at a slower pace. This is due to the
both the strategy of the respective directors but also because the women’s colleges
tend to have more students than the men’s as the women have fewer alternatives in
education than the men in this country. Any resulting additions and alterations have

been the responsibility of the director.

BETA

BETA was set up in 1998 under the founding director, Sassan. The college started
with approximately 20 staff and 200 students. After a period of 18 months Derek
took over as director but then in August 2003 Sassan was given the responsibility of
both BETA and ALPHA and embarked upon his management of change program to
bring the two campuses under one management umbrella. At this point BETA had
85 staff and 800 students.

GAMMA

GAMMA was set up in 1990 under the founding director, Norm, who has only
recently retired. The college has now grown from its initial set up size of 20 staff
and 200 students to 200 staff and 2000 students. The college is now relocating to a
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new purpose built campus within 10 miles of ALPHA and BETA. The existing
GAMMA College is located in the centre of the older part of the main city of the
region. It is constructed primarily of older prefabricated buildings which have been
built up gradually on an ad hoc basis since the set up of the college in 1990. There is
a new campus being built on the outskirts of the city and in buildings four times the
area of the original GAMMA. The building, although purpose built for GAMMA, is
being built for the municipality and on completion will be handed over to the
college. The campus is isolated and to reach it you have to drive (no public transport

as yet) along a long dusty new road.

3.6 Participants and Sampling

Patton (1987, p. 51) asserts that the key factor in selecting and making decisions
about the appropriate unit of analysis is to decide "what unit it is that you want to be
able to say something about”. As the topic under consideration is the social and
cultural processes at work in assessing the impact interpretation of physical objects
has upon the formation of identity in the built environment, it was important for data
collection to occur across multiple segments of occupants. Managers involved in the
decision making process, including the director were included in the sample because
they are instrumental in the implementation of the organizational change as well as
the maintenance of the organizations identity ( Hatch & Schultz, 1997). A multi
national staff from different departments and split between academic and
administrative staff within a college were selected as the unit of analysis. But
sampling was also emergent in nature, with participants chosen on the basis of
insights gleaned from previous participants (Cohen et al.; 2000; Belk et al., 1988;
Glaser & Strauss 1967). Purposive, judgment, selective, or theoretical sampling
methods are considered legitimate, even ideal (Cohan et al. 2000; Johnson, 1990;
Hammersley, 1989; Wallendorf & Belk, 1989). Table 3.2 shows the breakdown of
participants interviewed in on the research sites according to several criteria,
including gender, age, interview location, and department. All participants belonged
to more than one grouping; hence the totals are not a simple summation of the
columns. In terms of gender composition of this sample group, there were 33 males
and 27 females. All participants were aware of the research and signed a consent
form an example of which is in the appendix. The data was fed back to the
participants but not data relating to other participants e.g. confidential transcripts.
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Sassan was not a chosen participant but I used information he gave me in a
professional context to determine the relevance of the participants interpretations i.e.
whether or not they were accurate in terms of the managerial intentions. However
the focuses of participants’ interpretations were around the management of change
and managerial processes, which was not what I expected to find. I did not ask the
directors permission to approach staff on this campus and staff allowed me to
interview them because I was known and trusted and to help with the thesis
.Member checking was done through the three primary key informants, one on each
case study site. I was concerned that after giving their consent participants may have
suffered after publication if their identity was uncovered. I have tried to disguise the
identity of participants and the case study site has been disguised. Most of the main
participants have now left the employment of ABC.

Due to time and availability constraints, not all groups of interest could be fully
accessed. Examples of segments that were under-represented were the IT
department, who were less interested in this type of research and so less willing to
support the research and support staff to whom I was less known. However, as these
groups are relatively small sections of the college community, I decided that their
under-representation was not overly detrimental to the resulting interpretation.

In each college a key participant was located and recruited. Key participants are
trustworthy and observant individuals who have a good understanding of the
(sub)culture of interest, and are willing to share this understanding with the
researcher (Johnson, 1990). They are able to “translate” any jargon used, and can
often offer explanations for the behaviours of others (Fontana & Frey, 1984). We
need to pay particular attention to those who work in the social settings of interest to
facilitate the emerging interpretation. Three key participants, one from each college
were used. They characteristically had a good understanding of the events and
buildings in the college, including the history of events leading up to and including
alterations and construction of buildings and through their contributions they
provided a degree of continuity to the study, as they had usually formed relationships
with staff and had observed their behaviours over extended periods of time.

442 88



Table 3:2 Sample Characteristics

No= numper PKI = Primary key informant

KI= Ke‘y’mformant P1=Phase | interviews

pP= Pamcnpant' . P2 = Phase 2 interviews

P2G= Group _mter\(sews P3 =Phase 3 interviews

P4= Phase 4 interviews PO = Participant observation

No. of interviews undertaken

Category PKI KI P PI P2 P2G P3 P4 PO
Males 0 0 33 0 28 2 19 4 16
Females 1 3 27 4 20 5 23 8 18
Directors 0 0 2 0 2 0 0 0 1
Heads of | 0 0 4 0 4 0 1 0 3
Instruction
Supervisors 0 0 15 0 10 1 7 4 i1
IT 0 0 4 0 4 0 3 0 1
department
English 1 1 4 2 4 0 4 3 3
department
Design 0 0 3 0 3 1 3 0 1
department
Education 0 0 2 0 2 0 2 1 2
department
Business 0 0 11 0 11 5 14 3 8
department
Engineering 0 0 0 0 0 0 0 0 0
department
IT 0 0 4 0 4 0 4 0 0
department
Support staff | 0 0 11 2 4 0 4 | 4
GAMMA 0 | 26 1 26 0 20 0 0
BETA *0 0 12 0 7 3 8 0 12
ALPHA 1 1 15 2 11 4 14 0 15
ALPHA/BET | 0 1 7 1 4 0 4 0 7
A
Total 1 3 60 4 48 7 42 12 34

*Note PKI had recently moved to ALPHA but had worked in BETA for the preceding 6 years.
Heads education background: 2no English language, 1no engineering, Ino IT

Supervisors background: Ino Design, Ino Law, 2no IT, Ino Islam, 3 no Business, 1no Literature
Ino Math, 3no English, 2no Engineering.

The nature of the research questions meant that the participants had to have
confidence in me as a researcher. The questions themselves are not personal but
require reflection and a degree of exposure of the participants’ feelings, possible
insecurities and emotions. To some of the participants I was known and trusted but
for those with whom I wasn't known I used the key participants to explain the

research and gain their confidence. As interviews and observations were conducted
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on the three sites, it was not possible to engage in persistent long-term observation at
individual sites during the six month data collection period, although long term
participant observation had occurred during the previous two and a half years whilst
being employed in the colleges. The key participants were able to overcome this
deficiency by adding an historical dimension by describing the events in the colleges

over weeks, months, and in some cases, years.

3.7 Incident selection

Identifying data for inclusion in the category of ‘incidents’

The collected data consists of conceptual entities for which there are little guidelines
in the literature on available techniques and analysis methods. These data also
involved multiple levels and boundaries which were ambiguous. In addition, their
‘temporal embeddedness’ often varied in terms of precision, duration and events. To
add to the potential confusion this process data was eclectic incorporating changing
relationships, thoughts, feelings and interpretations. To return to the quote in the
previous section from Patton (1987, p. 51) ("what unit it is that you want to be able
to say something about") 1 decided to use a unit of analysis where grouping of data
were collected together around the general themes participants where discussing and

the notion of an ‘incident’ was created.

Incident selection

One of the main difficulties with this data was to isolate a unit of analysis in an
unambiguous way. For example, what should or should not be included in the
definition of an ‘incident’. In this case the definition of what was an incident
emerged from interviews with participants in phase 1 and 2 and the field notes from
the ethnographic participant observations. Participants themselves highlighted the
‘incidents’ they were seeking meaning from. At each site participants’ highlighted
separate incidents which ultimately fell into 8 categories concerning the change or
construction of physical aspects of the organizational built environment. These were
similar across the three case studies, and therefore produced a total of 24 incidents.
The eight types of incidents were very similar in nature and occurring within the
same time period over the three sites. Table 3:8 below, documents and codes each

incident. A description of each incident is included in Appendix §.
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Table 3:3: A list of incidents which have occurred over the three sites

CONTEXT ALPHA BETA GAMMA
ALPHA1 BETAIl GAMMAL

Faculty workstations | Change in workstation | Change in workstation | Change in workstation
allocations allocations allocations
ALPHA2 BETA2 GAMMA2

Faculty areas Re-location of faculty | Re-location of faculty | Re-location of faculty

arcas

arcas

arcas

ALPHA3 BETA3 GAMMA3
Supervisors offices Re-location within Re-location within Re-location to new

campus campus campus

ALPHA4 BETA4 GAMMA4
Management suite Change in use of Alterations to existing | Existing and Re-

existing location to new

campus

ALPHAS BETAS GAMMAS

Security gates Use of security gates Construction of Use of security gates
security gates

ALPHAG6 BETA6 GAMMAG6
Parking Quality and quantity Quality and quantity Quality and quantity

of staff parking of staff parking of staff parking

ALPHA7 BETA7 GAMMA7
Intranet Use of intranet portal | Use of intranet portal | Use of intranet portal

ALPHAS BETAS GAMMAS

Campus buildings

Use of new buildings

Use of new buildings

Use of new buildings

3.8 Data sources and collection

The story of how the organizational actors of ABC colleges interpret physical
artefacts as part of the process to alter/influence their workplace identity was built
from the following sources (1) Participant ethnography recorded by photography
and field notes and reflexive journals. (2) Interviews over four phases, Phase 1:
interviews focusing on the organisational culture and background to the
organisation. Phase 2: interviews using an issue focus; Phase 3: interviews using
auto driving techniques, Phase 4: Interviews using laddering techniques to illicit the
values and meaning which participants had previously had difficulty in expressing.

All participants were full time employees of ABC.

Data collection was programmed to cover three colleges, and several age, socio-
economic, and cultural subgroups. Efforts were made to ensure that the range of
ages and nationalities of participants was very broad across the sample, and that all
departments were represented. Within departments, the participants selected were
intentionally manipulated to increase the exposure to participants from varying
social classes and educational backgrounds and employment grades within the

system. In order to access the range of participants and behaviours of interest and to

442 91



achieve saturation, a total of 105 interviews were conducted. While the sample
design provided a broad range of responses, participants were by no means randomly
selected or statistically representative of the entire college population. A total of 60
participants took partA with 11 participants going through from stage 1 to stage 4 of
the interviews. The initial objective in phase one of the interviews was to find out
about the organisational culture and whether or not participants were aware of
interpreting physical artefacts in the built environment, and whether or not the
information gained was used to make sense of their organization and any issues
arising within the organization. Phase 2 consisted of interviews with an issue focus
aiming to find out what issues within the colleges, at that time, were important to
organizational actors and what their feelings towards them were. Phase 3 consisted of
interviews using auto driving techniques with photographs and documents focused
more on specific physical areas, previously discussed by participants to find out
about participants themselves and their perception of their own and others identity in
relation to the physical areas. Phase 4, again using a selection of photos chosen by
the participants focused even further on physical attributes by using laddering
techniques to take the participants from attributes of the physical artefacts to values.
After participants had time to reflect, I photographed any areas that they had
mentioned and asked them to discuss what was happening in the photographs and
what it meant to them.

My initial research objective was to explore the process by which physical symbolic
artefacts in work environments are interpreted by organizational actors and to
examine the possible relationship among the different categories and levels of
organizational actors and frequency of use of the interpretation of physical objects

that might be related to the actor’s identity forming affirming processes.

Pilot Study

Because many of the sample selection and data collection procedures were relatively
new and untested in connection with the research questions, a pilot study was
conducted prior to full-scale implementation of the research plan, to insure that the
procedures worked. The pilot study yielded some practical feedback from key
participants about the research design and in depth interviewing in addition to

information about the process of designing the built environment and collegial
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behaviours. The pilot study was conducted using a sample of 5 participants, using
the same sample selection and data collection procedures used in the main study.
Once the data was analysed and written up a copy was given to the participants to
verify. The participants assured me that the information and perspective given was
accurate. However the participants could not seem to express the procedure by
which they interpreted the artefacts and they did not know how this information was
used to form or affirm identity. We discussed this issue and after the meeting I
decided to go back to the literature on methodology and theory to see if there was
any way I could introduce a method of eliciting the responses I was hoping for, into
the research, without either influencing the research or to transgress the parameters
of an interpretive paradigm. It was after this further stage of secondary research that
I decided to incorporate Geertz’s (1973) version of a hermeneutic approach,
obtaining data from various perspectives of a contextual situation and rather than
imposing my own interpretation of the events gradually build up a jigsaw visual of
the ‘story’.

In addition, as one mechanism for partially achieving this, I decided to incorporate
laddering and auto driving to illicit the process. Although laddering has been used in
eliciting creative design for advertising it is not normally used as an interpretive
method. Recently, however it has been used within a constructivist approach. It was

this aspect of laddering which was proposed for inclusion in the main study.

Data Collection: Obtaining Access

Permission to undertake the research on the case sites was obtained for GAMMA by
emailing a request to the acting director of GAMMA with a copy of the research
proposal. This was accepted within a day and no restrictions were placed upon me.
With BETA and ALPHA permission was not sought from the director as it was his
policy not to authorize research on the campus.

All participants on all three sites were approached initially by an email request to
participate. If no response was obtained I did not repeat the request. I subsequently
arranged to speak to those who responded in person to explain the research and
when we arranged for the first interview I gave them a consent form and a brief

questionnaire to fill in on personal details (Appendix 2).
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Data Collection Methods

Data collection was conducted over a period of thirty six months between August
2001 and June 2004. The initial data were collected as participant observation
while concentrated data collection took place between January 2004 and June
2004. The duration and activities associated with each of these phases is set out

below in table 3:4 and the research process is illustrated in figure 3:1.

Table 3:4 Data Collection Timetable

Timing Type of research Techniques Unit of Analysis

Aug 2001- Descriptive Observation Culture, observation of

June 2004 photography, field notes | interaction of groups and their

and reflective journals relationship with the buildings

Jan —June | Descriptive Observation Relationship between

2004 individuals and artefacts
Incident

Jan —June Descriptive and Interviews Relationship between

2004 exploratory individuals and artefacts
Incident

Main Study

Manning (1987) suggests adopting “binocular” vision when exploring behaviour
with which one has familiarity. In other words the researcher needs to maintain a
perspective that is empathetic yet removed from the group under study. In this
study, conscious efforts were made to perceive the data through “new eyes and new
ears” (as recommended by Wallendorf and Belk, 1989, p.71), meaning that an effort
was made to become aware of those things that are usually taken for granted. In this
instance it was difficult to use “new eyes” for the specifics of interpretation, as I was
particularly interested in the topic and worked at the college sites. I was already
employed by this organization so it would be difficult to keep my role as researcher

apart and try and look at the situation without bringing into it a lot of ‘baggage’.
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My decision to use myself as the "instrument" for collecting data was influenced by
the qualitative research approach adopted and the exploratory nature of the research.
The subjective epistemology of the qualitative research paradigm views social
reality as constructed by humans and maintains that if it is to be understood, the
researcher cannot remain distant from and uninvolved in the social phenomenon in
which they are interested. Instead, they must adopt a role, such as "researcher as
instrument for data collection", which allows them to get close enough to social
subjects to be able to discover, interpret and understand participants' perspectives of
social reality. For this reason and because participants only agreed to be part of the
research if it was kept confidential, I decided that by collecting the data myself, I
would be able to meet the aims and objectives of the research and develop an
inductive understanding of physical objects and their use as a tool or language in

identity forming.

As discussed, the qualitative data collection methods used were participant
observation, laddering and in interviews, photography, use of a reflexive journal and
the analysis of documentary records. In combination they were: (1) capable of
generating the desired information; (2) suitable to a lone researcher; (3) appropriate
to the preferred disclosure methods of participants; and (4) feasible given limited
resources. The emergent nature of sampling, inductive and ethnographic research
means that data collection and analysis occur concurrently, and could not be

arbitrarily separated (Cohen et. al, 2000; Glaser & Strauss, 1967; Belk et al., 1988).

Interviews and observation notes were transcribed and coded for content analysis
and reflexive journals containing tentative interpretations of behaviours were also
maintained. These enabled ongoing individual analysis and reflection on emerging
interpretations and the planning of further data collection. Each method is listed in
table: 3:5, with a brief discussion of its relative attributes and how it was

implemented.
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Table 3:5 Data Collection

Techniques

Participant details

Participant observation ethnography
recorded by photography and field
notes

3 year duration

Aug 2001- June 2004 — all college employees BETA
observing phenomena, returning to literature

Aug 2003- Jan 2004- management team meetings
BETA/ALPHA after amalgamation, observations of
staff with management and director, observation of staff
on BETA/ALPHA case sites

Jan 2004 — June 2004- observation on 3 case sites
observation focusing on participants and their areas of
discussion

Selection of Primary key informant-
phase 1 trial interviews

Discussion of primary key informant’s role. Trial
interviews and feedback discussions

Return to literature

Phase 1 Pilot interviews with 4
participants on a semi- structured
basis

participants (n=4) ALPHA (n=1) BETA (n=1)
ALPHA/BETA (n=1) GAMMA (n=1)

Return to literature

Selection of 3 key participants and
discussions

1 key informant from each case site

Primary key informant- trial
interviews- phase 2

Interview using issue focus- (P2 n=48) (P2G n=5)then
informant feedback

Phase 2 Initial issue focused
Interviews

Interviews with all participants (60)

Primary key informant

Discussion of technique with key informant

Return to literature

Phase 3 Interview using auto driving
techniques with photographs and
documents

Interviews using Auto driving techniques (n=42)

Return to literature

Primary key informant- trial
interviews

Trial interview with key informant using laddering
techniques

Phase 4 Interviews using laddering
techniques with photographs and
documents

Interviews using laddering techniques (n=12)

Return to literature

Documents used

Researcher collated documents mentioned by
participants during interviews. These were then used in
the next stage of interviewing- student college magazine
- college academic journal - college system wide
magazine (target audience industry) - college wide e-
magazine (target audience faculty and support staff)
college catalogue- business cards — intranet portal

Reflexive journals Researcher- journal entries made after each interview
Field notes Researcher- made during and directly after participant
observations
Photography Researcher - photographs for auto driving of areas and

artefacts that had arisen from individuals initial
interviews

442 97




Ethnography

Van Maanen (2006) maintains that there is still not a formal ethnography technique
after having tried for nearly 20 years to establish a standard methodology but at the
same times wonders whether the establishment of one would ‘effectively neuter’ it’s
spirit . Ethnographic methodology still involves a long term study of organizational
practices as they occur in their contextual setting, is conducted in the presence of
those being studied, revolves around the interpretation of what people actually do,
rather than what they say they do, and is conducted within a framework of daily
activities and cosmological beliefs (Miles & Huberman, 1994). In this thesis it is
being used to provide access to the participant’s interpretations of artefacts in the
built environment and provide data that explicates local phenomena, while
providing insights into broader theoretical frameworks.

This method was chosen because it gave me three primary advantages. Firstly, it
situated me, as researcher in the context of the site, giving me sensitivity to the
unique cultural understandings of that site. In doing this it permits an ethical stance
for the researcher as it acknowledges ideological structures and value systems of
both the researcher and the subjects that are in operation at the micro level
organizational context. This challenges the myth of objectivity. Secondly,
ethnographic methodology accommodates sensitivity to gender and marginalized
groups. Thirdly, a strong advantage of the approach is that it allows discernment
derived from the freedom in use and examination of language, text and symbol.
Ethnographic research required me to undertake sufficient observations to develop
an understanding of the phenomena being examined and to assess the quality of the
data collected. Therefore, data collection took place over a thirty six month period,
involving immersion on the three sites, which ensured a depth of understanding and
a diversity of interpretation. This was further enhanced by triangulation across the
three sites and regular on-site meetings with the principal participants to discuss
methodological details relevant to emerging themes (Wallendorf & Belk, 1988). I
used note taking and a reflexive journal to note down observations during meetings,
events and conversations which were then analysed according to the principles of
content analysis. The stories or explanations people provided about their experiences
and interpretation of the built environment were analysed for indications of the role
their environment plays in their lives. As Geertz (1973) states * the analysis of

culture comes down therefore not to an heroic ‘holistic’ assault upon the basic
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configuration of culture, an overarching order of orders from which more limited
configurations can be seen as mere deductions, but to a searching out of significant
symbols, and clusters of clusters of significant symbols- the material vehicles of
perception, emotion, and understanding- and the statement of the underlying
regularities of human experience implicit in their formation. A workable theory of
culture is to be achieved, if it is to be achieved, by building up from directly
observable modes of thought, first to determine families of them and then to more
variable , less tightly coherent, but nonetheless ordered ‘octopoid’ systems of them,
confluences of partial integrations, partial  incongruencies , and partial
interdependencies.’ 1 have followed Geertz’s hermeneutic approach to achieve a
multiple authored story telling ethnography. The multi-authored storytelling (Boje
1991 in Sims, 2002 ) involved in this thesis ‘makes it different from the situation of
the solitary writer, because there is a conversation in which participants can engage
in a well-practised joint sensemaking’. Of particular interest were the common
elements in participants’ descriptions of how their environment factor into their

perceptions of being a valued or non valued member of the college community.
Participant Observation

The ways in which members of a group work, circulate and spend their time in their
(organizational built) environment can be very illuminating in terms of the group’s
values, and these activities can be productively explored with the use of
observational data (Cohen et al. 2000; Kluckhohn, 1967). Through observation I
could, as researcher, study a phenomenon that has not been altered by the presence of
a known researcher, and as such, observation has the potential to offer a different
interpretation to data collected via other means (Adler & Adler, 1994). There are
often considerable differences between what people say they do and what they
actually do (Arnould & Wallendorf, 1994; Piirto, 1991), and it is therefore suggested
that researchers should not rely solely on interview data when seeking to explain a
phenomenon (Barnes, 1996; Miles & Huberman,1994; Wallendorf & Belk, 1989).
Through the observation of behaviour it is possible to gain insights into the operating
motivational influences (Rust, 1993; Dichter, 1964). While interviewing provides an
emic perspective (i.e., it provides an interpretation of the unique outlook of the

informant), observation through its access to actual behaviours can permit an etic
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interpretation (Arnould & Wallendorf, 1994). Observation also supplies an
opportunity to better understand evolving behavioural patterns (Adler & Adler;
1994). The need to infer the nature of a culture rather than relying on its direct
observation is important. Observation was found to be a very valuable tool in the
process of exploring participants’ behaviours and motivations, and complemented
data obtained through individual and group interviews.

There are degrees of participation in observation (Le Compte & Preissle, 1993) but
for this thesis, and as an employee of the main college system, the role used was
participant observer, to be part of the social life and of participants while observing
and recording what happened. A participant observer minimizes reactivity although
still risks ‘going native’, a situation where the researcher adopts the values norms
and behaviour of the group. As researcher, I remained with the participants for a
substantial period of time (three years) recording what was happening whilst taking
a role in that situation. I stayed in the situation and saw how events evolved over
time, catching the dynamics of the situation. By being immersed in the context over
a period of time not only will the salient features of the situation emerge and present
themselves but a more holistic view will be gathered of the interrelationships of
varying factors. This immersion facilitates the generation of a ‘thick description’
which lent itself to an accurate explanation and interpretation of events rather than
relying on my own inferences. This emphasised the issue of mean-making as has
been superbly demonstrated in the work of Clifford Geertz. This question of mean-
making is wrapped up in issues of power and the effects of this power. In Geertz’s
work the symbolic construction of meaning by real actors is always visible. In
Geertz’s (1969) ‘Religion and as a cultural system’ he presents a portrait of actors
as vulnerable entities who need ‘meaning’ in the sense of order, reason and purpose.
They need this to survive, to deal with chaos, to deal with evil, to deal with that that
they cannot control. This issue goes beyond a situation waiting to be interpreted by a
researcher to the point Geertz makes that actors are spinning ‘webs of meaning’ all
the time. It becomes clear that the mean-making process is something actors always
do to make sense of their lives. In the case studies in this thesis I had a situation of
fragile webs of stories told by vulnerable actors in situation that for them was at

times nightmarish but needs to be understood as part of the social process.
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Table 3:6 Changes in relation to phases of the study Semester 1

'Upf college 7/2003 8/2003 9/2003 10/2003 11/2003 12/2003
facilities ALPHA Work on upgrading Announcement of
parking begins new building
ted
staff ALPHA =
facilities BETA Alterations to New board room Upgrading of m/p Completion of new | Work on upgrading
reception constructed. hall and canteen teaching block car parking begins
Additional facilities
supervisors offices | Changes to student
constructed services layout
staff BETA New director Intranet
introduction
Dismissal of
supervisors
Announcement of
DEW SUpervisors
Change in faculty
responsibilities
facilities BETA/ Gates between Change to Construction of Construction of
ALPHA campuses opened workstation layouts | supervisors offices auditorium starts
to allow staff Sports pavilion and reduction of
movement between | becomes a joint staff facilities
campuses facility
construction of
auditorium begins
staff BETA/ New organizational Renewal/non
ALPHA structure renewal notices
announced -1* delivered on
phase contracts
Facilities GAMMA Work underway New work station
building new layouts for new
campus campus distributed
staff GAMMA Requests by staff Staff visit new Staff pack up Director retires
for workstation campus materials and
positions submitted belongings
research Observe Observe & photos | Observe & photos | Observe & photos | Observe & photos | Observe & photos | Observe & photos
& photos
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Table 3:7 Changes in relation to phase of the study Semester 2

Type College 1/2004 2/2004 3/2004 4/2004 5/2004 6/2004
facilities ALPHA
staff ALPHA
facilities BETA Change student
services to new
teaching block.
staff BETA
tacilities BETA/ Mobile teaching
ALPHA block completed
staff BETA/ New Signing of new New
ALPHA organization contracts or organization
structure resignations structure
announced -2nd announced -3rd
phase phase
facilities GAMMA Move to new
campus delay
until July 2004
staff GAMMA Appointment of Appointment of
acting director new director to
commence Sept
2004
research Observe Observe & | Observe & | Observe & | Observe & | Observe & | Observe &
photos photos hotos photos photos photos photos
PHI PH2 PH2/PH3 PH3 PH3 PH4
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The overall aim of the research design was to try and obtain the depth of meaning
that Geertz has achieved, but I also need to explain how and why certain research
tools were used and to what effect. This choice included recording speech; non-
verbal communication; recording of timings and events; and my own comments
which were then placed into detailed contextual data. Observation was recorded in
field notes; and at the level of description they included (Spradley, 1980) jottings of
key words/symbols, transcripts and more detailed observations written out fully,
descriptions of the physical settings or events and descriptions of the researcher’s
activities and behaviour. Lincoln and Guba (1985) suggest a variety of types from
which I used: context maps- photos, sketches and diagrams of the context within
which the observation takes place using categorical system, sociometric diagrams
indicating social relationships and notes made on specific predetermined themes
such as the layout, furniture and graphics of the buildings. Often who we are within
a group or an organization is evident from artefacts and behaviours within the
organization (Hatch, 1997). Table 3.5 and 3.6 illustrates the physical and human
resource changes which took place while I was undergoing participant observation.

Observations were framed using the literature on culture, identity, change, and
symbols. I had the opportunity to be a participant observer, as a member of the
management team, for all management meetings during the August 2003 - January
2004 semester. The meetings normal lasted about three hours. I also met with the
director for one to one meetings for about two hours per week to discuss the
changes to the physical environment, his strategy and how this would affect external
communication. This was part of my official role with the colleges at that point.
This totalled about seventy two hours of formal management meetings, forty two
hours of meetings with the director and would be included within the three years of
general participant observation with forty hours per week spent on campus
(excluding seventy two days of holiday). Following each observation ‘event’ I used
a summary contact sheet to organisation the data (sample in Appendix 4) as
recommended by Miles & Huberman (1994). Observation notes were subsequently

coded using content analysis in accordance with Axelrod (1976) recommendations.

442 103



Photographic ethnography

Recognising that the chosen approach must be consistent with the way in which
photography has been conceptualized at the outset I have used photography in two
ways. Because of the location of the case site photography has been used as a

record, part of my self-reflexive visual diary and for use in auto-driving techniques.
Analysis of photography

Analyzing photographic data in qualitative research, as with textual data, is a series
of inductive and formative acts carried out throughout the research process. As with
other qualitative research strategies, visual researchers begin the task of analysis in
the course of field research so that new inferences can be exploited before the
fieldwork ends. Using Caldarola’s (1985) in Prosser (2003) plan for integrating
photography into ethnographic research I included regular viewing sessions with
participants. In this way visual data could be validated as research proceeds and used
to generate new inferences that inform future data gathering. All data have strengths
and limitations but poor data, that is data that are invalid, implausible, or
untrustworthy, are not worth analyzing. The initial problem for the interpreter of
photographs is how to ensure their plausibility and believability. Because ‘cameras
do not take photographs’ (Byers, 1966), ‘people do’, the fallibility and selectivity of
the photographer must be scrutinized. Full contextual detail (if this is ever possible)
enables the trustworthiness and limitations of photographs to be assessed and this
means having an understanding of both the external and internal photo context. The
context is multi-faceted, reflecting the qualitative research paradigm and theoretical
framework I was working within; taking into account the extent of disparity between
the my own culture ethnicity, religion, gender, class, and values as photographer
and the contrast between myself and the scene photographed. I was investigating the
differences and relationship between images and words, or as Mitchell (1994: 5)
explains "the interactions of visual and verbal representation in a variety of media,
principally literature and the visual arts"; and questioning the relationship between
representations on two-dimensional surfaces and their connection with issues of
power, values and social influences. I decided that any analysis of photographs

without information elaborating the macro and micro contexts was generally
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unacceptable since image production and image reception informs our

understanding of those photographs.

Interpretation of any photographic data requires a theoretical framework. A
framework aids management of large amounts of (visual) data by providing logic for
sorting, organizing, indexing and categorization. The interpretative process begins
well before viewing a photograph, and takes place, for example, when decisions are

made as to what and how the photographs are to be taken.

Making sense of photographs is also dependent on what sort of social explanation or
intellectual puzzle is to be resolved. The photographs were taken to provide data for
a comparative study of changes in the built environment over three colleges. They
are two ‘slices’ of constituent data (constituent in that they require separate
interpretation informed by the context in which the images were made, and the
particular questions being asked of them) which were contrasted with each other and
other data sets. A starting point for analysis would be to consider the photographs in
terms of what Collier and Collier (1986: 47) call a ‘cultural inventory’: "The spatial
configuration of otherwise ordinary objects, common to the college society, may
often reflect or express the cultural patterns and values of distinct cultural groups.”
Each office contains proxemic information (measurements of space), numerical
information, information on the level of technology available, and information on
décor aesthetics. The layout of objects in space is not arbitrary but tells us a great
deal about the occupants, about who they are, what they do, and how they behave in

their rooms or areas.

Documentary Analysis

Documentary analysis was another qualitative technique used to provide background
and detail to the research topic. Historical materials provide an additional source of
data, and can supply a perspective that is beyond the scope of participants to provide
( Saunders, Lewis & Thornhill, 2003;Venkatesh, 1995; Wallendorf & Belk, 1989).
Brochures and publications from the three college sites were studied to trace the
organizational identity and corporate image over the last five years. These themes
have been used as a comparison point for the changes that have occurred in the

college’s literature since the described change and the role of the built environment
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in these changes. Also incorporated into the interpretation are relevant reports of

ABC facts and figures and staff nationality breakdown, and organizational structure.

Interviews

The interview is a valued qualitative research method (Saunders, Lewis & Thornhill,
2003), and one that is extensively used across subject areas; (Fontana & Frey, 1994,
Marshall & Rossman, 1995; Saunders, Lewis & Thornhill , 2003). Interviews have
been found to be particularly useful for examining cultural meaning and changes in
meanings over time ( Saunders, Lewis & Thornhill, 2003), as interviews provide
participants with the opportunity to articulate the values and beliefs motivating their
behaviours (Arnould & Wallendorf ,1994). Interviews are valued for their ability to
access subconscious and unconscious motivations (Dichter, 1964). This
characteristic of interviews was very important to this data collection stage of the
thesis, as interviews provided the context to explore the connections organisational
actors have (both consciously and unconsciously) with their organizational built
environment. The selection of methods that I used to collect data was also
influenced by the qualitative approach and exploratory nature of the research
question. I was committed to collecting data from the context in which social
phenomena naturally occur and to generate an understanding which was grounded in
the perspectives of the research participants (Bryman, 1988; Cohen et al., 2000;
Lofland, 1971; Marshall & Rossman, 1995; Miles & Huberman, 1994). This meant
that my methods had to allow me to enter into the social world of the participants
and to have an empathetic understanding of participants' experiences which were the
focus of my study. The collection of social data, then, is best conducted in the
environment in which social phenomena naturally occur and the methods I used

needed to be open and attentive to the internal logic of the participants.

Consequently, data were collected on the participants' work premises and, within
working hours, at neutral places of convenience suggested by participants. It was
also important that I did not impose my external logic on the behaviours that I was
investigating. For these reasons, the questionnaire that has been the dominant
instrument for collecting data in the built environment was rejected. Instead,
methods that allowed data to be collected from participants in their working
environments, captured data rich in detail about the research problem and gave the

442 106



researcher the flexibility to explore issues raised by participants were selected. Data
were collected during in depth, unfocused and semi-structured interviews with
management, faculty and administrative staff and also during conversations,

participant observation and a photographic ethnography.

The interviews took place in four stages gradually deepening and focusing on issues
of interpretation and the consequent values emanating from the physical artefacts.
Samples from the research questions are noted on Table 3:7. The interviews lasted
between 30- 45 minutes for each participant at each stage. The interviews were
recorded, whenever the participant agreed to this and subsequently transcribed
verbatim. Where the participants were not comfortable with the recording of the
interview, I took notes and wrote these out immediately after the interviews. A
reflective journal was written up before and after each interview and at other
relevant times and field notes were taken. Each physical artefact mentioned by the
participants was photographed both as a cultural record, and for using in auto

driving and laddering techniques.

As Table 3:7 illustrates the first interviewing method for data collection was aimed
at eliciting the organization culture. The second phase used an open interviewing
technique with an issue-focus (Burns, R. B. 2000; Dutton & Duncan, 1987). The
issue-focus was chosen for three reasons: (1) to serve as a stimulus for eliciting
culture-specific cognitions, (2) to channel and narrow the potentially broad
exploration, and, (3) to introduce a reference point for participants so that the
information could be compared across time and events for each individual and
across individuals. It is difficult to ask participants directly about what they think
their identity is or how they interpret their built environment. Many admitted that it
was an area they hadn’t really considered. The issue-specific exploration served as a
projective device to elicit context-specific cognitions. The selected issue had to have
a broad connotative meaning to leave room for culture-specific interpretations, be
relevant to organizational members, and avoid systematic response biases. A
discussion with participants about different issues, such as decision making,
communications, leadership, or innovation/change, indicated that the issue of
change qualified best. Pilot interviews revealed that it was perceived as relevant to

most organizational members that it was customarily defined, leaving room for

442 107



culture-specific interpretation, and that it was unlikely to evoke systematic response
biases at an individual level. Table 3:8 shows the topic areas discussed within each

interview phase.

Table 3:8: Exerts from interview areas

Phase 1 Pilot interviews with 4 participants on a semi- structured basis

Discussion areas

What change has occurred in the organization within the last year that, in your opinion has had the
most far reaching effects?

Does the college look to the past, present or future?

Are members of the organization here basically good, neutral or evil?

What is the ‘correct’ way for people to relate to each other?

Is organizational life competitive or co-operative?

Is the best way to organize staff on the basis of individualism or collectivism?

Is the best authority system autocratic, custodial, collegial, or participative?

Is the group best off if it is highly diverse or highly homogeneous?

Are individuals in a group encouraged to innovate or conform?

What it your impression of the buildings you work in?

Are there any contrasts with buildings you have previously worked in?

What do you think the designer was trying to achieve?

What do you think management is trying to achieve with the building design or alterations to the
building?

Phase 2 Initial issue focused Interviews

What do you think are the most important issues at the college at the moment?
How do you think this affects you, your group, department, the college the system?
How do you see the built environment you are in with respect to these issues?

How do you feel about this?

Do you interpret your situation in the college using the built environment?

Phase 3 Interview using auto driving techniques with photographs and documents
Describe yourself as a person.

Are you different at home?

Describe yourself at home

Describe yourself as a person at work

What is your perception of the organization?

How does your department fit into the organization?

How does your group fit into the organization?

Describe your working environment.

How does that fit into the organization?

Phase 4 Interviews using laddering techniques with photographs and documents

We looked before at the photos and document and now we’ve narrowed these into a few which
you feel are important to you

Lets talk about the main issues in the photos and documents

Why are these important?

Auto driving techniques (Heisley & Levy, 1991) used in Phase 3, involved
interviews being driven by participants when they heard or saw their own recorded
behaviour. These involved photographs taken during the photographic
ethnography, college magazines and brochures. Using these, further questions

were asked to ensure accuracy of meaning. This was a successful way of gaining
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deeper insights as the majority of participants initially appeared confused about
the exact focus of the areas of discussion.

Participants were asked to consider the most important recent change in their
college. The reasons for and characteristics of the named innovations/changes,
including the related processes, were then explored in detail. After some warm-up
questions about the participants work history, the exploration of change started with
a broad, open-ended question, followed by triggering questions (Spradley, 1980)
that fit into the flow of the interview determined by the informant (Miles &
Huberman, 1994). Simultaneously, I paid attention to the body language, gestures,
or physical expressions and responded to them if there was a discrepancy or if they
suggested urgency. During each interview, the following questions were asked and
explored: Which change, that has occurred during the past three years in the college,
do you consider most important? This broad question allowed participants to define
(a) changes, (b) relevance/importance, and (c) their identity (function, department,
college). Then for the named change: Why do you consider the mentioned change
important? What was the context of the particular change? Who was involved at
what time and how? What caused the change? Who and what aspects promoted the
change? Who and what aspects presented obstacles in the process and how? What
should/could have been done to improve the situation? What would you do
differently in the future to make it better? Subsequent to this discussion concerning
the meaning participants took from their built environment, particularly relating to
the change were discussed. Then working life prior and post change was discussed
with an emphasis on the interpretation of the built environment. During the pilot

study primary participants found it difficult to express meaning of physical artefacts.

Groups

Group interviewing was used on occasion when the participants asked to remain in a
group. This enables interaction amongst participants, thus generating different
results from one-on-one interviewing methods (Burns, 2000; Fontana & Frey 1994,
Marshall & Rossman, 1995). It provides another element in the armoury of
qualitative research methods that can add insight and understanding to the cultural
component of human behaviour (Burns, 2000). While not technically an
ethnographic tool, groups are recognized to favourably enhance interpretations
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obtained via ethnographic means (Fontana & Frey; 1994). Fontana and Frey (1994)
list the advantages of focus groups as providing new perspectives, generating
background information for questionnaire design, and supplying a source of
triangulation.

Fontana and Frey (1994, p. 365) outline the difficulties associated with moderating
group discussions on a topic. They highlight the need to draw out all participants to
maximize coverage and to prevent more vocal individuals from dominating
proceedings and mention “group-think” as a possible negative outcome. The focus
groups employed in this research were initially a second preference to one-on-one
interviews, and the majority of interviews conducted in the college sites were single-
informant interviews (35 interviews). A further 5 interviews were conducted with
two participants, 3 interviews were with three participants. In interviews with more
than one informant, care was taken to ensure contribution from all group members,
and the group context was utilized wherever possible to generate stimulated (and
sometimes heated) discussion on the issues raised.

In summary, this thesis combined in-depth interviews, focus groups, photography
and observation. A targeted analysis of secondary data in the form of college
publications was also undertaken. The use of a combination of techniques was
decided upon based on the recommendation of many experienced researchers,
including, Arnould & Wallendorf (1994), Belk et al. (1988), Cohen et al.( 2000);
Denzin & Lincoln (1994), Hormuth (1990) and Marshall & Rossman, (1999).

3.9 General approach to data analysis and the presentation of results

Although the incidents were focused on a structural alteration to or within the built
environment they included a wide variety of issues such as restructuring, capital
investment, staffing, promotion, integration, redundancy and interdepartmental
rivalry. Process phenomena have a fluid character that spreads out over space and
time (Pettigrew, 1992) and to deal with this I adopted multiple levels of analysis that
were sometimes difficult to separate. These were made up of a continuum rather
than a hierarchy or a clear classification further complicating the sense making
process.

When collecting the process data I attempted to document the sequence of events

pertinent to the process of interpretation and identity formation as completely as
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possible. However these processes are highly restricted as certain phenomena will
tend to be absent from a systematic list. There were background trends, which were
the strategic directive received by the organizations directors from government
bodies that modulated the progress of specific ‘incidents’. In addition part of what
interested me was actually what was going on in people’s heads, their emotions and
turmoil, and this leaves no physical trace of the exact moment of its passing. My
research also dealt with the evolution of relationships between people or with the
cognitions and emotions of individuals as they interpret and react to events.

There was then, at this stage, a notion of precision by using the term ‘incident’ but
clearly there were also different levels within these incidents. An ‘incident’ included
a physical change to a building but within that incident there was also perhaps a
merger, a meeting amongst a team, a conversation and some emails, the location of a
desk. At a macro level I was obliged to combine historical data collected through the
analysis of documents and photographs as well as interviews and photography
conducted in real time to put these incidents in context. While this type of data is
richer by focusing on memorable moments it also requires an ability to distance
oneself from it to separate what is really significant from what is merely ‘noise’.

The research questions are concerned with understanding how interpretations evolve
over time and why they evolve in this way and as such consists of stories of what
happened and who did what when ‘incidents’ occurred and what choices were made
over time. I am aiming to provide explanations of phenomena in terms of the
sequence of events leading to an outcome (what is the process of interpretation of
physical artefacts and how this is used in identity formation) temporal ordering and
probabilistic interaction between entities. Understanding a pattern in the ‘incidents’
is key and in order to analyze the data then I required a means of conceptualizing

events and of detecting patterns amongst them.

My process data posed considerable challenges because of the sheer volume of
words to be organized and understood. The complexity of the process data is a
reflection of the complexity of the organizational phenomena I was attempting to
understand but the presence of multi-layered and changing contexts often disturbed
steady progression towards equilibrium.

So my challenge was how to move from a mass of data to a theoretical

understanding while maintaining the richness and complexity of the data. The use of
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more than one strategy was chosen as an approach aimed at overcoming the
overwhelming nature of dynamic and multilayered process data by fixing on an

anchor point that helped structure the material but also determined what elements

received less attention.

Narrative strategy

Narrative strategy was used to construct a detailed story from the raw data. It was
used as a preliminary step in preparing a chronology for subsequent analysis- a data
organization devise which would serve as a validation tool. To quote Geertz (1977)
‘..to turn our attention towards that which gives symbols their life, their use.’ In
addition by adopting a constructivist perspective, I hoped to achieve understanding
of organizational phenomena by providing ‘vicarious experience’ of a real setting in
all its richness and complexity (Lincoln & Guba, 1985:359). It is this contextual
detail in the narrative (thick description) that allows the reader to judge the
transferability of the ideas to other situations. The aim is to understand the social
situation, in its complexity, through the multiple lines of narrative (Boje, 2001)
through which the actors in the situation, make sense of, and attribute meaning to the
incident, themselves and others in the organisation. I tried to avoid excessive data
reduction and to present, as completely as possible, the different viewpoints of the
process studied. Because of the structure of the narrative, time tends to play an
important role and it allows a focus on contextual detail so works well for the three
cases studies chosen rather than a large sample. It avoids the necessity of clear
definitions when boundaries themselves are not clear, and it accommodates variable
temporal embeddedness and eclectic data. In this context the narrative is used in an
ongoing change situation within the three case study sites. The way the
organisational actors enact the change affects the movement of the story and the
reactions of others in a way that is compatible with the notion of becoming (Chia,
1996). The narrative develops over time and its shape could not be entirely predicted
or controlled (Beech & Johnson, 2004).

An example of one narrative using ‘workstation allocations’ is presented in

Appendix 6. The data relating to this one particular incident (workstation
allocations) has been extracted and presented in chronological order, each case study
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being presented separately. I have also inserted my own reflections noted after each

interview took place to add to the thick description

Table 3:9 Table of contents of the ‘workstation allocations’ incident

ALPHA BETA GAMMA

Photography of area Photography of area Photography of area

Interview discussing history of | Interview discussing history of | Interview discussing history of
incident/ Russell incident/ Chris incident/ Juresh

Reflections of researcher Reflections of researcher Reflections of researcher
Change in allocations | Allocations story Gail/Hans Applications for new campus/
Yvonne/Michelle/ Gail Belinda

Reflections of researcher Reflections of researcher Reflections of researcher
Health Sciences locked area | Emirates airline story Coffee pot story

Gail B

Reflections of researcher Reflections of researcher Reflections of researcher
Management meeting on | Management meeting on | Meeting with head on
allocations/ observation allocations/ observation allocations

Reflections of researcher Reflections of researcher Reflections of researcher

Narrative comprises only of the manipulation of words so diagrams were introduced
to explain the process of events. The events process diagram in Table 3.5 and 3.6
does not force artificial clarity on the identification of the main unit of analysis and
it conceptualizes the changes to the physical environment as an evolutionary
phenomenon that interact in a dynamic way with other important issues to the
participants. However this representation does not give insights into factors such as
power, conflict and emotion although the causal maps do register them. Relations of
temporal precedence, authority and influence between objects and individuals are
quite easily represented but emotions and cognitions are more difficult to define.
However, because of the limitation of diagrams in dealing with more surface
structure of activity sequences it was required to be supported by another method of
analysis. These diagrams can however, be viewed as an organizing strategy because
they are ways of descriptively representing the process data in a systematic way.
They constitute the initial rather than the final stages in the sense making process.

They serve as intermediary data bases for the identification of incidents.
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Inductive data analysis

The process of analyzing the data collected for this study was characterized by the
fact that it began as soon as I started collecting data, it was ongoing and it was
inductive. Lofland's (1971, p. 121) explanation that when undertaking qualitative
research, "during the observation or interviewing phase, one is at the same time
trying to make some kind of (abstract) sense ... of the raw reality one is
encountering” is a fitting description of the overlapping activities of data collection,
analysis and interpretation which occurred during this exploratory study of identity
forming by interpretation of physical artefacts. As soon as I began the process of
collecting data, I simultaneously engaged in analyzing and interpreting the
perspectives of those I was talking with and observing. The stories were broken
down into narrative structures which could be generalised (Propp, 1975) which were
the underlying themes and types of actor. The actors had ‘spheres of action’
informing incident-bound activities (Berger, 1997) which were part of the identity of
the actors. Within the narrative structures there was an ordering (sequence and
choice between alternatives) of events and actions and these were categorised into
incidents. The analysis gave an indication of how different groups of actors

perceived their own roles, identities and situations, and those of other actors.

Table 3:10 illustrates the relationship between the research questions, the techniques
used and the analysis phases. This early and ongoing analysis was necessary for a
number of reasons. By overlapping the phases of data collection and analysis, I was
able to adjust my observation strategies, shifting some emphasis towards those
experiences which helped to develop my understanding, and generally, to exercise
control over my emerging ideas by virtually simultaneously 'checking' or 'testing'
these ideas" (Marshall & Rossman, 1995, p. 103) with the collection of further data.
Also, this concurrency of data collection and analysis suited the fluctuating and
emergent nature of the interpretations of physical objects being explored. On a
practical level, the "sheer massive volumes of information" (Patton, 1987, p. 297),
generated by the qualitative methods used, demanded that analysis was not delayed
until the completion of the collection of primary data.
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Table 3:10: Research Questions, Techniques and Unit of analysis

Techniques Unit of Analysis

Participant Constant comparative method

Ethnography 1. Comparing incidents applicable to each category,
recorded 2. Integrating categories and their properties,

by photography 3.  Delimiting the theory, and

and field notes 4.  Writing the theory.

Interviews using Laddering

Laddering Eliciting Distinctions

techniques 1. Triadic sorting (areas chosen by participants)

2. Preference- artefact differences

3. Differences by occasion

Selecting key distinctions to ladder
Techniques

1. Evoking the situational context

2. Postulating the absence of an object or state of being
3. Negative laddering

4. Age aggression contrast probe

5. Third person probe

6. Re-directing techniques

Analysis

Content analysis

The implication matrix

Constructing the hierarchical value map
Determining dominant perceptual orientations

Interviews using
auto driving techniques

Constant comparison method

Document Content analysis
1. Coding framework for classification
2. Identification of scales

Reflexive journals

Photography Documentation of the sites

Used in auto driving techniques and laddering
Generic culture ethnography

Analysis on-site

During the first round of interviews inductive analysis occurred while in the field.
The early collection of data was guided by my pre-understanding (Gummesson,
1991) of educational institutes and the aim of determining the process by which
physical symbolic artefacts in work environments are interpreted by organizational
actors. At this stage, depth interviews were kept open to the collection of interesting
responses and perspectives around which further data collection could focus. The
tape recording of interviews allowed me to make written as well as mental notes of

any analysis I made during interviews. This also permitted me to identify particular

responses to probe further during that interview or at a later date.
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Running the data open

Immediately after undertaking the depth interviews and observations they were
transcribed and recorded. Any analysis made was typed onto the transcript or written
into the field notes. This second stage in inductive analysis involved reading and re-
reading the transcripts and field notes made so far. This served two related purposes.
The first was to familiarize myself with the data (Easterby-Smith et al., 1991) and
the second was to start the process of structuring and organizing the data into
meaningful units. The familiarity created by reading and re-reading transcripts and
field notes heightened my awareness of the "patterns, themes and categories"
(Patton, 1987, p. 150) of meanings existing in the data and focused my attention on
these. The purpose of running the data open at this stage in analysis was to take the
data apart and then piece them together in a number of ways, each of which was
potentially important to understanding the research problem (Strauss & Corbin,
1990). By making several copies of the transcripts and field notes collected so far, I
attached "open" codes, to those sections containing data which appeared to be
important for understanding the process by which physical symbolic artefacts in

work environments are interpreted by organizational actors.

These sections were then pulled together into meaningful units, the ‘incidents’
around which the collection of further data was planned to establish whether these
units were in fact important to understanding the research problem. In this way,
some chunks of data were coded in a variety of ways, others were discarded on the
grounds that they were not relevant to the thesis, as a whole, and the data collected

so far were reduced to a more manageable level.

A second activity carried out at this stage was the writing of memos. These written
notes were referred to at later stages of analysis to remind myself of the reasons why
certain chunks of data were coded in particular ways and pulled together into
organized, meaningful units. These memos additionally reminded me of the logic of

the interpretations that I had made at this early stage in my analysis.
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Focusing inductive analysis

Analysis became focused on the ‘incidents’ which were central to understanding the
research problem by concentrating the collection of additional data around open
codes and constantly comparing these data with previously coded sections. The
method of analysis used during this stage is called the "constant comparative
method" (Glaser & Strauss, 1967). This method involved repeating the process of
reading and re-reading transcripts and field notes and constantly comparing the data
collected during this phase with sections labelled with open codes during previous
analysis. By systematically comparing the similarities and differences between
sections of coded data, some codes were disregarded as irrelevant to the study,
others were expanded upon and additional codes emerged. Coded sections were then
pulled together into different categories or "families" of codes within each incident.
Included in each category were "slices of data" (Glaser & Strauss, 1967) exhibiting
an "internal homogeneity" which held them together in a meaningful way (Patton,
1987). As the categories used exhibited "external heterogeneity", they provided a
structure to the sections of coded data which were useful to understand

interpretation of physical artefacts in the identity forming process.

This process of focused data collection and constant comparison of coded sections
of data continued until coded sections became saturated, that is, no new patterns or
themes emerged. At this stage, analysis moved from open codes to focus on "core"
codes and categories of codes central to understanding the substantive topic, around

which deeper analysis and interpretation concentrated.
Deepening the analysis

Having grouped homogeneous slices of data into core categories and organized
coded data into a meaningful structure, the analysis was deepened by interpreting
the relationships between core categories and seeking to explain why these
relationships existed. By interpreting the structure that had emerged and re-
evaluating relationships between categories of data, a cohesive integration of
categories, which provided an understanding of interpretation of artefacts in the
identity forming process which "fitted" and "worked" with the data, emerged from
this deeper analysis. In interpreting, re-evaluating and conceptualizing relationships
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between categories of data, the constant comparative method of analysis was used
once again. During this stage, I engaged in the prolonged and systematic search for
similarities and differences between the slices of data contained within different
categories and between core categories and concepts and theories existing in the
literature. The purpose of these comparisons was to understand the meaning and
nature of these relationships and resulted in some categories being disregarded on
the grounds that, when analyzed more closely, they did not fit and work with the
understanding that was emerging. This systematic comparison of categories with
relevant concepts in the identity and artefact/ symbols literature was important for
two reasons. First, comparisons between existing concepts and theories with the
relationships that had emerged between categories of empirical data were useful in
re-evaluating the reasons why these relationships existed. Second, comparisons with
the concepts and theories used in relevant literature revealed the extent to which the
understanding of the physical environment which emerged from this in-depth,
qualitative study had contributed to current knowledge and understanding of the
substantive area. A step by step guide to the practical aspect of coding is detailed

below.

Data analysis
Step 1: Devising and coding using a contact summary form
Following the procedures laid down by Miles and Huberman (1994) I used a contact

summary form (Appendix 4) for recording the main themes, issues and problems.

Step 2: Developing a complete theme list

The contact summary forms for the 60 participants over 4 phases of interviews
generated a variety of themes which were put into major headings based on a
classification of nine themes which emerged from interpretations of artefacts. For
example ‘respect of staff® or ‘power of leadership’ and ‘identity of ABC’ and
‘insecurity of employment’ and ‘status of role versus staff” and ‘status of staff versus
students’ and ‘fear of change’ were broad theme categories. For example, the first
category, ‘respect of staff” included a number of different themes, each highlighted
by interviews with participants on their interpretations of their environment such as
the quality of workstation and problems with the air conditioning, language used in

emails from supervisor to staff, loss of meeting room facilities, lack of choice of
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housing, superior facilities for students over staff. I used the themes to isolate
commonalities in what aspects of the physical artefacts were interpreted (aesthetic,
instrumental, symbolic) and to suggest an explanation for the identity formation in
terms of the dominant theme categories. Each theme was assigned a separate table
coding where it had appeared in the text. This process attempts to put into practice

Geertz’s advise on ‘clusters and clusters of significant symbols’ (1973, 2000).

Step 3: Sorting the interview data into incidents.

The information gathered in the interviews (Phase 1 to 4)
was then each interview coded phrase by phrase onto a theme list in order to
document which interpretations were instrumental, aesthetic and symbolic and
establish whether or not these interpretations and the emotion evolving from them
was used in identity formation. ‘In the experiences of individuals and groups of
individuals as, under the guidance of symbols , they perceive, feel, reason, judge,
and act’ (Geertz, 1973, 2000). After completing the theme based coding process I
categorized the data into types of dimension of the artefact (symbolic, aesthetic,
instrumental), discussed by the participant. This was then categorized by the
interpretation made and what issues in terms identity arose. I was able to ascertain
the extent of each type of interpretation and which aspects of identity were formed/
altered or influenced from it. The interviews from phase 4 were used to produce
ladders from attribute, through consequences to values. This analysis was used as an
organising strategy and to understand the underlying themes which were difficult to
focus on through re-reading the transcripts. This helped to decide how to organise
the data for presentation. Finally, I decided to use data vignettes to provide a thick

description.

Means End Theory

Phase four interviews used the laddering technique which is based on means —end
theory. Our objectives and values play an important part in our behaviour (Rokeach,
1973). We determine our objectives on the basis of our values, search for, or design
suitable solutions, evaluate these solutions and finally make a choice (Simon et al.,
1987). We try to realize certain objectives and values in solving our problems. Our

behaviour when making choices is therefore value oriented and goal — directed. This
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is also the case when we are interpreting our built environment. We then use the
information we have to evaluate our own identity and the identity of the
organization we are with and this is evaluated against our perception of the way we
see the situation should be ( the desirable state) and then decide in what way we can
achieve the desirable state (the goal). This goal directed behaviour is not necessarily
rational behaviour as goal directed behaviour results in a functional which may not

be optimal choice whereas rational behaviour implies an optimal choice (Beach,
1990).

Research on understanding meaning has been primarily focused in the marketing
literature and concentrated on the decision- making process from attribute to benefit
to personal value perspectives is primarily driven by competitive forces in the
market place. The meaning of a physical object has been extended beyond attributes
in the marketing sense to include benefits those attributes symbolize to an actor

( Myers, 1976). Meanings of physical objects, more notably, products have been
extended again to include higher levels of abstraction (Gutman & Reynolds, 1979),
namely, personal values (Homer & Kahle, 1988; Rugg & McGeorge, 2002). Means
end theory was originally developed to understand how consumers feel about the
products and services they purchase, consume and experience (Gutman, 1982;
Reynolds & Gutman, 1984). The theory focuses on the interrelations of three aspects
of product attributes, consequences and personal values. An attribute is perhaps the
most concrete part of a meaning and relates to the relatively tangible or observable
characteristics of an object. Consequences are more abstract meanings that refer to
the outcomes that derive form selecting or use the object. Personal values are the
most abstract type of meaning and are centrally held enduring beliefs or desired end
of states existence that guide and influence human decision making and behaviour
(Kahle, 1983; Rokeach, 1973; Verhoff, Douvan & Kulka, 1981). The theory is based
on the assumption that individuals select alternatives with attributes or
characteristics that produces desired consequences (or benefits) and that avoids (or
at least minimizes) undesired consequences (or costs). The importance of the
consequences is a function of the personal values they are associated with (Gutman,
1982; Klenosky et al., 1993).

The association between concepts offers an explanation of how consumers, and in

this case organizational actors, interpret a product attribute as symbolizing
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associated benefits (and in this case used to assess the interpretation of physical
symbolic objects symbolizing power, status respect in the organization) .

We translate product attributes into benefits, actors translate physical objects
attributes into benefits and these are ultimately translated into a reflection of self and
group identity. The product or physical object, as defined by its discriminating
perceptual attribute is the means which satisfies the more personal ends, represented
by values and then in organizational actors compared with identity. A means- end
framework adds a much richer understanding of how an organizational actor derives

meaning from a physical object.

Laddering originated in Kelly’s personal construct theory (Kelly, 1955) which was
one of the early cognitive approaches. Personal construct theory (PCT) is notable for
its emphasis on its combination of validity of information undertaken with rigor and
measurement. The repertory grid was used for this initially and it has been used
extensively in market research and knowledge acquisition. But the grid is not able to
represent hierarchies of knowledge type such as goals, class membership or
explanation and laddering was developed by Hinkle in 1965 to fulfil this need.
Laddering at first glance resembles a structured interview in that it consists of a
series of natural language questions and answers based around a limited set of

probes.

Process of Laddering

Laddering can be conducted in different directions: downward to seek explanation
and upwards to elicit goals and values, or sideways to provide further examples at
the same level. I decided to concentrate on single direction upward laddering. The
average interview took about 45 minutes during which I took handwritten notes
rather than tape recording in the majority of cases. This was at the specific request
of 80% of the participants due to the confidential and sensitive nature of the
information. Although research of Reynolds and Gutman (1998) tended to elicit
short responses in this case perhaps because the focus was on identity meaning and
values the responses were wordy so whenever it was possible to record the
responses it was helpful to be able to listen to them after the interview to search for

meaning and explanation.
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Data Collection Procedures and Processing

Means- end theory was designed to explain the relationship between goods and
consumers. In this case it was used to explain the relationship between physical
artefacts in the organizational built environment and the organizational actors. In the
original definition a good is defined by a series of attributes which yield
consequences when the good is used. The importance of these consequences is
based on their ability to satisfy personally motivating values and goals of people. So
in means end theory the relationship between attributes and values are also indirect
but the consequences can be quite broad. It can encompass everyday activities but
also consequences that are more functional or psychosocial in nature. In addition,
means end is more ‘bottom up’ in its approach in the sense that the meaning an
artefact has for the individual is investigated from the point of view of the
individual. The attributes consequences and values which are relevant are
determined in the first place by the organizational actor and not the interviewer. A
means end chain is a model that provides a way for relating the choice of an artefact
to its contribution to the realization of objectives and values. In the original context
means are goods which people consume and activities that they carry out. Ends are
positively evaluated (end) situations such as privacy and freedom. The most
important linkages between values and objectives on the one hand and behaviour
and preferences on the other form the elements of the means end chain model. The
original means end chain model is based on four assumptions (Gutman, 1982).The
first assumption states that objectives and values influence choice processes.
Secondly, it is assumed that people can keep track of the enormous diversity of
goods by grouping them in sets or classes so as to reduce complexities of choice.
This means that we not only classify goods in product fields (furniture, equipment)
but also create functional classifications such as ‘preserving my image’ or ‘showing
my status in the organization’ and these classifications may contain the objects used
for this such as a cell office, a leather chair. Thirdly, it is assumed that our behaviour
has consequences and that these consequences are not the same for everyone.
Finally there is the assumption that we learn to associate particular consequences
with particular behaviours. The term consequences to understand every direct or
indirect result of someone’s behaviour and the consequences can be desirable or

undesirable. The central idea in means end theory is that we choose actions which
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will provide the desired consequences and minimize the undesirable consequences.
Values provide consequences with a positive or negative valence. Therefore the
linkage between values and consequences is of essential importance in the means
end chain model. An object must be used (consumed) to realize a desired
consequence, but in order to do that a choice must be made too from alternative
objects. To be able to make this choice we must learn which objects (artefacts)
possess the attributes that produce the desirable consequences. So the second linkage
is between consequences and the attributes of objects (artefacts). The original and
simplest means- end model has three levels: product attributes- consequences-
values. A simple example of means-end chain model related to the organizational
built environment would be: glazed office walling (attribute) — more light
(consequence) - less claustrophobic (value). An example of laddering is illustrated
below.

The summary ladder for (2) FACULTY AREA is:

(V)STATUS REDUCED
I
(C) WORK ETHIC
I
(C ) DIRECTORS STRATEGY
I
(C)MESS
I
( C )CHECKING ON STAFF
I
(A) CLOCKS

I am assuming that we create classes of objects (artefacts) that are instrumental in
bringing about certain consequences and that contribute in their tumn to the
achievement of valued end situations. The categorization process forms the way in
which people segment their complex environment into meaningful classes (through
the creation of equivalencies between non identical stimuli) (Rosch, 1978). This
way we divide our lives into smaller units that become easier to manage. This is
necessary because our environment has more objects than we have values. In the
built environment when we are faced daily with a multitude of physical objects we
can reduce the complexity of a multitude of objects by categorizing them and that

way and in that way we can process further information. If we are trying to achieve
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our values then classes of objects must relate to higher objectives because otherwise
there can be no question of instrumentality. Although we divide the objects into
classes based on the attributes the choice of these attributes that are important to us
is decided by our values. Objects are then divided into classes by attributes which

are important and those which are ignored.

The way we identify objects therefore fits into our classification of these objects into
functional classes. Abstract values (or symbolic meaning) that come high into the
hierarchy have to be translated through less abstract objectives to consequences and
attributes which provide the basis for classification of objects. This process takes
place at every level of the means end chain. Therefore we create categories and
classifications so they contribute as much as possible to the realization of desired
consequences and attainment of values. Pieters et al (1991) summarized the
conceptual model as having four propositions and these have been applied below to

clarify the research topic in relation to this theory:

1. Our subjective knowledge about objects is organized into associative networks.
2. The concepts of these networks that are relevant to our decision making are
attributes of physical objects, consequences of use of the physical objects in the
built environment, and our values.

3. Attributes, consequences and values are ordered hierarchically.

4. The structure of our knowledge of physical objects in the built environment

influences our behaviour.

Values

Schwartz (1994) defined values as ‘desirable, transituational goals, varying in
importance, that serve as guiding principles in the life of a person or other social
entity.’ Values are thought of as objectives which, consciously or unconsciously
function as criteria in all out actions. They have cognitive, affective and behavioural
aspects (Rokeach, 1973). In this notion of values as objectives we recognize the
following aspects: (1) values function as interests for individuals or groups; (2)
values motivate behaviours and give it direction and intensity; (3) values function as
criteria for the evaluation and justification of behaviour; (4) values are acquired

through the socialization of dominant group norms and through unique individual
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experiences (Schwartz; 1994) which consciously or unconsciously, function as

criteria in all our actions.

In order to function in our social environment we transform our needs into specific
values. The central role of values in the human cognitive system stems from three
types of human needs: from the needs of the individual as a biological system; from
the demands set by coordinated social interaction; from the demands which stem
from the functioning and survival of groups.

These are the domains with some values in brackets derived from Schwartz (1994)
Power (social power)

Achievement (successful, ambitious)

Hedonism (pleasure enjoyment)

Stimulation ( daring, excitement)

Self direction (independent, curious)

Universalism (social justice, unity with nature)

Benevolence( helpful, true friendship)

Tradition (humble, devout)

A A o

Conformity (politeness, self discipline)
10. Security (job security, national security)

Our values are used to form and affirm our identity.

Measuring and analyzing means-end chains: Which attributes are used in

physical objects?

The measurement and analysis of the various elements of a means end chain and the
linkages between them takes place in 7 phases.

elicitation of the attributes

selection of the attributes

elicitation of the attribute levels

performing laddering interviews

determination and coding of means-end chains

aggregation: construction of a hierarchical value map

S o o

analysis and interpretation of the hierarchical value map
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The aim of using this technique was to elicit ‘experience near’ phenomena that is
difficult for participants to express. Once this information was obtained, i.e. the
values I did not progress onto constructing an HVM but used the data vignettes to

show which dimensions of physical artefacts were used in identity formation.

Elicitation and selection of attributes and attribute levels

The first phase concerns the elicitation of relevant attributes for the laddering
interview. Usually the Repertory or Kelly Grid is used for this where participants
are presented with a limited number of triad and must indicate the way two or thee
products are similar to each other can consequently differ from a third. In this case
study the initial round of issue focused interview participants had highlighted the
main areas of physical objects that were used in interpretation and their attributes
(45n0.) and these were used for the following stages. The second phase comprises
the selection of attributes. The participants were assigned the task of selecting from
the list of 45 no. attributes those that were most important for them. In addition
participants could mention attributes that were not on the list. No limit was set to the
number of attributes that could be selected but if the participant chose more than
eight they were asked to go through a further narrowing down selection process
until they achieved eight attributes. This was done to keep the interview time down
to about 45 minutes. In the third phase the participants were asked which level of
the selected attributes had more meaning for them in relation to their self or group
identity. If the preferred attributes was glazed then the participant was asked how
important they felt this was and the stated level was a starting point for the laddering

interview.

Laddering interviews

The key phase in measuring the means end chain is the laddering interview.

This involves a tailored interview format using a series of probes mainly asking —
‘why is this important to you?’ asking what is meant (Easterby-Smith et al., 1996)
This has a goal of establishing the link between the essential elements of a means
end chain: attributes — consequences- values. If a participant said that glazed walling
was important in assessing his or her position in the organization (identity) then they
would be asked ‘why do you find glazed walling important to your assessment of

yourself/group/organization?’ The ‘why’ question is then repeated as a reaction to
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the answer of the respondent. This process stopped when the participant could no
longer answer why. By allowing the participant to begin at the concrete level of the
attributes and then continuously asking why allows the underlying consequences
and values of a certain choice to be brought into the open. In this way a means-end
chain can be determined for each participant and each attribute level and is called
the ladder. A ladder shows the previously unvocalised reasons for choosing the
attribute and may reveal the underlying values in relation to the individual and the
object.

14 laddering interviews were undertaken. During the interviews participants often
gave forked answers (Grunet & Grunet, 1995) this meant that several consequences
are linked to only one attribute. This can occur, according to Grunet & Grunet
(1995) with participants who have thought thoroughly about a certain preference or
decision and consequently have an extensive meaning structure in the area

concerned.

Means End to Ladder

In the next phase the means end chains were determined on the basis of the
interviews. The data from the laddering interviews were transcribed and then a
content analysis was carried out. This resulted in a set of ladders for each
respondent. This information was subsequently grouped into ‘incidents’.
Subsequently the elements of these means-end chains were coded, dividing them

according to topic and level in the hierarchy (aftribute, consequence, value).

Data analysis of laddering

To summarize the analysis of the raw data was undertaken using Reynolds &
Gutman (1988) guidelines.

1) Breaking up the conversation into phrases. This involved reviewing the tapes
and notes and probing for the elements that best represent the concepts expressed by
each individual participant.

2) Content analysis of the elements selected in step 1.

3) Summation of associations between the content codes, resulting in a quantitative
assessment of all paired relationships, termed implications.

4) Construction of a diagram to meaningfully represent the main implications.
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General constraints

Most interviews were recorded on audio tape and later transcribed. At times
participants were not keen to be recorded so note-taking was used. Participants’
choices of subject material were specifically noted, as much can be gleaned from the
situations that participants choose to recall, and the associations that they make
(Manning & Cullum-Swan, 1994). Similarly, informant omissions were of particular
interest (as per Arnould & Wallendorf, 1994). The contradictions that were often

apparent between stated beliefs and observed behaviours were also actively

examined for meaning.

Warnings are often given regarding taking participants’ statements literally. Arnould
& Wallendorf (1994) discuss the selectivity of memory and the selectivity of
reporting of behaviour, suggesting that verbal accounts should be perceived as efforts
by participants to give meaning to their behaviour. As such, they provide emic
representations rather than objective accounts. Heeding these warnings and
suggestions, interviews were oriented around gaining an understanding of
participants’ feelings towards their built environment. Notice was taken of the
surroundings and location chosen and the apparent mood of the participant.
Emerging themes were noted and explored wherever possible or appropriate. It was
kept in mind at all times that it was a representation of the informant that was being
conveyed, which resulted in an awareness of the image-management that was to a
greater or lesser extent part of each informant’s response. For example, the
participant was more reticent and formal where audio equipment was used than

where note-taking was the method of retention.

It is posited that interview results can be enhanced by the approach taken by the
interviewer and that the interviewer ‘come down’ to the level of participants and
engage in a ‘real’ conversation with ‘give and take’ and ‘empathetic understanding’
This approach is suggested to have the effect of encouraging participants to be more
relaxed and open (Wuest, 1995). Over progressive interviews it was found that
adopting a conversation mode with participants was more productive than making a
clear distinction between interviewer and interviewee. Participants appeared to be
more natural in their manner, and less concerned with giving the ‘right’ response.

As a result, it was concluded that the quality of the rapport established was greater
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where the interview was less structured and more discursive. However, such an
approach was not always possible or appropriate. For example, some participants
were more comfortable in the role of interviewee rather than conversation partner.
Most participants appeared to find the interview process inherently enjoyable, and

readily gave descriptions of their own experiences and accounts of those of others.

I considered several areas when planning interviews including the varying of
techniques for different participants and the dress and body language of the
interviewer. These elements can alter the results of the interview, and therefore
require attention before and during data collection and analysis. In accordance with
these recommendations, interviews were varied to accommodate the characteristics
of participants. For example, the support staff (mainly Asian and Arab origin)
reacted better to more structured interviews relative to other groups. In different
research sites the clothing codes were significantly different, requiring a considered
clothing choice prior to arrival at the research site. This manipulation of physical
appearance was beneficial from two perspectives. First, it was possible to better
blend with the surrounding environment, enabling unobtrusive observation activities.
Second, participants appeared to be more relaxed when communicating with

someone who appeared to be more similar than different to them.

The establishment of rapport with participants was a high priority, as rapport with
interviewees is considered essential for generating trust and productive
communication (Cohen et al., 2000; Heider, 1958). From the informant’s point of
view, as researcher I was requesting a time investment with another colleague, a
request that was not long tolerated unless a personal relationship of some nature was
promptly generated. This was particularly relevant to those interviewed in other
colleges, as interviewing encroached directly upon their leisure or break time. The
establishment of rapport did not prove to be a difficult task in most cases, although
support staff did generally tend to be more resistant.

Trustworthiness Issues

A range of techniques have been suggested to increase the trustworthiness of data
obtained via qualitative research methods. Examples of those trustworthiness criteria
employed in this thesis for the purposes of ensuring the quality of the work and
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communicating this quality to readers include the use of multiple sites, multiple
methods, purposive sampling, reflexive journals and member checking. However,
other techniques, such as multiple researchers, peer debriefing, and auditing, were

avoided due to their shared implicit assumption of an objective reality.

Member checking was employed in this study in a general fashion. The form of
member checking advocated by Belk et al. (1988) involves going back to
participants after analysis and obtaining their impressions of the credibility of the
interpretation. However, it is acknowledged that participants’ awareness of the
social world is always partial (Wallendorf & Belk 1989; Manning, 1987), and
participants are not always reliable verifiers as they are less able to view their
behaviours in the light of other comparison groups and relevant theories (Belk
1990). As a result, member checking was employed here in its more relaxed form,
where members of the same “stake holding groups from whom data were originally
collected” were consulted (Lincoln & Guba, 1985, p. 314), rather than the original
participants. This approach is also advocated by Wuest, (1995). Participants were
often given the reported viewpoints of other participants and asked if they “sounded
right”. Similarly, the evolving interpretations were periodically raised with key
participants to observe their reactions. This was a useful tool for stimulating
discussion and drawing out similarities and differences in attitudes. While the
themes went unchallenged, there were a few occasions where participants noted that
they could not see the importance of what was being suggested. It was considered
that this reflected a phenomenon noted elsewhere (Belk, Sherry & Wallendorf
1988), in which the participants do not have the same range of information on which
to base a judgment. The obvious problem to deal with is ensuring the validity of the
information obtained. Validation was carried out by observation and ethnographic
photography.

Ethical issues

All participants were aware of the research and signed a consent form an example of
which is included in appendix 2. The data obtained from each participant was fed
back to that participant to ensure accuracy but not data relating to other participants
eg confidential transcripts. Member checking was done through the three primary

key informants, one on each case study site.
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Sassan was not a chosen participant but I used information he gave me in a
professional context to determine the relevance of the participants interpretations
and to find out what management intended by a particular change. However, the
focus of participants interpretations of physical artefact were prompted by the
processes around the management of change and managerial style, which was not
what I had originally expected to find. This data is included because it is important
in respect to the research questions but the identity of the case study site has been
protected. The majority of participants have now left the ABC employment and I
have used alternative names for the participants to help disguise their identity. I did
not ask Sassan’s permission to approach staff on Alpha and Beta campus and staff
allowed me to interview them because I was known and trusted and also to help with

my research.

Reliability

Another possible point of sample bias worthy of mention emanates from the
characteristics of thé researcher. As previously mentioned I was employed as a
lecturer in business and design management, therefore one of the business
department and design department team. It could be argued that because of this I was
known to these departments. Some of the participants from these areas then were
more willing to be a part of the research. These where those with whom I had
worked for a number of years. Overall, the sampling problems encountered in this
research were considered consistent with those experienced in other qualitative

studfes, and were deemed acceptable.

Apparatus

Observation notes were recorded on notepaper. Audio recording equipment was
used in most interviews with participants. Occasionally it was necessary to commit
conversations to memory to be written up afterwards. A digital camera was used
and is recognized as being very helpful in ethnographic research (Sontag, 1977,
Prosser, 2003), although some are concerned that the presence of the ethnographer
and the recording equipment are enough to alter the behaviour under observation
(Rose, 1990; Heider, 1988; Marcus, 1986). Belk et al. (1988) and Heath (1997)
reported that despite these reservations, they did not encounter significant data

collection problems associated with the use of recording equipment. Participants
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were said to become habituated to the presence of the equipment, just as they did to
the presence of the interviewer. Belk et al. (1988) acknowledge that the video
recorder does appear to sometimes create an unnatural or staged dimension, a
phenomenon that was also noted throughout this research. Therefore I chose to use a
high quality discrete digital camera capable of recording video but no more than 4
inches in size. Audio and video recordings provide a method of retention that is as
close to the original phenomenon as is possible (Saunders, Lewis & Thornhill ,
2003), thus providing the best material for subsequent coding and analysis (Hudson
and Ozanne, 1988). Extensive note-taking at the time of data collection was found to
be very useful, as participants often told as much through omission as they did
through inclusion. Particularly where audio or note-taking equipment was used in
isolation, it became very important to detail the visual aspects of the
interview/encounter, such as participants’ estimated ages, dress codes, nervous

habits, eye contact levels, and posturing.

3.10 Conclusions

This chapter has outlined the methods used for the collection and analysis of data in
this thesis. As Yin (1994) stated a case study is a particularly useful methodology
when the phenomena and context are interwoven. In this thesis the combination of
the topic, interpretation of physical artefacts in the organizational built environment,
and the strengths of a qualitative methodology contributed to the appropriateness of a
case study approach. This case study approach was useful because I was able to
interact with all participants including the key decision makers while also providing
an understanding of the context and history that were shaping events. To summarize
then, narrative strategy was used to focus on the meaning of processes for
individuals- that is the way they are experienced, visual process mapping was used
to trace overall physical change patterns and laddering to focus on the mechanisms
of emotions and power aspects. The next chapter will present the three case studies
and describes the context within the changes have taken place to the built

environment and human resources and begins to answer the first research question.

442 132



CHAPTER 4: Three case studies

4.1 Introduction and overview
Chapter 3 justified and detailed the research design and methodology approach
chosen in this thesis. This chapter begins to address the first research question posed

in Chapter 1, which is:

What are the processes and the extent by which we as organizational actors

interpret physical symbolic artefacts in the organizational built environment and

does this change within differing organizational roles, contexts and over time?

The first section of this chapter describes the organizational roles, contexts and
changes that have taken place in the three case study sites. The second section of this
chapter describes the role of management and staff in the change process in the three
case study sites. The third section of this chapter explains the differences between

the three case study sites.

This chapter begins to address the first research question by setting out the
organizational roles, context and the changes over time that occurred in these three
case study sites. In the next chapter, having detailed the context and changes,
comparisons can then be drawn between the process and the extent by which
organizational actors in the three case study sites interpreted physical symbolic

artefacts in the organizational built environment.

4.2 The change
All data for this chapter was elicited during phase 1 of the interview which focused
on the culture and context of the three case study sites.

Strategic growth

ABC is a group of 11 colleges providing post secondary education to nationals in a
well developed country in the middle east managed operated by ‘central services’ in
the capital of the country. The colleges are continuing a growth strategy, defending

an exclusive market of teaching nationals of the country. The three colleges in the
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case study are expanding or relocating their premises. During the period of data
collection ALPHA and BETA were expanding existing campuses and GAMMA

was in the process of re-locating to a large new campus; all to cope with the increase

in student and staff population.

Leadership

The college system is government owned and managed by an appointed member of
the royal family (Sheik B). A Vice President has been appointed by ‘central
services’ to work directly for the Sheik and is responsible for academic affairs. Each
Director reports directly to the Sheik and the Vice president. Each college has its
own director with the exception of ALPHA and BETA who, at the start of the
interview phase in August 2003, had appointed a joint director. Dr. Sassan had been
director of ALPHA since 1999 and was then given the added responsibility of
BETA in June 2003 after the dismissal of the BETA director, Derek. Norm had
been director of GAMMA since the college opened in 1989 and had retired in Dec
2002. GAMMA had been under the leadership of an acting director, Barbara, after

Norm’s retirement.

Staff

The three case study sites are part of an 11 college system which employs
approximately 2000 staff and has approximately 20,000 students. ALPHA, at the
time of data collection, had 176 employees, BETA had 83 and GAMMA had 201
employees. Faculty and management are mainly recruited from British, USA or an
Australian educated background. The support staff is mainly Asian or Arabic
background (see Tables 4:2 and Appendix 3).

Market

The colleges’ core competence is in running vocationally oriented courses up to
Bachelors level in business, design, engineering or health care fields. Graduating
students will be employed locally in technician or first line manager positions. The

college courses are accredited by British or North American accreditation bodies.

442 134



Operational change

Subsequent to the on going growth strategy and changes at director level in these
case study sites a program of evaluating staffing and building use at an operational
level was embarked upon across all three case study sites. Physical resources were re
assessed and a program of building work commenced (see Tables 3:5 and 3:6).
These tables illustrate both the changes to the organisational built environment and
the changes in human resources across a time line. The extent of physical changes to
the built environment was more extensive in GAMMA than either ALPHA or
BETA as this campus was re-locating to a new campus in a different geographical

area of the country.
4.3 A classification of organizational actors

The organizational structure is the same for ALPHA, BETA and GAMMA, with the
exception that ALPHA has a Graphic Arts and Health Sciences department, whereas
BETA and GAMMA do not, and ALPHA does not have an engineering department
whereas BETA and GAMMA do. However, the reporting structure is the same. The

difference is in the number of staff and their breakdown of nationalities.

Organisational Structure

Authority rests with the individual director who reports to the Sheik (the ruler of the
country), who is the minister of education for the country. There are 7 levels of
vertical differentiation in each college (grades 1-7) and 16  horizontal
differentiations (number of depa